
ORGANIZE FOR PRO SHOP PROFITS 
The key to successful management is organization. Set down your policies in a 

procedures manual that covers "cabbages and k ings" 
B Y G A R Y W I R E N EDUCATION DIRECTOR, PGA OF AMERICA, LAKE PARK, FLORIDA 

Several years ago, a young and very 
successful dentist came to me for golf 
lessons. He was the ideal student: 
physically adept, intelligent and ex-
tremely strong-willed. His enthusiasm 
and drive had helped him to succeed in 
several other endeavors prior to his 
venture into dentistry. At his invita-
tion, I visited his office, curious to find 
out how he had progressed so quickly 
in only a few years (at 35 he was 
approaching $500,000 in assets). 

There are many good dentists, but 
this one was more than good. He was 
"super good." His extraordinary suc-
cess originated in the way he had 
organized his office. His system made 
maximum use of facilities, equipment 
and staff. The formula behind that sys-
tem, I found, was contained in a two-
inch thick, ringed notebook labeled, 
"Policies and Procedures Manual." 
The dentist had worked out a precise 
procedure for every function the office 
performed: he had formulated policies 
for every situation with which his staff 
was normally confronted. As we left 
his office, his priceless comment was, 
"We even have a procedure for un-
locking the front door in the morning, 
and if one of my assistants forgets his 
key, there's a procedure for that, too." 

This story is a roundabout way of 

showing how much a man's success 
hinges on organization. All of us could 
be better managers of our business. 
Too much t ime is wasted on in-
consequential matters. When a head 
professional knows he has reliable 
help, yet feels compelled to stay in the 
shop all the time, he is failing as an ad-
ministrator. Because he fails to dele-
gate authority, which stems from the 
failure to be properly organized, he en-
courages club members to ask only for 
him, even for the most routine ser-
vices. The request could as easily been 
handled by an assistant. This is not 
good management. It's an ineffective 
use of people. 

A refreshingly simple explanation 
of good management, which I heard at 
a recent seminar, was: 
1. Know what you want to achieve; 
2. Realize that you can't get there 
without the help of others; 
3. Find good people and hire them; 
4. Provide them with the necessary 
resources and guidance to succeed. 

The last part is where a policies 
manual becomes important. 

The numbers of people who have 
failed in their work must be legion. 
Part of the reason for this high in-
cidence of failure stems from never re-
ally understanding what it was they 

were supposed to do. That's why a job 
description, a precise definition of 
duties and a definite assignment of re-
sponsibilities are imperative, because 
they maximize the potential of any 
staff. 

Two of the best policies manuals 
were formulated by golf professionals 
Jack Lumpkin, formerly of Oak Hill in 
Rochester and now at Cherokee CC 
outside of Atlanta, and Jim Bailey, 
from Adams Park Country GC, near 
Denver. Both these young and ener-
getic professionals have given their 
employees a precise picture of what is 
expected of them, what employees can 
expect in return and an authoritative 
decision-maker in the absence of both 
pros. Lumpkin and Bailey have also 
been wise enough to realize that no 
employer is smart enough to remember 
everything let alone tell it to each new 
employee. It helps to write everything 
down, eliminating the accusation, 
"but you never told me that ." 

Here are some of the ideas con-
tained in these two gentlemen's manu-
als, ideas which were incorporated 
into a PGA "Procedures Manual for 
Total Operation of the Golf Shop." 
The manual is too lengthy to duplicate 
here, so an outline is given with a few 
topics treated briefly. 

INTERNAL ORGANIZATION 
EMPLOYEE BENEFITS 
Employee benefit coverage. (The 
professional might f ind it helpful 
to outline the benefits extended 
to each employee in every job 
classification. Be sure to include 
a statement of costs to the em-
ployee, effective date of cover-
age and l imits of coverage.) 
Vacation policy. 
Overtime. 
Employee merchandise purchas-
ing. (Establ ish the d iscount ing 
procedure you offer on each ca-
tegory of merchandise. If certain 
j o b c l a s s i f i c a t i o n s rece ive d i f -
ferent discounts, make this clear. 

More important, remind all per-
sonnel that purchases are to be 
made only for themselves, not 
others, if this happens to be your 
philosophy. A special accounting 
procedure should be adapted to 
such d i s c o u n t purchases, i.e., 
specify w h o can transact such 
sales, including a statement on 
how and when payment w i l l be 
made.) 
Leave of absence. 

PERSONNEL 
MANAGEMENT POLICIES 
Organization chart. (An up-to-
date organization chart has sev-

eral app l ica t ions . First, it sets 
forth the lines of authority. Sec-
ond, it designates areas of re-
sponsibil i ty. Third, it is a conve-
nient place to list the names and 
telephone numbers of the entire 
staff. Fourth, it graphical ly de-
picts the work ing re la t ionship 
among club manager, superin-
tendent and professional , pre-
c l u d i n g unnecessary s ta f f 
confusion.) 
Enumera t ion of job responsi-
bility. (In business, l isting the re-
sponsibilit ies, duties and obliga-
t ions of a part icular job of ten 
helps a person see how his job 
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relates to the entire work scheme. 
Care must be taken to make sure 
the list is neither too narrow to 
stifle initiative nor too broad to 
render it meaningless. Properly 
written, it can serve as a contract 
be tween emp loyer and em-
ployee. The professional can per-
sonalize it by annually updating 
this section to include the names 
of his staff as well as their areas 
of responsibility.) 

