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Successful Lodge And Social Quarters Operations 

 

Good afternoon.  I’m Assistant Director of Lodge Operations Darrell O’Brien.  

First of all allow me to thank you for choosing.  Hmmm, choosing now that sounds 

like something new or at least different.  Thanks for choosing to attend this session on 

Operating a successful lodge and Social Quarters. 

Legendary talk show host Larry King once said “I remind myself every 

morning: Nothing I say this day will teach me anything. So, if I'm going to learn, I 

must do it by listening.”  I invite you to listen to what I have to share with you today. 

Over the next roughly 90 minutes you will learn everything you ever needed to 

know to for a lodge to be successful both fraternally and financially.  For those of you 

who may not perfectly hear or retain what is said here today, don’t worry!  Before the 

session ends, the Moose International field staff members will walk among you, place 

their hands on your heads, and impart all of the information and knowledge to be 

derived here today right into your long-term memory within your brains.  AND, if you 

believe any of that I’ve got time shares in Igloo Estates just outside of town I’d like to 

talk to you about when we’re done today. 

Okay, now seriously, we will be discussing, possibly a little more in depth than 

most Moose training you may have attended in the past, principles of our order.  The 

core beliefs behind the whys and the ways, we as Moose, do, or in some cases, but 

certainly not any lodge represented here today, should be doing certain things, in our 

Lodge Homes and our communities.  Finally we’ll spend a substantial portion of 

today’s offering various perspectives and advice improving your lodge’s Social 

Quarters operation. 

The principles, concepts, strategies, tips and myriad of anecdotal stories, both 

good and bad, of just Moose lodges could fill many semesters worth of study at 

colleges and universities.  Naturally we won’t try to fit it all into just a few minutes 
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here today.  We will hit on a few points that are critical to the long-term success of any 

lodge’s Social Quarters and share a couple stories of lodges that wholeheartedly 

embraced the idea of operating a profitable Social Quarters and succeeded. 

Hopefully all of you who are currently, or previously were, Lodge Officers have 

read through The General Laws – The Constitution and By-laws of Moose 

International and the Supreme Lodge of the Loyal Order of Moose.  The current 

edition has a black cover with gold print and is in force and effect as of August 1, 

2010.  The first section of this document is the Purposes of the Order.  It is entirely 

possible that if every member read no more of the General Laws than just this section, 

there would be a greater understanding of what the Loyal Order of Moose is supposed 

to be and a lot less of the bickering and in-fighting that is all too common in some of 

our Social Quarters. 

Without reading this entire section verbatim, I’ll touch on what I believe are 

some of the primary purposes of our Order that all members should be aware of.  “The 

purposes of the fraternal and charitable lodges are to:”  

Unite in the bonds of fraternity, benevolence, and charity, all acceptable 

persons of good character. 

What is this saying?  It’s telling us to invite new members, our family, friends 

and acquaintances to not only join the Moose, but to become active in the Moose.  This 

isn’t saying just go to meetings, but rather, go to meetings and help create 

opportunities for members and their families to interact with each other, to socialize 

with each other, to enjoy friendly competition between each other and to generally 

have fun. 

Assist their members and their families in time of need.  

Our failure to accomplish this core purpose is perhaps the most frightening 

single point I can identify during our current decline in membership.  When a Pilgrim, 

or any other member, or a family member passes, do we perform a Service of Tribute 

or even offer to help however we can?  The letters and phone calls and e-mails I 
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receive would seem to indicate NO.  When a member is hospitalized, loses a job or 

loses their home, again, do we offer to help however we can?  The communications I 

too often receive, again say NO.  Do we care about anything?  By virtue of nothing 

more than accepting the Oath of Obligation as a Moose member, we should. 

Render particular service to children in need by the operation of one or 

more vocational, educational institutions of  the type and character of the 

institution now called "Mooseheart", and located at Mooseheart, in the State of  

Illinois. 

Mooseheart is in the very heart of this fraternity, in the very heart of North 

America, but as appearances would have it, may not be in the hearts of every member.  

Where is our compassion?  If we indeed are incapable of caring about the wellbeing of 

those youngest members of society, those in most cases incapable of providing for 

themselves, what does that say of not only us, but of society as a whole.  In some 

strange sense, we are among the last of the great defenders of children in need.  It is 

your efforts, your dollars that enable Mooseheart to be among only a handful of 

privately funded institutions committed to providing every child in need the 

opportunity to rise above their personal circumstances and to go on to,…, to what.  We 

can’t know.  We can’t know that they’ll become CEOs of corporations like Darrel 

Hammond of KABOOM fame.  We can’t know that they’ll go on to excel as athletic 

champions as recent grad Umaru Abdulahi has done on the track at Marquette 

University.  We can’t know whether another Medal of Honor recipient like Eddie Silk 

will come from the confines of Mooseheart Child City and School.   But, but we can be 

assured that without your support, and the support of thousands of other members not 

here today, they would never even get the chance. 

Serve aged members and/or their spouses at one or more institutions of the 

character and type of the place called "Moosehaven", located at Orange Park, in 

the State of Florida. 
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We are obligated to care for our less fortunate members in what should be their 

golden years.  It’s easy to say they had their chance; they’ve got to deal with life’s 

twists of fate. How many here have heard the reference to life’s Fickle Finger of Fate?  

That’s good, which tells me I’m probably not the oldest one in this room today.  No 

seriously, think of your own financial circumstances.  Look at the people around you 

right now.  Ask yourself, are you willing to help them if they fall on hard times.  Now 

more importantly, ask yourself, do you want to be able to count on them if the Fickle 

Finger of Fate points in your direction.  We don’t know what will happen mere 

seconds from now let alone months or years from now.  But, we should embrace the 

measure of comfort that we have loyal brothers and co-workers willing to give of 

themselves to support those of us who find themselves in catastrophic distress in what 

was supposed to be those golden years. 

Caring is core to what binds us together as Moose and provides us with the 

strength and dedication to do the right things. 

I find it interesting that something we do so well is omitted from the Purposes of 

the Order.  I’m not sure if it is due to the focus on Mooseheart, Moosehaven and our 

own Moose members during the time our Constitution was originally drafted.  For all 

the change we believe we’ve seen in the fraternity in just the past few decades, our 

core beliefs remain little changed over the past one hundred years.  So what could we 

possibly have overlooked that plays such an important role in so many Moose lodges 

today? 

Community Service.  Making our Lodge Homes the Heart of the Community.  

We invigorate our communities with support from our lodges and their members.  We 

make our communities better places to raise children, safer places for seniors and 

generally, more enjoyable places to live.   

But why?  It’s not in the Purposes of the Order.  I’ll tell you why.  It creates a 

positive image for our lodges.  It makes it easier to attract new members.  And possibly 

most importantly, because we care and as long as we Moose continue to care, we will 
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do everything we can to enable others to feel safe, to feel comfortable and to feel 

important when they thought they just may be all alone. 

I know that some of you are thinking, “well, all of that’s interesting, but what 

has it got to do with us?”  And therein lays the challenge.  For a decade or more, many, 

if not most, Moose members don’t understand the organization they swore an 

obligation to.  They believe they joined a local lodge, occupying a local building, 

perhaps performing service to the local community, hosting holiday parties for kids 

and adults, sponsoring assorted sports activities and offering 50 cent draft beers from 

4-6pm.  As a result, these members have progressed to become lodge leaders, officers, 

and have perpetuated the thinking and activity associated with the aforementioned 

description of a local lodge, and that’s all good.  Well, except maybe the 50 cent draft 

beers.  But, it’s not enough.  These things belong in a lodge.  What’s missing is the 

understanding, the acknowledgement, the promotion that there is so much more, and 

that so much more is the very reason there is a local lodge, in a local building, to 

promote these local activities.  Without the need to support a Mooseheart that has 

raised and educated thousands of needy children over the past century, most of whom 

came from devastated, dismantled or dysfunctional Moose families, there would be no 

need for a local Moose lodge.  The same can be said of our obligation to provide for 

our brothers and co-workers who need our support.  These pillars of our programs, 

Mooseheart and Moosehaven, provide the very reason that any of our Moose Lodges 

exist. 

Our lodges, our Social Quarters, exist to provide locations where members can 

gather.  They provide places where members can compete with one another in sports.  

They provide a place to share food and drink with likeminded individuals.   

