
Replacement parts: Part II 
A Roundtable discussion 

This is the second of a three part 
series reporting the results from a 
roundtable discussion among m a n u -
facturers , distributors, superinten-
dents, and educators on how to make 
the system work better. In the first 
part (January issue), some of the 
manufac turers discussed how their 
system works. This second part will 
further that discussion and get into 
some of the reasons a part may not be 
available as quickly as you would like 
and what some of the possible solu-
tions may be. 

Keep in mind that this series is 
mainly food for thought and not really 
a program that will be immediately in-
stituted, though w e hope that some 
ideas will persist and soon come to 
pass. One of the keys that was brought 
up in the first of the series and is 
echoed in this s e c o n d part is commu-
nication. The key to having your best 
shot at getting a replacement part 
quickly in an emergency "down" 
situation is communicating the 
urgency to t he right person immedi-
ately. 

Reed LeFebvre: 
"Can I ask the 
m a j o r m a n u -
facturers what 
arrangements 
they have with 
the i r subsidi-
ary dealers for 
g e t t i n g r e -
placement 
pa r t s so they 

can get them back to us?" 

Ben John-
son, The Koh-
ler Co., Koh-
l e r , W i s c o n -
sin: Let me an-
swer that ques-
ti o n . " I ' m 
speaking as an 
air-cooled en-
gine manufac-
tu re r . Kohler, 
B r i g g s a n d 

Stratton, and Tecumseh use basically 
the s a m e network of d is t r ibutors 
throughout the country. Kohler has 40 
central distributors in North America. 
These central distr ibutors utilize a 
three-step distribution system: Cen-
tral distributor to a service distributor 

to a service dealer . I don't see any 
change in the distribution system at 
this time, although I do see some ser-
vice distributors getting stronger, and 
there will be fewer but bigger and bet-
ter ones. 

'Some of our major OEM accounts, 
such as Toro and Jacobsen, have pro-
vided us with lists of their dealers 
nationwide. We utilize these lists and 
give our central distributors stocking 
lists of the par t s r e q u i r e d for a 
s p e c i f i c m a n u f a c t u r e r ' s e n g i n e 
specifications. Jacobsen would have 
d i f f e r e n t spec i f ica t ions for their 
equipment then would Toro. We give 
them lists of parts that their service 
d i s t r i b u t o r s and s e r v i c e d e a l e r s 
should stock. With the dealer lists and 
parts stocking lists, the central dis-
tributor would see that his service dis-
tributors and dealers are stocking suf-
ficient quanti t ies of spare parts to 
ensure adequa te field service and 
support. 

"As a result , I think there is a more 
consertive, more sophisticated effort 
being made by the engine manufac-
turers to get suggested parts down to 
the lowest level. We allow each cen-
tral distributor one big monthly order. 
You can come in with any quanti ty of 
parts. We also allow them a weekly 
order where they know what we will 
ship. Let's say the distr ibutor 's day 
happens to be Wednesday. They know 
we pick parts on Monday, so if they 
send us their order and we have it Fri-
day, we pick Monday to ship Wednes-
day. This never changes. 

"We also have an emergency system 
where, if you call us by 10 o'clock in 
the morning and it's a true emergency, 
we'll ship that af ternoon. If we got it 
af ter 10, it would have to go out the 
next day. 

Editor's note: We've n o w heard how 
the major manufacturers handle parts 
requests. All have an organized 
routing plan that a request would fol-
low. There are only two reasons an 
urgent parts request cannot be met . 
One is if it gets to the top and the part 
is simply not available. The other 
reason would be because of a failure 
in communication. No matter where 
the c o n v e r s a t i o n ranges, it always gets 
back to this recurring word: communi-
cation. 

Steve Fer-
guson, I n t e r -
nat ional Ha r -
vester : "Basi-
c a l l y , y o u 
never talk to 
the s a l e s m a n 
again. If some-
thing happens 
to the piece of 
equipment, the 
first thing you 

do is go to the dealer and the first per-
son you see is his parts manager. We 
talked about parts and service and I 
think all of us as manufacturers have 
pret ty sophisticated systems as we 
know today to keep these high-priced 
pieces of equipment running. 

"I 've seen a lot of good distribution 
systems for any company whatever , 
criticized unmerciful ly because the 
c o m m u n i c a t i o n s w e r e n e v e r 
generated to the right people. I think 
the point we've got to make as a manu-
fac turer is that everybody is made 
well aware of the situation and to 
make sure that our systems are work-
ing to the fullest extent. I don't care 
which manufac turer it is, I think we 
all have our systems in place to give 
you our response. 

"But the urgency usually comes 
because the piece of equipment sat 
there for three weeks before anybody 
or everybody that really is going to 
jump on the bandwagon was involved. 
Usually it is the unexpected, some-
thing the engineer didn't anticipate, 
that goes wrong, the field fai lure, 
m a n u f a c t u r i n g prob lem, a de fec t . 
Some of the bigger problems that you 
face today aren' t necessarily that fast 
moving part that we as a distribution 
system have in our system because we 
can get you that part pretty quick. It's 
one where the field demand is now 
s u c h that w e n e v e r a n t i c i p a t e d 
because this product is simply break-
ing when we didn't anticipate it." 