List specific duties. Example: 
Frank Smi th—Superv ise gol f 
cars; s t ra ighten stock room; 
change d isp lays ; st ra ighten 
shirts and tie rack; junior golf 
chairman; coordinate activities of 
caddies, shop boys; golf lessons; 
practice daily; help keep shop 
straight; fil l stock rack; empty 
ash trays. 

List general duties. The late 
man must see that all tickets are 
run up; see that shop is vacu-
umed; put money away; make 
sure all golfers are in; golf cars 
are put up; range balls ready; 
lights are on; golf shop is locked. 
The middle man must not leave 
the late man if there's a jam up of 
cars, golfers or on the range. The 
early man must leave at 6 to 6:30 
provided his job is done, and we 
are not shorthanded. 
Personal evaluation forms. (It's a 
good idea to draw up an evalu-
ation sheet that can be used to 
check the progress of personnel 
in each job classi f icat ion. Sit 
down regularly w i th each em-
ployee and review his progress. 
The evaluation form can help you 
gauge the promotional and mon-
etary incentives offered for con-
t inued service. Remember, an 
evaluation only has merit if you 
are personally satisfied with its 
format and comfortable with its 
application.) 
Tardy and absence procedure. 
Salary schedule and pay policy. 
(List here the starting pay for each 
job classification wi th some in-
dication about the possible incre-
menta l increases or bonuses 
wh ich might be realized. Also 
include under this heading the 
days of the year designated as 
pay days. Finally, a procedure for 
handl ing t ime cards could be 
established.) 

Playing privileges. 
Work week schedules. 

PERSONNEL RULES 
Telephone. 
Negative behavior. (This might 
raise a number of questions you 
may wish to ask yourself regard-
ing how you feel about activities 
in which your staff may engage. 
May members of the staff drink 
during working hours? Do you 
allow card playing in your shop? 
What type of wagers are permis-
sible when playing wi th mem-
bers? Is there a personal groom-
ing standard that should be met? 
Are you a stickler for punctuality? 
Do you expect your employees to 
police their areas regularly? Do 
you require employees to know 
the club or course rules com-
pletely? Have your employees 
learned the names of club mem-
bers or course regulars? Do your 
employees have a tendency to 
gossip or speak out of l ine? 
Caution your employees about 
the hazards that can result f rom 
participating in club politics.) 
Professional qualities. (Although 
defining unacceptable behavior 
is important, it is not a bad idea 
for the professional to spend a 
little time defining and discussing 
the qualities that a prospective 
PGA member professional should 
acquire and exhibit throughout 
life. Some examples are: loyalty; 
fa i th fu lness ; punctua l i ty ; de-
pendabil i ty; honesty; kindness 
and thoughtfulness.) 

COURSE RULES AND 
REGULATIONS 
Operating hours. 
Charges, costs, guest and green 
fees. 
Advance reservations. The pro-
fessional should outline the fac-
tors involved in his reservation 
system. Include: 

1. the lead t ime necessary to 
secure a reservation; 

2. the days when reservations 
may not be accepted; 

3. the start ing interval to be 
used; 

4. a means of d i sc ip l i n ing 
those individuals who abuse the 
privilege of making reservations; 

5. the requirements for retain-
ing a reservation; 

6. and the corollary, the policy 
utilized if those requirements are 
not met. 
Etiquette and rules. 

GOLF SHOP 
MANAGEMENT 
Meeting salesmen. 
Merchandising and sales. 
Club repair. 
General shop operation. (Each 
golf shop is too unique in the way 
it handles its record-keeping pro-
cedures to offer absolute sug-
gestions about what is the "right 
way . " However, this does not 
d im in ish the impor tance of a 
procedures manual as a training 
or reference guide in maintaining 
a stable shop operat ion. It is 
hoped that in all business trans-
actions, the professional has out-
lined an easy-to-read, step-by-
step, posting and recording pro-
cedure for handling all the shop 
business. Here are just a few of 
the areas where such consistency 
is required: 

Write your policy on how you 
want each of these handled: 

Disbursing petty cash; 
Finalizing sales of hard goods; 
Finalizing sales of soft goods; 
Clearing the register; 
Receiving shipments; 
Ordering merchandise 
Processing credit returns; 
Handling invoices; 
Filing charges for merchandise; 
Recording gift certificates and 
prize certificates; 
Inventory accounting.) 

National Golf Day. 

EXTERNAL 
OPERATION 

JOB DESCRIPTION 
AND DUTIES 
Area of responsibility (job de-
scription). Ranger (example): 

It is the direct responsibility of 
the gol f ranger to assure the 
proper pace of play on our golf 
course. 