Moose members are not alone in living for the moment.  Carpe diem, seize the 

day, celebrate life.  Moose members are not born to instinctually believe that there is 

an organization, with a nearby location, that will provide all the food I can eat and all 
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the beverages I can drink for about $50 per year and that organization goes by the 

name Moose.   

Over the years someone, who no doubt does not understand our purpose, taught 

them that.  Okay maybe that is an extreme characterization, but somewhere at some 

time the idea that Moose membership meant cheap food and drink usurped the true 

purpose of our Order.  But remember, for several hundred seniors and children, we are 

the guardians of their future.   

That is what I would like in particular, for every lodge officer to remember, as 

they attend an officers meeting, a House Committee meeting or a lodge meeting.  Yes, 

you are there to ensure your members have the opportunity to celebrate life and have 

fun at the lodge.  But more importantly you are there to ensure the lodge prospers and 

fulfills its obligation to the children at Mooseheart and to our senior members at 

Moosehaven, without whom we would have a much lesser reason to exist.  We must 

never forget, the lodges and Social Quarters primarily exist to provide a means to 

generate funds to support our brothers, our coworkers, their children, and hopefully 

not, but just maybe, someday ourselves at Mooseheart and Moosehaven, As officers, 

when you make each decision affecting your lodge’s future, remember, you may just 

be making a decision affecting your personal future.  Once you’ve embraced this 

understanding of our purpose you will be prepared to guide your lodge forward and to 

impart this understanding upon your members so they too may help this great and 

purposeful Order continue in perpetuity. 

When we talk to current and former Moose members about their membership 

experience we get a number of different answers that may help us understand why we 

seem to struggle to attract and retain members today.  Many of these responses from 

members, young and old members, current and past, long timers and once and doners, 

come back to not understanding what they became a part of.  This understanding must 

start at the lodge and should start with an orientation program for every new member 
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that emphasizes, perhaps in much less than the 15 minutes I just took, what is the 

Moose beyond your lodge’s doors.   

Many of you are likely struggling to not shout out, “but we don’t do those 

anymore.”  If your lodge is not, it should be.  While the necessity of a ritual style 

enrollment was eliminated - now a member is reported as enrolled once his dues and 

fees are received and he is voted upon favorably by the lodge’s membership – the 

necessity of an orientation is still required. 

Moose International has attempted to enhance new members’ understanding of 

the order by providing written materials, as well as a DVD explaining the significant 

parts of our history and Moose programs.  But these can be overlooked or ignored.  

This is why it is so critical for lodges to conduct their own orientation with each new 

member.  Not only will this allow you to introduce or reinforce the purposes of our 

Order, it will provide an opportunity for you to share your lodge’s accomplishments 

and how the member may become more involved both fraternally and socially.  The 

challenge is to get those new members to an orientation.  Some lodges accomplish this 

by offering a free dinner, while others host new member parties where they can share 

this important information.  While you may not get every new member to attend an 

orientation, that should be your goal. 

Now that you have a little background behind the fraternal or lodge side of the 

operation, we’ll see if we can hit upon some topics and tips to boost the business side 

of the operation.  Two key words in the prior sentence are fraternal and business.  

While it would be nice to think of the lodge as one big happy profitable operation, the 

reality is the fraternal and business are distinctly different and require different 

mindsets to ensure they function optimally. 

There was a time, now decades past, when strong, majestic moose were plentiful 

among our numbers.  Men experienced in routinely making sound decisions regarding 

the operation of our lodges and Social Quarters.  Men, who managed or owned the 

local businesses in our communities and shared their wealth of knowledge and 
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business acumen for the benefit of the local lodge, and indirectly, the children and 

seniors in our care, were the rule and not the exception. 

Their numbers seem smaller now.  Why?  Do people not care about each other 

anymore?  Have big box and chain store retailers driven all of the mom and pop stores 

away along with the entrepreneurial spirit?  For whatever the reason may be, our 

lodges appear to have lost or driven away the declining number of members who 

possess the crucial skills necessary to ensure a lodges ongoing success and viability. 

As these members disappear, their knowledge and skills are often taken with 

them.  However, these skills need not be lost forever.   

We can find much of this information, with very little effort, if we are simply 

committed to improving our own skill sets, which in turn will benefit our lodge and 

Moose everywhere.  Where do we find this information?  Virtually everywhere!  On 

the internet, on television, in a library or book store and even observing and listening 

to what’s happening around us can reveal the principles of sound business operations.  

Maybe, just maybe, some of these concepts will be revealed in this very room in the 

next few minutes. 

Over the years we’ve discussed time and again the importance of training lodge 

officers to ensure successful operations of lodges.  It is no different at the lodge level.  

Without appropriate employee training programs in place at the lodge, daily operations 

can become haphazard.  The training and cross training of employees, including 

volunteers, will aid in the smooth operations of the lodge and Social Quarters and 

ensure consistent service even in the absence of a key employee. 

While the Social Quarters Manager, at the direction of the House Committee, 

sets the tone for your business, ultimately it is the staff that will be the greatest factor 

in determining your success.  In my experiences with lodges across our fraternity, I 

have found very few where the training of new staff, and continuing education of 

existing staff is a formalized process.  Even fewer lodges seem to realize the critical 

importance of staff training and to make it a priority. 



9 
 

Ensuring each person in an organization understands their role and is aware of 

best practices, proven over time, can be a tedious and frustrating process.  It is easy to 

identify reasons why training can be stressful to management. 

 There never seems to be a convenient time for training 

  Many of the persons requiring the training are resistant to attending and 

participating 

 Personnel are constantly changing, requiring starting over 

 So many topics, so little time, where do you start? 

Once you begin to realize the costs of not training your staff, you will find it 

easier to maintain a rigid training policy.   

The margarita is perennially among the top drinks ordered throughout North 

America.  While there is a basic recipe that most bartenders have already learned, 

many establishments put their own unique twist on their margarita recipe.  It only takes 

a few cocktails that taste a little bit off to the member to be returned, for profits to be 

noticeably impacted in a negative manner.   

For bartenders in particular, custom drink pricing must be covered as part of 

their initial training.  While a POS System may incorporate thousands of recipes into 

its software, there always seems to arise an occasion where the customer wants 

something not in the standard recipe book. 

Similarly, if the new employee does not understand how the POS system or cash 

register works, seven dollar premium beverages could easily, and unknowingly by the 

employee, be rung as lesser priced drinks.  In some cases, just the cost of a premium 

spirit like Patron or Grey Goose may be more than the selling price of an equivalent 

well brand cocktail.   

While I’d like to think every Moose customer would immediately advise a new 

employee that the drink they charged three dollars for normally costs seven, I’m not 
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going to count on that to ensure their is enough money in the bank to keep the lights 

on.   

The lodge should have written policies that are applicable to all employees 

covering topics such as attire and arrival for work, pay periods, holidays and benefits, 

accessing restricted areas, emergency procedures and standards of conduct, just to 

name a few.  However, most positions require some amount of job specific training.  

This knowledge and ability is frequently, and erroneously, assumed by management to 

be in the employees’ skillset.  No matter how experienced a new employee may 

appear, every employee should be required to receive both generalized training on 

policies and procedures, as well as training for unique skills required of their specific 

job position.  

Now that you will all return to your lodges and ensure that capable and well 

trained staff are in place we can turn our focus to other areas of the operation.  Is there 

anyone in the room today whose Social Quarters is generating so much profit that they 

want to share some of those profits with me?  That’s about what I figured.  Since you 

didn’t all offer something up, I’ll have to continue working, so let’s examine some 

techniques to boost your sales and maybe boost your servers’ income as well. 

We frequently purport to know our customers, what they drink and when they 

get the next beverage.  In understanding our customers, we must guard against 

accepting the perceived norm, when opportunities exist to potentially boost our sales 

volume and profits.  There are situations where the preferences of the lone drinker, 

may be altered by a group dynamic.  While not as prevalent sitting at the bar, in a 

dance or dinner setting, where table service is occurring, your servers have 

opportunities to enhance your revenue and their tips.  As managers, it is your 

responsibility to train your staff to recognize these opportunities and employ the 

methods necessary to benefit your business. 

Tim Kirkland, author of The Renegade Server, recently shared these tips for 

Boosting Sales Volume and Profits on the Nightclub and Bar website. 
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1. Identify the Premium Purchaser 

Approaching a table and simply asking “Can I get you something to drink?” is a 

mistake.  If the first and second people order a soft drink, the chances are the other 

people at the table will order the same thing - even if they’d been thinking of ordering 

a premium beverage. 

