
Superintendents must shoulder the 
weight of golfs financial challenges 

Andrew 
editor 

If you believe the 
hype, a revenue-
sapping conta-

gion descended on 
golf courses across the 
country in 2001, leav-
ing decimated levels of 
play, memberships 
and budgets in its 
gruesome wake. 
Sounds like the end of 
the golf industry, doesn't it? 

Sure, 2001 was not a great year. 
The economy is in reces-
sion, terrorist attacks 
briefly stunted travel and 
slowed golf rounds, and 
most of the country had 
less-than-ideal golf weather 
at some point during the 
year. 

Some courses had sea-
sons that were so bad in 
2001, that they had little 
choice but to slash budgets. 
One superintendent 
blamed the events of Sept. 
11 and corporate layoffs for 
his club's financial woes. 
"We lost 30 members and 
my equipment budget is 
more or less gone," he said. 
"I was forced to layoff half 
of my crew." 

However, the results of 
GCATs News Poll (see page 
3), suggest that a majority 
of courses are striving to 
make the most out of the revenues 
they brought in last year. Sev-
enty-two percent of the respon-
dents said they plan on spending 

the same or more on 
turf equipment in 
2002 as they did in 
2001, while only 28 
percent said they plan 
on spending less. 

The last five years 
have produced a glut 
of new layouts and 
created fierce compe-
tition among existing 

courses. Therefore, cutting back 
on course maintenance is, and 

Overbeck, 

agement Group. "A well-condi-
tioned golf course may be your 
only competitive advantage. It is 
the last place we will cut back." 

Looking behind the numbers 
also shows that many superin-
tendents are spending more 
money this year because they 
held off on purchases in 2001. 

One superintendent, who 
wished to remain anonymous, 
outlined the challenges that have 
faced his course. "We have alio-
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economy, we have had some 
tough operating budget deci-
sions to make for the upcoming 
season," he said. "We have gone 
without needed equipment, caus-
ing deterioration in our ability to 
provide acceptable playing con-
ditions." 

While a healthy majority of 

SEE RELATED STORIES ON 
PAGES 1 AND 3 

superintendents realize that cut-
ting back the equipment budget 
is the equivalent of asking golf-
ers not to play their courses, a 

significant number of re-
spondents said they will 
be performing under ad-
verse conditions this year. 

Even those budgets that 
will remain the same or 
increase slightly will be 
stretched to the limit. "My 
budget is somewhat more 
than it was in 2001," said 
Tracey Holliday, superin-
tendent at Sterling Farms 
GC in Stamford, Conn. 
"But I will still be trying to 
purchase equipment pru-
dently by buying used or 
"demo" equipment." (For 
more budget hints, read 
Raymond Davies' column 
below) 

Will financially strapped 
clubs continue to maintain 
proper course condition-

should be, the last option. 
"Our budget is slightly more 

than last year," said Steve 
Adams, president of Adams Man-

cated slightly more money this 
year despite the fact that rounds 
and spending were down last 
year. With the troubled 

ing? My bet is that super-
intendents facing revenue 

shortfalls will find a way to keep 
courses in good shape - if they 
don't, the golfers can and will 
play elsewhere. 

GUEST COMMENTARY 

'Managing up' is the key to increasing influence 

Raymond Davies 

B y R A Y M O N D D A V I E S 

Superintendents handle tremendous re-
sponsibility, make decisions easily, and deal 
with multiple problems quickly and effec-
tively. Despite the fact that today's profes-
sional superintendent takes strong control 
over their department, many feel they have 
no power or influence over upper manage-
ment. 

Superintendents spend a lot of time com-
plaining about the green committee chairman who expects the 
impossible, the director of golf who just called to say he has a big 
tournament on Monday, the board that will not approve the 
purchase of desperately needed equipment, and the golfers who 
expect pristine conditions. Statements such as "don't get in-
volved in club politics," and "I don't know why they won't replace 
this ancient irrigation system," typify this mind set. 

What would happen to this great profession if more superinten-
dents exercised appropriate influence on the decision-making 
processes that affects their ability to perform? 

The task of influencing the decisions made by our superiors is 
commonly referred to as "managing up." Managing up means 
you are no longer a victim and are taking action. 

A B U D G E T I S T H E C O S T O F A P L A N 

Many superintendents do not like to plan out maintenance 
activities, but they lose the opportunity to influence the expecta-
tions of the owners by not tying the actions they intend to take 
with the resources they are requesting. Successful superinten-

dents are those who consistently acquire the resources needed 
to meet those expectations. 

Communicating the difference between a budget and expected 
turf conditions is a core task. Essentially, the budget is the cost 
of a plan. Following this principle, the business will determine 
the turf conditions necessary to meet golfer demands and the 
green fee that will be charged. The superintendent is then 
tasked with the development of the best possible maintenance 
plan that will create those specified conditions. The cost of the 
maintenance plan becomes the budget proposal. 