It is a secondary function of the 
golf ranger to enforce golf course 
rules: 

1. Electric cars and pull carts 
continued on page 58 
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CMSHRED 
BUSINESS OPPORTUNITIES 

GOLF BOOM IN GERMANY. Need capital for 
first public Driving Range-Golf Course; De-
velopment assured! Equipment sales in-
cluded in profit! Write % DONALD FIEBING, 
11051 Meads Ave., Orange, Calif. 92669. 

MISCELLANEOUS 

GOLF CAR TIRES First line 18 x 8.50-8, 
$11.39; 18 x 9.50-8, $11.62. Send for our 
complete tire line. All sizes available. 
GOLDEN TRIANGLE SPORTS, INC., 6317 
Library Road, Library, Pa. 15129. Phone 
(412) 835-6898. 

GOLF COURSES: Want to buy or sell a golf 
course? Our business is exclusively with golf 
courses. McKAY Realty—GOLF AND 
COUNTRY CLUB PROPERTIES. 15553 N. 
East St. (U.S. 27), Lansing, Mich. 48906. 

GOLF EQUIPMENT-NEW 

GOLF CAR TIRES. Absolutely supreme 
quality. Toughest, heaviest tire ever 
made. Money returned if you don't agree. 
1 8 X 8 : 5 0 * 8 or 1 8 X 9 : 5 0 X 8 Rib, 
$10.00. Traction $10.50. Tubes $3.95. 
NORTH WEST SALES, 931 MacKenzie, 
Sunnyvale, CA 94087. 

JOBS WANTED 

P.G.A. PROFESSIONAL available. Thor-
oughly experienced all phases. Excellent 
player, teacher, promoter. Consider Pro-
Superintendent. 20 years experience. Age 
40, married. (517) 723-6595. 

PRO-SUPT. Extensive experience in all 
phases of Pro-shop and course operation, 
including construction, good player and 
excellent teacher. Presently employed. 
Resume and references supplied on re-
quest. Write Box #602, % GOLFDOM. 

REAL ESTATE 

FOR SALE—Eighteen-holeCourse. Midwest. 
Three-quarter million people. Additional 
land for sub-dividing. Write Box 601, % 
GOLFDOM. 

REPRESENTATIVE WANTED 

COMPLETE GOLF UMBRELLA LINE. Ex-
ceptional opportunity, Hot selling styles— 
Immediate delivery, Liberal Commissions. 
Contact: Allan S. Birnbaum—President, 
BILT WELL UMBRELLA COMPANY, The 
Empire State Building, 350 5th Avenue, New 
York, New York 10001. Phone 212MU47181. 

RATES: Minimum at $13.44—20 words or 
less; additional words each; in boldface 
type 91c per word. Ads Payable in Advance. 
CLOSING DATE: 20th of 2nd month preceding 
issue. No classified advertising offering new 
merchandise or equipment will be accepted 

Use of GOLFDOM box numbers counts as 5 
words. Response to these ads only should be 
addressed to the box #. % GOLFDOM Classi-
fied. 380 Madison Avenue, N.Y., N Y. 10017. 
Replies are promptly forwarded to advertisers. 
Those requiring more than 10c postage, the 
additional postage for forwarding must be 
supplied. 
Send ad copy and payment to: GOLFDOM 
Attn. M C. Ansbro, Class. Adv. Mgr., 380 
Madison Ave., N Y. 10017. 
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must not get inside cart signs or 
off car paths where provided; 

2. Two bags and two riders only 
on all cars; 

3. Repair all ball marks and re-
place all divots; 

4. Help find lost balls; 

5. Expla in " l e t t i ng people 
through" and demonstrate where 
necessary; 

6. Act always in a courteous 
manner as an arbiter of rules. 
Example: Shirts must be worn 
on the course at all t imes; 

7. At t imes, we must remove 
people from the golf course be-
cause of their misconduct or lack 
of skill. Removal should be a last 
resort. This can be done effec-
tively. Example: We have group 
lesson plans available and would 
like to have you play when you 
are more skillful; 

8. A positive program toencour-
age proper pace of play must be-
gin on the first tee and continue 
wi th management supervis ion 
being ex tended to the ent i re 
course; 

9. Maintenance practices that 
tend to encourage slow play must 
be submitted in wr i t ing to the 
management at the close of your 
shift; 

10. The utmost discretion and 
diplomacy must be coupled with 
the necessary degree of firmness 
to perform effectively as a golf 
ranger; 

11. Periodically we wil l t ime our 
golfers on various holes with a 
stopwatch, beginning when the 
foursome tees up. They wi l l be 
told after holing out the elapsed 
t ime for playing the hole, and 
suggest ions for improvemen t 
wil l be given in a diplomatic way. 

Although the task of writ ing a 
procedures manual may seem 
formidable, don't put it off. The 
initial effort and investment 
in time will be returned many 
fold. • 