Instead, says Kirkland, “approach the table and allow the premium purchasers to 

identify themselves.”  Suggest, for example, “It’s hot outside”, and then ask “who 

could use an ice cold beer?”  The premium purchaser will likely place his or her order 

for a higher priced drink first, and the trend will continue around the table. 

2. Start High 

“Servers often cheat themselves out of premium purchases.  If a diner asks 

‘What kind of beers do you have?’ they’re probably into expensive beers.”  When 

asked this question, most servers will start at the bottom, with Miller, Coors and Bud, 

but this too, is a mistake. 

Instead, servers should say the bar has an impressive beer list and start at the top 

with their highest priced beers which are typically imports and craft brews.  When 

they’ve heard the prices of the most expensive drinks, it makes the mid-range ones 

sound much less expensive.  When servers start with the least expensive beers, even 

the mid-priced drinks then seem pricey. 

This next one resonates with me and is particularly costly to some of our lodges. 

3. Two For The Price of One 

Your employees should NEVER, that’s N-E-V-E-R in capital letters, promote 

two-for-one once a member is inside your lodge.  “This kind of marketing is designed 

to drive traffic through your doors.  Once someone is in the lodge that special has 

already done its job and it’s now the server’s job to sell something else.” 

Servers, if not already aware, should be made to understand that two-for-one 

offers also mean smaller tips for the server, since most customers tip on the check 

amount (one drink), not on the work the server does (two drinks). 
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4. Timing Is Everything 

Bartenders and servers typically offer the second drink at the wrong time.  It 

shouldn’t be when someone’s drink is half or a third full. 

In a group setting, drinkers decide whether to have a second drink by looking at 

how much their companion still has left. They then make a quick calculation as to 

whether they can drink another one in the time it will take their companion to finish, 

their drink. The law of diminishing returns suggests the second drink doesn’t go down 

as fast, so the server will soon have the opportunity to ask the other person if they too 

would like a second drink.”  

Kirkland says, “Sell to the empty glass when the companion glass is as full as 

possible.  It’s all about timing.” 

Asking a group ‘Are you guys ready for another round?’ is another mistake; 

because that means a time commitment is required for everyone at the table.  Instead 

ask one person with an empty glass, if they want another drink.  That person will see if 

there’s a full glass at the table, and if there is, will typically order another drink, and 

this can lead to an entire new round.   

5. Cater to Female Followers 

Finally, be sure to pay particular attention to the female guests. 

Men typically know what they’re going to drink before they enter a bar, but 

most women, don’t.  So, when you design a specialty beverage, you should design it to 

appeal to women. 

“The way to do that is with color, garnish and glassware.  It should look fun, 

funky, frivolous and fruity.  Even a wheat beer gets garnished with an orange slice, if 

it’s going to a lady.” 

These are but a few ways, suggested by one person, to boost the average check 

amount.  Many more surely exist and can be shared by most experienced food and 

beverage professionals.  
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Now that we may have garnered a few ideas to boost sales, wouldn’t it be nice if 

the increased sales carried through to the bottom line in the form of increased profits?  

In most areas of our operations, costs are fairly predictable with only minor 

intervention required on the part of management.  Pouring costs, the cost of the liquor 

we sell, is not one of those areas and can quickly spiral out of control, threatening not 

only weekly profitability, but in extreme cases, the viability of the lodge to remain 

open. 

It is nothing new that I am standing before a group of predominantly lodge 

leaders, stressing the importance of constantly monitoring and analyzing your cost 

percentages, or what in bar jargon is referred to as pour cost.  It accurately reflects the 

direct relationship between cost of goods and gross profit margin. 

 Representatives from Moose International have long recommended that lodges 

maintain a cost of goods sold, or pour cost, at or below 30% of sales across all 

beverage categories.  This has been done to simplify the process of teaching essential 

management skills and controls to individuals who may have little or no prior food and 

beverage management experience.  We will continue this tactic, but for lodges desiring 

to expand their monitoring of pour costs, our Territory Managers will be glad to assist 

you.  You will however throughout this session, hear percentages quoted from industry 

professionals, each of whom would be mortified to know we even suggested a cost of 

goods sold at 30% might be acceptable. 

Because liquor, beer, wine and non-alcoholic beverages sell at substantially 

different cost percentages, each category should be calculated separately for the 

process to have its maximum effect.  For even further accuracy, the separation of draft 

and pre-packaged malt beverages can also be established.  The method of deriving 

pour cost percentage is the same for all of the types of products. Perhaps the single 

constant in the business is that every beverage operator would like to see his or her 

pour cost lower. 
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Pour cost is calculated by dividing the cost of depleted inventory (cost of goods 

sold) by the gross sales generated over a given period of time.  A liquor pour cost of 

18.3%, for example, means that it cost a little more than 18 cents to generate $1 of 

liquor sales.  It also means that the gross profit margin is 81.7%, or just less than 82 

cents per $1 of sales.  Liquor pour cost is inversely proportional to gross profit margin, 

meaning for every percentage point liquor pour cost decreases, gross profit margin 

increases by the same amount. 

How often you determine your lodge’s pour cost is an important decision, 

though monthly is the minimally acceptable timeframe.  Some establishments take 

physical inventories and calculate pour cost daily, while others do this on a weekly, 

monthly or some other basis.  The less time between physical audits, the more insight 

you’ll receive into your business.  Social Quarters operations with high sales volumes 

or operations experiencing high pour costs, should conduct physical inventories more 

frequently than other lodges.  The sooner a problem is uncovered, the sooner it can be 

dealt with. 

Knowing your Social Quarter’s cost percentages, however, is only half of the 

information you’ll need to make informed decisions.  The direction pour cost is 

heading is as important as the actual percentage itself.  A pour cost of 18.3% could be 

cause for celebration, or alarm, depending on its relationship to the operation’s 

previous performance. 

Large fluctuations in pour-cost percentage signal trouble.  A swing of as little as 

two percent, which is not directly attributable to an action taken by management, in 

either direction should trip an alarm.  Pour costs normally won’t vary by more than a 

percent between inventory periods.  However, when pour cost increases, an attempt 

should be made to determine why. 

While it’s natural to want to see your Social Quarter’s cost percentages as low as 

possible, there is a point where cost percentages are too low.  A liquor pour cost in the 

low teens suggests that prices are too high, serving portions are too small, or both.  In 
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either of these cases, there’s little value for our members.  Fortunately for our 

members, I’ve not seen a true pour cost in the low teens, or for that matter, even in the 

low twenties. 

We know that as costs of goods sold increase, profit margins decrease. The first 

step to correcting this situation is to identify the source, or sources, of the problem. 

The following items are factors that cause pour costs to rise.  

Inaccurate Physical Inventories are among the most common reasons for pour 

cost inaccuracies.  Particularly concerning is the number of lodges where no 

inventories are taken on a monthly basis as required in our General Laws.  Possibly 

more disconcerting are the lodges where an inventory is taken, but no adjustments are 

entered in QuickBooks to enable operating decisions to be made based upon the most 

accurate information possible.   

Errors in the physical inventory process will provide misleading results. 

Common mistakes in this process include: miscounting inventory on hand, overlooking 

products so they are not being included in the count, math errors, understating liquor 

inventory wholesale costs and inaccurate (understated) liquor sales figures.  Any error 

that creates an understated ending inventory figure will increase pour cost.  15:34 

Rising wholesale costs will push pour cost steadily upward, at some point, 

necessitating an increase in drink prices.  Failing to pass these increased costs on to the 

customer will increase pour cost and decrease profit margins. 

Failing to implement consistent controls and procedures for ordering and 

receiving products can drive up pour cost.  The person receiving liquor, or other, 

deliveries must possess good attention to detail. Every item received must match the 

invoice with regard to description, quantity, price and package size. 

A significant shift in your sales mix percentages can also cause pour cost to 

increase. If premium liquors begin selling at a disproportionate rate relative to the well 

liquor, pour cost will increase. Generally, premium branded liquors sell at a much 

higher cost percentage than well brands, often at only 3-4 times cost versus a well 
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brand that may sell for nearly 20 times its cost.  While premium brand liquors may sell 

at higher cost percentages, they should also generate higher profits. 