If the budget must be reduced to make the business profitable, 
the management plan is reduced in a comparable manner. For 
example, if you cannot afford to mow fairways five times a week 
and have to cut the budget, the owners are told in advance that 
the fairways will instead be mowed three times per week. If they 
must have the higher mowing frequency, then the budget for 
mowing fairways must be supported and other maintenance 
activities can be investigated for potential reductions. But the 
boss can no longer have it both ways. 

G R O U N D Y O U R A S S E S S M E N T S 

A key skill used to successfully communicate our views to 
management is called "grounding your assessments". In the 
simplest terms, this means backing up recommendations or 
views with evidence that supports them effectively. 

These can be facts or other information that are consistent 
with the assertion we are making. Most people speak in general 
terms that are hard to interpret. Asking for a new tractor because 
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GCN's Builder of the Year Awards to be presented in Orlando 
ORLANDO, Fla. — The final votes are still streaming into 

Golf Course News headquarters as the campaign for the 2001 
Golf Course News Builder of the Year Awards comes to a 
close. 

The winners will be announced Feb. 7 at the Golf 
Course Builders Association of America's 2002 Awards 
Dinner. This year's event will be held at 6:30 p.m. at the 
Rosen Centre Hotel and will be followed by the GCBAA's 
Sticks for Kids Auction. 

GCN has given the Builders Award in conjunction with the 

GCBAA since 1990. The award is split 
into two categories, large and small. 
Large builders must have completed 
four or more courses in 2001 and small 
builders must have completed three 
or fewer. 

The recipients of last year's award 
were Jacksonville-based MacCurrach 
Golf Construction for Large Builder 
and Naples-based Glase Golf Construction for Small Builder. 

Visit GCN's booth 
at the GCSAA 

Show in Orlando 
DROP IN AND VISIT GOLF 
COURSE NEWS AT BOOTH 

#1009 TO SIGN UP FOR THE 
GCN NEWSWIRE, GET A FREE 

SUBSCRIPTION AND CATCH UP 
WITH THE GCN STAFF. 

Davies: Manage up 
Continued from previous page 

"I need one," is not as effective as using 
statistics that show repair costs increas-
ing on an old model. 

By grounding our assessments, we are 
more likely to achieve decisions we desire. 

MANAGE YOUR RELATIONSHIP 
WITH YOUR BOSS 

We must also understand the needs of 
those we seek to influence. 

Do you know how your green commit-
tee chairman views his role and his rela-
tionship with you? Do you know what the 
general manager or owner's financial 
goals are? 

Most businesses have a business plan 
in writing. Make yourself aware of how 
the business intends to succeed and you 
will be in a much better position to exer-
cise influence by making your recom-
mendations consistent with this knowl-
edge. Make a list of all the people who 
will have influence on the resources you 
receive. Know what they want and expect 
in advance. 
TRUST AND KNOWLEDGE CREATE INFLUENCE 

We also need to remember that we are 
hired as the expert in turfgrass manage-
ment. It is our responsibility to deter-
mine the best management plans within 
the constraints of the budget and to pro-
vide optimum turf conditions for our fa-
cilities. This knowledge is the source of 
tremendous power and influence, espe-
cially in private club settings. 

However, character counts signifi-
cantly in our ability to manage up. A 
fundamental skill is the ability to say 
'no' when we are asked to support an 
idea that is not consistent with sound 
management. 

The key ingredient here is the willing-
ness to risk being at odds with the thinking 
of upper management. If this is more risk 
than we are comfortable taking, we will be 
ineffective in exercising influence in the 
decisions that fundamentally impact our 
ability to perform for our employer. 

Superintendents will be much more in-
fluential in the decision making at golf fa-
cilities if we learn to manage our superiors 
effectively. The game and our courses will 
be the winners.B 

Raymond Davies, CGCS, is the director 
of golf course maintenance and construc-
tion for CourseCo, Inc. 

CORRECTION 

The article titled "IGM finishes year 
with strong growth rate" (GCN, Decem-
ber 2001), incorrectly identified Gregory 
Hofstetter as a CGCS. Hofstetter is not 
currently a CGCS. 
GOLF COURSE NEWS 

INTRODUCING 
ANEW 

GRASSROOTS 
ORGANIZATION. 

There's a new system for making grass greener that's so effective it's generating quite a 
fo l lowing. Introducing Flowtronex Integrated Water Management™ system. Organized 
to handle all your water quality control and distribution needs, IWM links the best pH control, 
filtration and fertigation components to the industry's highest quality, pre-assembled pump 
station. Call 1 -800-786-7480 or visit www.flowtronex.com to find out more about the ground-
swell of support you'll experience from the Flowtonex Integrated Water Management system. 
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