Where legal, certain promotions and special drink offers, such as two-for-ones 

during happy hour, double the pour cost for each drink served during the promotion.  

Care must be taken to account for the cost of liquor utilized during promotional 

periods. 

When servers over-pour drinks, they not only negatively impacting pour cost, 

but they increase the likelihood that a member will leave and attempt to drive home 

while intoxicated.  The all too common flick of the wrist can easily increase a 

drink’s liquor content from 1¼ to 1¾ ounces raising both its cost and alcohol 

potency by 40%. 

Unrecorded spillage and complimentary drinks will make your beverage 

operation appear less profitable.  Similar to untracked promotional discounts, 

unrecorded spillage and providing complimentary drinks will result in inventory being 

utilized without an offsetting sale.  This, if not accounted for, will cause pour cost to 

increase. 

Finally, employee theft includes practices such as selling unrecorded drinks, 

undercharging for drinks and giving away free drinks, all of which will cause pour cost 

to increase. 

There is no tried and true answer as to whether it is preferable to try to lower 

costs or increase sales, when faced with increasing pour costs.  Ideally, I would say 

both.  In practical terms, the most effective approach is to concentrate on costs before 

devoting efforts to boosting sales.  After all, as managers we are in place to control 

costs.  Without addressing the cost side, we will eventually price ourselves out of 

business if we attempt to pass on the cost of our operational inefficiencies to our 

members. 

None of these cost factors are necessarily more, or less, likely to occur than the 

others.  Frequently, there will be more than one reason for a high or increasing pour 
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cost.  Therefore, each potential cause of rising costs must be fully evaluated.  It is 

imperative to analyze your entire operation to ensure you are addressing the full extent 

of the problem and not just a portion of it. 

When we think of pour costs, almost naturally, liquor first comes to mind.  

However, many Social Quarters sell only, or predominantly, beer.  Much of this beer is 

in the form of draft beer, which presents its own unique challenges to achieving 

desired levels of profitability. 

Do you think you know how much beer is wasted in your Social Quarters each 

day?  A glass or two?  Maybe a pitcher or two?  Your Social Quarters probably wastes 

much more than you think.  Properly priced beer is such a profit maker; it’s easy to 

rationalize the seemingly small losses.  Unfortunately, those losses mount up quickly. 

Some sources of waste are easy to track, such as a line that is pouring foamy or a mug 

that gets knocked over. However, other types of waste that create big problems are 

more subtle; with losses that occur just a few ounces at a time and can be nearly 

imperceptible.  Before you know it, your costs are skyrocketing all as a result of bad 

habits behind the bar. 

Bad Habit #1: The Mis-ring 

Perhaps the most prominent bad habit behind bars everywhere is the mis-ring, 

either intentional or by mistake.  This could include pouring a 20-ounce beer and 

ringing it up as a 12-ounce draft or ringing up a cheaper beer but pouring a more costly 

version.  Bob Fenley, President of TapDynamics, a draft management solutions 

company based in Addison, Texas, cites the mis-ring as being responsible for a 

whopping 50% of a bar’s beer loss. 

“But it’s a fixable problem,” he asserts.  In essence, his company functions as a 

virtual bar manager, using a digital infrared flow meter installed in a beer line.  He 

explains, “The system tracks every ounce of beer poured.  Once the behavior is 

addressed, the issue dissipates quickly.” 

Bad Habit #2: Poor Pouring Procedures 
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For Kip Snider, director of beverage for the Irvine, Calif.-based Yard House 

Restaurants, beer loss is a constant focus.  With 25% of the chain’s total sales coming 

from beer, it has to be.  Snider stresses proper pouring techniques are a key priority.  

He says one particular bad habit is, “Bartenders pouring two beers at once.  A 

bartender has two hands on the tap handles and can’t turn them off in time.  Beer 

overflows and dollars go right down the drain.” 

TapWerks Ale House & Café in Oklahoma City has a total of 212 taps.  The 

General Manager Greg Powell underscores the importance of pouring correctly.  Some 

bad habits he identifies include, “Pulling the tap handle before the glass is completely 

underneath the spout and allowing a few ounces to spill into the tray.  Also, pulling a 

beer away from the spout too soon and allowing a few ounces to spill.”  Repeated 

constantly, these small errors add up fast. 

Bad Habit #3: The Big Chill 

The frostier the beer the better, right?  Wrong.  In fact, that chilly brew is 

costing you money, so stop icing glasses!  Snider comments, “We don’t chill our 

glassware to begin with.  When a beer is too cold, it foams up too high and overflows.  

The colder a beer is, the more you lose on taste.” 

Bad Habit #4: Don’t Lose Your Head 

General patron perception is that a beer’s head somehow is cheating a customer 

out of beer but, as Bob Fenley points out, “A 16-ounce beer is supposed to have 2.25 

ounces of foam.  When the beer is filled to the top without a head it’s a loss for the bar 

and it doesn’t taste as good.  Additionally, foam on a beer is actually necessary for the 

carbon to release.” 

Bad Habit #5: Speed 

It’s human nature: when you’re busy, you speed up. Unfortunately, that opens 

the door to mistakes.  Powell at TapWerks comments, “All bartenders should be pretty 

much perfect when it’s slow.  When they get busy, they do things to try and speed up 

service — which is good — but can sometimes result in mistakes and sloppy pouring.  
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It’s also important to make sure your POS is printing tickets that are clear and easy to 

read.  When bartenders get busy, they must be able to glance at a ticket and know 

exactly what they need.” 

Bad Habit #6: Leaders can be Losers 

It’s easy to overlook waste from best-selling beers because they generate a lot of 

revenue; but why should you be content with the status quo?  Powell says, “Loss 

leaders are always our biggest sellers, because obviously, the more you pour a beer, the 

more potential for spillage.  It is important to pay extra attention to those.”  Simply 

making your staff aware of the loss can reduce sloppy habits. 

Bad Habit #7: Stalled out in Service 

Beer loss is not solely the fault of bartenders.  Snider points out that servers can 

cause beer waste too, particularly when it comes to slow service.  Drafts that linger on 

the bar quickly will lose head, thus needing a top-off. 

Bad Habit #8: Losing Track 

Whether a customer changed his mind after his beer was poured or there was a 

crack in the glass, lost beer always needs to be tracked.  When the bar is busy, it’s easy 

to forget to document a loss. Make sure your bartenders know to ring up beer losses on 

a dedicated spill sheet. 

Chances are, your bar staff doesn’t fully realize the level of waste that is 

occurring.  Before TapWerks began using an outside company to track sales, the bar’s 

losses were high.  Powell says, “We were losing around 12% of the draft beer in a 

given week.  We called a meeting for all staff.  To drive the point home, we filled pints 

of water up equivalent to the amount of beer we lost that week and placed them all 

over the bar top and tables.  There is nothing like seeing hundreds of pints of water 

sitting all over the bar to show people exactly how much beer they are wasting in a 

week.” On the whole, Powell strives to hit the 4% loss mark. 

Another simple, but less impressive way to show your staff the amount of 

wasted beer being generated, is to disconnect the drain hose on your tap tray and 
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reroute it in to a 5-gallon pail.  At the end of a shift you, and the bar staff, will be able 

to see just how much waste is occurring.  Hopefully you won’t need more than one 

pail. 

I was never much of a fan of reality television shows like Survivor, Biggest 

Loser, The Bachelor or the The Amazing Race.  However, once the food related shows 

like Hell’s Kitchen, Top  Chef, Restaurant Impossible and Mystery Diners began to 

air, I had a change of heart.  My favorite was Bar Rescue, hosted by John Taffer, a 

nightclub consultant credited with opening or saving hundreds of nightclubs and bars, 

who is based right here in Las Vegas.  It was very easy to draw parallels with Moose 

Lodges I have dealt with over the years and the bars he was attempting to save on the 

episodes.  I would recommend anyone looking for a few tips on improving their Social 

Quarters operation watch the first two or three seasons of Bar Rescue.  The later 

seasons still contain references to core principles of food and beverage management, 

but the environments have become more extreme, likely in an effort to maintain 

viewership. 

I am going to draw on an old, but still relevant, article by John Taffer in 

Nightclub and Bar Magazine, to wrap up the bulk of the information being presented 

on cost controls. 

Success or failure is almost always related to an operator’s ability to manage the 

big three cost centers: labor cost, beverage cost and food cost.  Corporate operators, 

like TGIFridays, Margaritaville and Chili’s, have systems and procedures down pat to 

monitor these costs in real time, and these systems are extremely helpful in providing 

up-to-the-moment information.  But even with the high-tech systems and the data they 

generate, management must manage. 

Many independent operators, like our lodges, still struggle with containing 

labor, food and beverage costs, and because many do not have these systems, their 

struggle is a bit harder than that of the multi-unit operator.  Here are some simple steps 

and tactics to help you get these critical costs in line. 
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Taffer expounds, “Labor is Easy!” 

 Labor expense is typically the highest cost of any operation. Therefore, 

containing or reducing your labor cost by a few percentage points can mean big bucks 

in profitability.  The good news is that it’s really the easiest cost center to manage.  

Labor cost is tracked and managed as a percentage of your total sales.  A typical 

restaurant will run at a labor cost of approximately 30 percent of total revenue.  

Comparably, a bar or nightclub can operate at a considerably lower percentage — 

about 18 – 24 percent of revenue, based upon the type of operation.  While Moose 

International recommends a labor cost, including taxes and benefits, of 30 percent of 

gross Social Quarters sales, most lodges actually would belong in the aforementioned 

18-24 percent range. 

Unlike food cost, which is affected by waste, ordering and other elements, or 

beverage cost, which is impacted by over-pouring, theft and related issues, labor costs 

are absolute.   

If you knew your bar sales were going to be $1,000 tomorrow, you could easily 

establish and cap your labor spending at 30 percent of sales or $300.  By forecasting 

your revenue each week, by the day, before you do your schedules, you will know 

exactly how much you can spend on labor.  As your ability to forecast sales improves, 

your labor cost should hit its target every time.  

Each type of operation can spend its total labor budget differently between 

kitchen, bartenders, servers, security and other employees.  Typically in a restaurant, 

approximately 60 percent of the total labor budget is allocated for the back of the 

house (cooks and dishwashers) and 35 – 40 percent for the front of the house 

(bartenders, servers and other revenue-generating employees).  This split will vary 

depending upon the establishment’s operation. 

The trick to consistent labor cost management is in the forecasting.  If you 

forecast too low, your operation will be short-staffed during busy periods capable of 

generating higher-than-expected sales.  On the other hand, if you over-forecast you 
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will have allocated too many employee hours and will be over budget as a result.  You 

don’t need a computer to tell you the obvious; you missed your sales forecast, so your 

labor cost is high, plain and simple.  When this happens, it’s time for management to 

manage more effectively. 

In addition to forecasting, management must stay close to this cost and monitor 

results daily.  In doing so, they’ll know right away when they are running over labor 

budget.  As soon as management knows this, it’s time to begin reducing employee 

hours for the rest of the week and/or month by sending employees home early, 

adjusting schedules to reduce hours or eliminating employee shifts. These adjustments 

can get you back in line in a few days.   

This can be the tough part of managing.  Management by its very nature must be 

unemotional.  The requisite decisions management must make will impact, sometimes 

negatively, the earnings of employees.  No employee is glad to earn less than they 

anticipated in a week.  However, if management allows emotional reasoning to keep 

employees on the job when sales do not justify it, that can be even more harmful in the 

long run.  As opposed to losing a few hours of pay, extended periods of exceeding the 

labor budget, could result in permanent employee layoffs or even total failure of the 

business. 

While we are addressing the general topic of employees, our field staff members 

seem to constantly identify lodge’s employing full-time clerical assistants. For a 

moderate sized lodge of fewer than 500 men, the actual time required to enter data into 

both QuickBooks and LCL.Net should not normally take more than one to two hours 

per week for someone experienced in the use of these computer programs.  While a 

lodge may experience some fluctuation in the level of sponsorship activity on a 

seasonal basis, the number of financial transactions to be entered is usually constant 

throughout the year.  If your lodge employs full-time clerical assistance, be certain 

they are assigned adequate additional duties to justify their full-time employment 
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beyond the mere entry of financial and membership information into the computer or 

answering the occasional phone call. 

Getting back on track, this simple forecasting system becomes easier each time 

it is used. So as long as you forecast, monitor and adjust daily, your operation should 

be able to routinely hit your labor cost goals.  Unfortunately, managing your food and 

beverage product cost is not so simple. 

 While operators often talk about “food and beverage costs,” as if they were a 

single item, they do need to be considered individually.  Beverage cost is really five 

combined costs.  Each of these five beverage segments has differing standards for an 

acceptable percentage of gross sales.  For liquor the maximum level for pour costs 

should be 17 percent, or less, of liquor sales.  Pour costs on bottled beer should be 23-

25 percent; draft beer 21-22 percent, wine 30 percent and soft drinks should be under 8 

percent. 

Taffer advises. “When it all washes out, based upon differing sales mixes, prices 

and costs, a typical (combined) beverage cost is 21 percent. When your beverage 

cost goes above 21 percent of your beverage sales, something is very wrong.”   

 This means that the 30 percent beverage costs suggested by Moose 

International is nearly 50 percent higher than what is considered acceptable in the food 

and beverage universe.  This can only partially be explained by the amounts Moose 

Lodges save by not being required to pay federal income taxes. 

Food cost is considerably higher than beverage cost.  In a traditional casual 

dining environment, food cost runs 29 – 32 percent, depending on the menu and 

pricing. 

While the cost percentages may differ, the skills and practices required for 

managing food and beverage costs are exactly the same across five common critical 

areas: 

The first area is Recipes & Specifications.  If there is no recipe for a Martini, 

there is no manageable cost.  A bartender can pour any brand, or amount he or she 
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chooses and do so without breaking any rules.  The same applies for a food recipe 

because your cook can pile on French fries, ham or another product, thus raising your 

cost.  So, any food or beverage cost containment program always begins with recipes.  

Each recipe must have a known cost and a price to make certain it achieves its proper 

cost percentage.  

Once your recipes are complete — with specified brands, quantities, ingredients 

and costs — you can set your prices to achieve your targeted cost percentage.  Then 

you’re well on your way toward managing these costs. 

All of the recipes and specifications in the world are meaningless if management 

is not keenly aware of what is happening with regard to the second area of cost control, 

 Production Accuracy. All food or beverage recipes must be strictly followed, 

or your budgeted costs have no chance of succeeding.  This requires training and 

management follow-up to be certain all bartenders pour accurately, use proper 

glassware and adhere to specifications without exception, just as your cooks must stick 

to recipes, quantities and specifications.  Adhering to your recipes and specifications is 

an absolute. To make it happen, management must manage and employees must be 

observed and held accountable. 

Waste and/or breakage is the third area of cost control focus. This can increase 

your costs considerably.  For example, draft beer will have huge waste.  If your system 

pours too much foam, it can increase your cost by 20 percent or more!  Your 

bartenders and kitchen staff must be taught and trained to have respect for products, 

recipes and efficiencies.  In the kitchen, this is even more important.  Food that is 

mishandled can spoil, and improperly cooked food or food prepared in too large a 

quantity is wasted. There is no substitute for quality training in your kitchen and bar to 

minimize the mistakes that cause product waste. 

Here again, management must manage.  Check garbage pails for wasted food 

often, watch draft beer systems, find bartender mistakes and other costly waste, and 

you’ll be surprised at how quickly you can lower your costs. 
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Theft is still a major issue in our industry and the fourth area of cost control.  

There are many ways a bartender can steal.  A simple example is, a bartender delivers 

four drinks to a guest and says, “That will be $20.”  The guest gives the bartender $20.  

The bartender rings up $5 and puts the $20 in the cash register.  The bartender 

remembers that the drawer “owes” him/her $15.  The bartender does this five times 

during the evening, which adds up to $75.  Later, the bartender makes change from the 

tip cup, placing five singles in the cash drawer and putting four $20 dollar bills into the 

tip cup.  The $75 dollars is now in the possession of the bartender.  From a distance it 

all looks just fine. 

This is why a bartender should never make a transaction between a tip cup and 

the cash register. Management must strictly enforce this rule and be constantly 

observant.  Bartender theft is a whole subject in itself, but the solution is always that 

management must manage. 

Kitchen theft is not much different.  Food is moved outside for pickup later, 

dishes are prepared without tickets, steaks are sneaked home, etc.   

In the Moose, we streamline this process as “volunteers” don’t sneak, but openly 

go home, with over-ordered steaks.  To really protect your food and beverage cost 

requires what Taffer calls “Management Engagement.”  Management must stay close 

to product movement throughout the day or night so unusual movement or changes are 

immediately noticeable.  If it’s not easily observable to management, it won’t be long 

before your employees take advantage. 

In cases of persistently high Cost of Goods Sold, the lodge should consider 

investing in both a Point of Sale system and a surveillance system.  The first 

surveillance camera should be placed over the register to monitor appropriate ringing 

of transactions and cash handling.  Other common locations for surveillance include 

stockrooms, offices, building entrances, parking lots, kids’ play areas and areas with 

unique hazards such as fitness rooms. 
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The final cost control area is Purchasing.  Watch your vendor prices.  If your 

recipes are priced for a particular cost percentage and then your product prices go up, 

so do your costs.  Work your suppliers and never let them think your business is 

assured.  It’s okay to use the brother-in-law or a member who is in the business, but 

only if they provide the best value to the lodge.  Cross-bid all of your food products 

and common beverage products every month, and whoever has the best prices should 

get your business.  The others will work harder to get your business next time.  This 

valuable process will keep them all aggressive in their pricing and supportive of your 

business. 

There’s a lot of money in controlling costs!  These simple programs, procedures 

and systems can double your profits with surprisingly little effort. 

But even with great up-to-the-minute information, effective cost management is 

only achieved when management is fully engaged. 

While it can vary greatly, all of our members have some point at which 

seemingly irrational behavior and comments or simply lousy service can set them off.  

There are unwritten conventions governing professional bar conduct.  We know most 

of them intuitively, so why do so many bartenders consistently step on these seemingly 

straightforward rules?  

A bartender’s degree of professionalism is most apparent during our busiest 

times.  It can be a pleasure to watch that certain calm-under-fire quality exhibited by 

great bartenders. On the other hand, a bartender who loses his cool — making guests 

bear the brunt of their frustration and anger — is like a cold, hard slap in the face.  

People get kicked around plenty in their day-to-day lives without being subjected to it 

during their supposed happy hour. 

Robert Plotkin, an author, consultant and 30-year veteran in the beverage 

management field offers Plotkin’s Law, “People get the worst service on the days 

when they can least afford it emotionally”.  One such breach of convention is failing 

to acknowledge that customers exist.  When people sit down at a bar, they typically 
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will extend the bartender a grace period before he sidles over to take their order.  Miss 

the grace period and he’ll nearly have to kill them with hospitality to overcome the 

snub.  If a bartender is too busy to wait on guests, that grace period easily can be 

extended with a smile and an “I’ll be right with you.” 

It is conspicuosly tacky for a bartender to be seen counting their tips.  

Gratuities are a private matter between two people — the customer and bartender — 

played out in a public setting.  Counting tips at the bar is indiscreet. 

Perhaps the basics of great service aren’t intuitive.  Maybe they have to be 

learned like everything else.  Robert Plotkin offers his 10 commandments of 

bartending excellence. 

First is Prioritization.  Working a high-volume bar requires taking care of “first 

things first,” such as waiting on bar customers before washing glasses or preparing 

drink orders for food servers, before finishing a conversation with a regular.  

Prioritizing tasks is essential to rendering great service. 

Second, is No preferential treatment.  While it’s natural to prefer serving some 

people to others, it’s a fundamental mistake to act upon those sentiments.  Treating 

select customers like second-class citizens is not part of the job description.  A 

bartender’s attitude and demeanor can betray how they feel as clearly as inattentive 

service. 

Thirdly, don’t fixate on gratuities.  Making a decent living behind a bar is best 

achieved through rendering prompt, competent service.  Concentrating on tips during a 

shift diverts concentration from the job at hand.  Take care of the guests, and the tips 

will take care of themselves. 

Fourth, Remember names (and drinks).  People appreciate being referred to 

by their name. Whether it’s early on or just before they depart, make a point of getting 

a guest’s name, work to remember it and use it.  Also, while people appreciate 

bartenders remembering their names, they fully expect bartenders to remember what 

they’re drinking. 
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Fifth, Warm smiles and friendly attitudes are required at all times.  Gracious 

hospitality is the cornerstone of our business.  People must be welcomed into the 

business as they would be welcomed as guests into one’s home.  There’s little 

difference.  Hardware stores wait on customers.  In this business, we serve guests. 

Sixth, is to accommodate guests' needs.  Conventional wisdom suggests you 

should never say “no” to a customer.  Within reason, all requests should be fulfilled, 

regardless of the degree of hassle.  People appreciate being catered to; it’s at the very 

core of being hospitable. 

Seventh, is to take the lead.  Guests will nearly always heed menu 

recommendations and suggestions on what to drink.  But it is important to avoid the 

appearance of a canned delivery.  Suggestions should be offered as though guests are 

receiving insider information.  They’ll love the personal attention.  Bartenders and 

other staff should not be afraid to ask your guests questions.  The more they know 

about your guests’ preferences, the better service they will render. 

Eighth is to anticipate guests' needs.  Excellent service can be defined as 

anticipating a guest’s need well before he or she even realizes the need themselves.  

Refill water glasses and replenish breadbaskets without being asked.  For cocktails 

commonly served with a back of water, don’t make the guest ask.  After you serve a 

martini or scotch, neat, return moments later with a glass of water.  It’s a classy thing 

to do. 

Ninth, is to cooperate with fellow employees.  Providing timely assistance to a 

fellow employee helps produce a positive working environment and leads to a higher 

standard of service.  This requires a cooperative effort, people helping each other to 

accomplish the stated objective, even when there may be no direct financial 

compensation pending.  Teamwork inevitably will bail you out in a time of need.  As 

we know, the better the service, the better the tip.  There is no room for Prima Donnas.  

They should choose a different trade. 
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Tenth and finally is Be entertaining.   Humor is the great equalizer and 

something that nearly everyone appreciates.  If we can make someone smile, it may 

prove to be the best thing that happens to that person the whole day.  

In spite of what we believe to be our best efforts and intentions, customers will 

on occasion find fault with something or someone in our facilities.  Internet site 

Urbanspoon tallied the top reason’s online posters cited for dissatisfaction with 

restaurants. 

At the top of the list was, unruly kids. Family dining is thought to be currently 

on the rebound and enhanced kids' menus are frequently cited as an important  trend.  

But more kids might equal more problems for restaurant operators, as unsupervised 

children topped Urbanspoon’s list of customers’ pet peeves. 

Other dining room complaints include: 

 • Overly cuddly couples 

 • Customers who talk on their phones 

 • Nosy neighbors, i.e., fellow diners who eavesdrop on nearby   

   conversations.  

 • Rowdy patrons whose noise level prevents others from  enjoying a quiet 

   dinner together.   

Similar issues are frequently conveyed to the General Governor’s office 

regarding our lodges, particularly in regard disruptive member.  Complaints indicate 

both lodge members and co-workers are equally capable of creating a less than 

harmonious atmosphere in the Social Quarters. 

Too many House Committees across our fraternity pay too little attention to 

their critical responsibility of enforcing decorum in the Social Quarters.  The 

committee must ensure the behavior, or more specifically, misbehavior, of a few 

members in the Social Quarters does not become detrimental to attracting other 

members to share in the activities and camaraderie within.   
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In the course of enforcing decorum and potentially suspending members’ access 

to the Social Quarters for a period of time, a couple of key guidelines should be 

adhered to.  First, no House Committee member should participate in the decorum 

discussion or process if it involves a relative by blood or marriage, or a close personal 

friend.  Additionally, the committee should ensure the penalty for any particular 

offense is the same for any offending member, man or woman, officer or non-officer. 

Here are 10 aspects of the restaurant-going experience that seem to drive 

customers crazy: 

• Slow service. Also receiving many complaints: too-fast  service. 

• No substitutions, particularly galling to those parties where one member has 

  allergy concerns. 

• Unexplained waits, especially with open tables in plain sight and there’s  

  no line for seating. 

• Misleading advertisements 

• Typos on the menu. They send the wrong message. 

• Dirty glasses and silverware. 

• No partial-group seating.  Customers can’t understand why you won’t  

  seat them until all members of the party have arrived. 

• Wordy menus.  Foodies aside, many customers think they’re given way  

  too much information about ingredients and  preparation methods. 

• Weak drinks.  Even in the age of mixology and craft cocktails a lot of  

  customers apparently just want a stiff drink. 

• “Can I get...?”  Customers don’t like having to request items they’re   

  used to seeing on tabletops.  They cite silverware, napkins, salt and  

  pepper shakers, bread and water. 

I’m sure all of these are rare occurrences in any Moose Lodge. 
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Jim Sullivan, the CEO at Sullivision, a keynote speaker at foodservice 

conferences worldwide and author of the best-selling books “Multiunit Leadership” 

and “Fundamentals” expounds the following. 

The fact is, you can’t build new business or add more value by simply 

performing to old standards when new standards are necessary. This lapse in focus can 

cause either slight or catastrophic change in a unit or chain’s growth cycle, and may 

even threaten the chances of survival.  Previous achievement is no guarantee of future 

success. To stay ahead you must keep ahead. 

 

Old standard: “Service.” 

New standard: “Speed, accuracy, cleanliness, no complaints and hospitality.”  You 

can’t value service in general; it has to be service in specific.  Foodservice teams must 

put premiums on getting the order right and respecting customers’ time constraints, 

and know how to differentiate between service, which fulfills a need, and hospitality, 

which fulfills people.  So be nice to the people with the money, and know that today’s 

diners define good service as “Never having to ask for anything.”  Customers want 

easy! 

Old standard: “Marketing.” 

New standard: “Social media, multimedia, connecting to the community, one-to-one 

communication.”  Foodservice marketing is tougher than a $2 steak and revolves 

around two words, “local” and “niche”.  Everything is marketing; it’s who you are, not 

merely what you do.  It matters who you partner with environmentally and socially, 

and it matters who you hire.  Marketing is a philosophy, not a department. 

Old standard: “Adequate staffing.” 

New standard: “Low-drama, high-value players.”  Much of your company’s value lies 

between the ears of your team members.  Find, recruit and develop employees with a 

penchant for service and an aversion to conflict creation.  Human resources guru 

Robert Half said it best: “Hire cheerleaders and teach them to be team members.”  To 
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find better people, hone your recruiting process. Ask yourself, “How well do I want 

this job done?” as opposed to, “What position do I have open?” 

Old standard: “Training.” 

New standard: “Development.” Put a premium on choosing the right people first — 

those who share your company’s values.  Then teach your people how to think and not 

merely what to do.  A-players rarely seek work, B-, C- and D-players do.  You have to 

have a program that successfully develops people one level above where you’re 

currently hiring.  Every day, teach someone on your team something new. 

Old standard: “Feedback.” 

New standard: “Feedforward.” A performance review is history — that is, the behavior 

that produced it occurred in the past and cannot be managed, shaped or influenced.  

Author Marshall Goldsmith coined the term Feedforward.  Feedforward is focused on 

what you will commit to do in the future.  At every formal review, encourage 

managers to detail and commit to specific future behavior that will help them attain 

their annual or quarterly goals. 

Old standard: “Turnover.” 

New standard: “Tenure.” Measuring voluntary and involuntary team member turnover 

is a key foodservice metric, but it reveals only how many associates left, not who left 

or why.  Examine, measure and track how long hourly associates stay in each position 

before they leave by chance or by choice.  If you know that a typical cook’s tenure is 

38 months, for example, you can determine factors that cause it, and also introduce 

additional training, incentives or raises at 34 and 36 months to extend that tenure to 44 

months or more. 

Old standard: “Urgent.” 

New standard: “Important.”  Most foodservice managers and multiunit leaders operate 

in a maelstrom of urgency every day, creating a Sisyphus-like sense of incessant 

activity that doesn’t lead to clear results.  If everything is urgent, then what’s 

important?  Clearly define for your leadership teams and associates what the top three 
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goals are for the year and what they need to do every single day, both collectively and 

individually, to achieve those goals. 

Here’s the thing: If you operate only according to old standards, you’ll always 

be reacting instead of anticipating.  That means you’ll never gain traction; you’ll just 

stabilize, not grow.  A successful business future can’t be predicated on everything 

staying the same.  Our customers won’t stand for that.  So either magnify your skills or 

modify your dreams.  

Thus far I’ve incorporated opinions from a number of people, who are arguably 

experts in their respective fields.  For the next few minutes I will focus nearly 

exclusively on Moose operations. 

First and foremost I acknowledge there is a conflict between each half of our 

management operations and the attitudes, abilities and skillsets required to lead each 

half.  The conflict resides in the desire for fraternal leadership in the face of business 

necessity. 

The lodge or fraternal side is emotional, caring and concerned.  It lends itself to 

our making feel-good decisions, although even on the fraternal side, some attention to 

financial interest must be maintained. 

The Social Quarters operation is a business pure and simple.  While the proceeds 

can be used to fulfill our fraternal ambitions, the generation of those proceeds requires 

decisions based on sound financial principles, meticulous and continuous evaluation 

and adjustment of all aspects of the operation and finally logic.  There is little room for 

any self-serving or emotional concerns in making the best decisions for the lodge and 

business. 

The Social Quarters has a purpose.  It exists to provide a profit center to enhance 

the lodges’ support for our fraternity’s programs.  These programs include Mooseheart, 

Moosehaven, Heart of the Community involvement and increased activities for our 

Moose members.  Additionally, the Social Quarters provides an exclusive and 
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comfortable environment for all Moose members to gather and socialize with each 

other. 

The Social Quarters is not a place to grossly undercut typical retail prices for 

other local food and beverage establishments, whether public or private.  Our financial 

advantage largely rests, in Lodges in that the United States Lodges do not pay federal 

income tax on related income.  In some locales we may also reap the benefits of 

legalized gaming.  Gaming Income, legal or otherwise, cannot be used to offset Social 

Quarters losses.  Each business segment must be profitable on its own without the 

comingling of revenues to justify its continued operation. 

Before we move on let me address gaming for just a minute.  Our General Laws 

require the lodge’s food and beverage operation to be self-sustaining, without the use 

of any other funding, including proceeds from gaming, whether legal or not in your 

particular locale. 

Gaming, gambling, games of chance, bingo, pull-tabs, punch boards, and the 

likes, by design are based on probabilities that in the longer-term do not allow for them 

to operate at a loss.  If you have a gaming operation, and if it regularly loses money 

when operated according to the rules of the game, there is a 99 and 44/100 percent 

chance, or greater, that dishonesty is involved on the part of a player, an employee or 

both.  The millions of lights that are burning within just a mile or two of this very spot 

are not on because gaming routinely loses money for the operators of the games. 

If your lodge is fortunate enough to be able to profit from gaming, that’s great!  

But, the proceeds should be utilized to build savings in case of a need to make 

unforeseen repairs, to support fraternal programs and to boost giving to Moose 

Charities and other local charitable causes.  It should never be utilized, and in most 

areas is prohibited by law from being utilized, to subsidize your food and beverage 

operation. 

Contrary to some members’ belief, $40 or $60 or even $100 dues, do not entitle 

anyone to free food and drink for a year.  The Social Quarters is not a place for a few 
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select members to operate their own private clubhouse and it is never to be considered 

a place for conducting illicit activities away from public scrutiny. 

We rely on management, a House Committee, in most cases the Board of 

Officers, to ensure a profitable and proper operation morally, ethically and financially.  

This management has the collective authority to implement change. 

The manager/owner (Officer) is never off when at the establishment (Social 

Quarters).  They must be prepared to assist in any legally permitted area of the 

operation at any time.   

Not just lodge officers, but any food and beverage operation manager must 

never drink on duty and, ideally, should not drink in the establishment where they 

manage.  It may sound extreme to say a lodge officer should forego consuming 

alcoholic beverages at the lodge.  However, even small quantities of alcohol can impair 

judgment, endangering the business and its patrons - our members. 

Not picking on officers, but if there is an issue; Senior Management is 

ALWAYS at fault.  If the Board of Officers does nothing more than hire a Social 

Quarters Manager, it is responsible for the Manager’s results. 

Many Boards of Officers are fortunate, members have not typically held them 

responsible for poor operations.  Boards of Officers have a fiduciary responsibility to 

the members to ensure a profitable Social Quarters operation.  All decisions must be 

made first, within legal guidelines, and then, with the best interest of the success of the 

entity.  When management gives the appearance of preferential treatment to 

employing, or purchasing from, family members and close personal friends, a Board of 

Officers opens them to potentially unnecessary and unwanted scrutiny. 

No one ever said it was easy to be a lodge officer.  Managers including Moose 

Boards of Officers, may not always be liked, and particularly not by every employee.  

Employees cannot be permitted to make the rules for themselves or disregard the rules 

established by management.  If a rule or management request is not illegal, not 
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immoral and not dangerous, the only acceptable employee response is yes sir or yes 

ma’am.   

In extreme cases this may mean terminating one or more popular employees.  

Some members may even voice their dissatisfaction at their favorite bartender being let 

go.  One thing to remember is that in some cases, over serving can enhance popularity 

and tip income, at the lodge’s expense.  An employee’s popularity among members 

may be a consideration, but should never be the determining factor in their continued 

employment. 

Two of the most important decisions a House Committee can make are one, to 

hire a professional, competent manager and two, to allow that person to do their job 

with minimal, or no, interference. 

Some estimates are that 90% of all food and beverage establishments will go out 

of business within their first five years.  Food and beverage establishments have an 

extremely high failure rate even when managed by seasoned professionals.  Yet most 

Moose lodges attempt to operate under a House Committee comprised of nine 

individuals, who typically have few small business management skills, and even less 

food and beverage management experience.  

The size and complexity of a lodge’s Social Quarters operation will dictate the 

requisite experience and skills of its manager.  A small lodge serving mostly drinks 

and snacks may allow for an experienced bartender to be promoted to Social Quarters 

Manager.  A full-service restaurant and bar operation likely requires an experienced 

Food and Beverage Manager.  Regardless, the Social Quarters Manager should be 

made aware that the performance of the Social Quarters, measured by profitability, 

will ensure their continued employment and potential for bonus pay. 

Right here in Las Vegas, just a few properties up the Boulevard, Bar Rescue’s 

own John Taffer, as this year’s Nightclub & Bar Show keynote speaker, was 

boundlessly energetic, jolting the entire room with one powerful, booming statement: 

“I want to share with you what’s made me successful.”  The audience of eager 
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attendees sat forward in their seats.  The executive producer of Bar Rescue made it 

very clear that those of us in the industry don’t have expense problems, we have 

revenue problems.  In fact, everything that we do is about revenue.  “Bars are money! 

Bars are gold!” Jon shouted enthusiastically.  He wants us all to mine our gold, make 

more money and shut down our competition. 

If you want to turn your lodge into a money maker, increase your guest counts 

and your spend per guest.  You can increase your revenue by 2% in less than 3 months 

by bringing in 20 new patrons per week for 10 consecutive weeks.  Only bring in 15 

new guests?  React to that failure to reach your goal and bring in 25 the following 

week.  Reach this goal, increase your guest count, increase the guest spend, and you 

won’t have a problem with expenses. 

Another goal of yours must be creating reactions.  Jon made the effort to remind 

us all that we don’t play music, we create reactions.  We don’t serve food (which 

exists, in Jon’s opinion, to sell alcohol), we create reactions.  Our product is not booze, 

not food, it’s reactions.  We can either be stuck in mediocrity or we can create the 

biggest reactions – one after another – and win.  In any one of Jon’s bars, the 

customers are more beautiful than in the bars of his competitors.  They’re 

sexier.  They’re more fashionable.  They have cooler watches, better shoes, superior 

hair styles… Why?  Because Jon and his staff say they do – to their faces.  Don’t just 

create one reaction, create six or seven reactions and, in Jon’s own words, “reach so far 

into your customers’ pocket that your hand is around their ankle.  It’s up to you to 

win”. 

Personal responsibility, however, may just be the most important tool in 

achieving success.  The common denominator when it comes to failure is 

excuses.  Blame everything but yourself for your failures and you’ll never change.  If 

you never change, you’ll never succeed.  Look at yourself in a mirror and own your 

shortcomings and failures.  Then, when you’re done making excuses, raise your 
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standards – standards that can be quantified, qualified and verified – and be the one 

who is winning in your market. 

The first step in improving each of our Social Quarters’ is a longtime Taffer 

tagline.  “Don’t embrace excuses, embrace solutions!” 

Before you leave this room today please make a promise to yourself.  Promise 

yourself you’ll go back and implement one thing you’ve heard here today.  All of the 

talking and idea sharing and brainstorming in the world is meaningless if we fail to 

implement change.  We may not always get it right the first time, but when we don’t, 

we must make adjustments and try to keep moving forward. 

Before you leave, let me share a glimpse into some lodges that did embrace the 

advice of our field staff, and others, to implement changes in their operations. 

This is an excerpt from a visitation report and related conversations regarding 

Yuba City Lodge 1204.  I talked yesterday with the Office Manager, who reminded me 

that measured pouring had been made standard procedure in their SQ.   This 

started before the current Administrator had come aboard, under the direction of 

former Administrator Joe a Past Governor who still chairs the Audit Committee and is 

still very active at the Lodge.  He is the one who brought in all the “jigger” (1.5oz) 

measures, and essentially laid down the law that “measured pouring would be 

done every time, all the time.”  He said there was, and continues to be, some 

pushback from some officers. 

I’ve attached my visitation reports from Jan. 6-7, and my Liquor Analysis 

showing the relatively small disparity between Potential Liquor Revenue and Actual 

Liquor Sales of over the eight-month period.  That disparity, we concluded, can be 

attributed primarily to a 5-6pm “Happy Hour” three times weekly, in which all prices 

are reduced 75 cents. 

Unfortunately, Joe had no concrete stats on liquor performance prior to this, 

other than to say that there was a mother/daughter volunteer bartender tandem that 

were pouring doubles and even triples for no additional charge.  They were swiftly 
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gotten rid of and the Board was convinced that they would go to paid servers after 4 

p.m. – with strict enforcement of measured pouring throughout, all the time. 

With the exception of an even closer disparity at Valleyfield Quebec – where 1-

oz. measured “guns” are used for all liquor dispensing – this is, by far, the best 

Potential-vs.-Actual liquor performance I’ve seen so far in the Lodges assigned to me; 

and a tangible demonstration that measured pouring works.  

 

The situation in Miramar Lodge 1150 was free pouring and giving away drinks 

by servers.  This was identified by Tom Burke and myself when we made a visit to this 

lodge during my training period when I first joined the staff.  The officers stated that 

they poured 1 and 1/8 ounces per drink, but multiples did not reflect that.  The liquor 

multiple for the year ending April 30th was a cumulative 2.6 for the entire year.  Beer 

had 2.4multiple for the same year.  They finally admitted free pouring was the norm. 

The administrator knew there was a problem, and admitted guilt along with 

everyone else as he is also a part time server.  The House Committee adopted the use 

of a 1.25 ounce shot glass, and monitored for compliance.  Results were almost 

immediate.   For the month of June, the lodge showed a net profit of $994.00, the first 

profitable month of the year.  Liquor sales for June were $6430 and COGS were 

$1,541 for a multiple of 4.2.  I think that shows almost instant improvement.  The 

board now sits at the bar and monitors for compliance. 

On my last visit on 2/6/14, I computed the multiples for the period from 5/1/13 

through 2/6/14.  Beer sales were $27,981.00 and COGS were $10,370.86 for a multiple 

of 2.7.  Liquor sales were $25,279.25 and COGS were $4,298.01 for a multiple of 5.9.  

This lodge went from worst to first, now showing the best multiples on liquor sales of 

any of my Lodges. 

The officers were very happy about the immediate outcome, but some members 

complained loudly about having their drinks measured.  However, this was short lived 

as everyone knows that there is no alternative to receive drinks at a comparable price.  
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It soon died down, and as far as I know has not been mentioned since shortly after the 

transition.   

Making changes does not always involve making easy decisions.  It’s often best 

to simply rely on doing what’s right.  I’m counting you, our children at Mooseheart are 

counting on you, our senior members at Moosehaven are counting on you and your 

lodges’ members are counting on you, to get “Back to Basics” and to do what’s right. 

Thanks for coming out to today’s session.  It will be repeated tomorrow at 4pm.  

While you were here today you missed the session on the “New Member Orientation 

Program”.  Please consider attending that session at 4 O’clock tomorrow. 

The session on proposed General Law changes is at 4:45pm today in the Bally’s 

Event Center just down the hall.  Tonight there are no scheduled sessions or events, so 

you are free to explore Las Vegas. 