Reed LeFebvre: "I think the ideal 
situation I ran into and it wasn't with a 
mower, but when the salesman came 
out with a piece of equipment, the ser-
vice manager came out also and we 
went over the thing together and 
irregardless, it doesn't change your 
mind about whether you want to buy 
this piece of equipment or not, but he 
told me right then the strong points 
and the weak points of that piece of 



equipment . 
"I'd never ran into anything like 

that before , but it is really super 
because you can say, OK, down the 
road—six months or a year from now, 
this is what I'm going to have to do. 
This is what I'm going to have to watch 
for. Now, it would have to be an ideal 
salesman who knew how to fix the 
equipment , knew everything about it, 
but there has to be some supportive 
role by someone else to fill you in on 
all the real details of the equipment. 
What 's along the way down?" 

Jud Debra: 
" W e h a v e a 
few fellows on 
our sales staff 
who are very 
mechanically 
o r i e n t e d and 
c a n give the 
customer some 
a d d e d h e l p . 
H o w e v e r , in 
general it is im-

practical, in many cases undesirable 
for him to be a mechanic. That's why 
we have trained people at our places 
of business who are experts in the 
parts business. 

Pelletized 
Limestone! 

It's REVEILLE Limestone Pellets . . . a new patented 
product that provides a virtually dust-free way to 
apply limestone. • No mess. Spreads evenly with 
any type spreader. • Fast action... quickly breaks 
down when moistened. • Stretches your fertilizer 
dollars by releasing locked-up nutrients. • Neu-
tralizes soil acidity. • Conditions your soil by 
providing essential calcium and restoring proper 
pH levels. Also available. REVEILLE Gypsum Pellets, 
excellent for loosening up hard, clay soil and for 
improving moisture retention. Ideal for sulfur and 
calcium-deficient soils. Both products available in 
bag or bulk. 

L I M E S T O N E & G Y P S U M PELLETS 
American Pelletizing Corp • P O Bo* 3628 • Oes Moines. Iowa 50322 

"I think service schools he ld in the 
field could be a way to go. You have 
the experts tell the people that this 
fa i rway mower has such and such 
strong points, but if you don't keep the 
collars on the roller tight, you'll be 
wearing the bearings out and trying to 
replace them. Recommendations are 
check it every six months. Please 
check it at least once a year . Lay it 
right on the line and even say, well, 
we thought that this par t icular item 
was going to last 2000 hours. Practical 
experience finds, here in Florida with 
sand and moisture and conditions of 
fertilizer and etc., it's really going to 
last only so long. 

"Unfortunately , I would estimate 
that in customer representat ion, and 
through no fault to the customer but 
through the demands of the Southern 
Turf market, our representat ion at 
service schools is probably only ten 
percent ." 

Ed Combest, 
Lake City Com-
m u n i t y C o l -
lege, Lake City, 
Florida: "As I 
travel, I see a 
de f i n i t e need 
f o r m o r e 
education. I'm 
t a lk ing abou t 
the majori ty of 
the golf course 

super in tendents doing a f ine job, but 
when they go into the maintenance 
complex, they ' re lost. And at the 
prices we ' re paying, all we ' r e getting 
is automobile mechanics who are not 
really trained in the equipment we've 
got. They need the communication 
and the educat ion also. 

"I think about five days out of the 
year is real cheap education to find 
out how to run this business. I think it 
would be well worth his t ime and 
dollars to get, let 's say five days worth. 
You can cover many subjects in five 
days." 

T o m Mas-
caro: "As far as 
I ' m c o n -
cerned, I don't 
th ink the su-
per in tendent 
s h o u l d b e -
c o m e a m e -
c h a n i c . H e ' s 
g o t e n o u g h 
p r o b l e m s and 
to learn how to 

fix every piece of equipment he ' s got, 
then he is no longer a super in tendent , 
he is something else. I really think that 
the emphasis should be placed on 

good mechanics and send them to the 
schools and train them so that they can 
report back to the superintendent on 
what is going on." 

Ed Combest: "I agree with you 100 
percent . If this is the case, it still goes 
back to the man in charge, the super-
intendent . Who he sends to the school 
is up to him." 

John McKen-
zie: "I 'm a f i rm 
b e l i e v e r i n 
education and 
everything. 
A n d I k n o w 
that job you ' re 
doing a f t e r I 
have had sev-
e ra l s t u d e n t s 
w o r k ou t on 

their o n - t h e job training. But like 
Tom said, superintendents are not 
twisting the wrench. Reality is, we still 
don't have the part . All the prevent ive 
maintenance in the world can be put 
in and he can follow all the step-by-
step procedures, but when that thing 
is gone, it is gone. 

"Getting back to the salesman, he is 
taking that profession because he 
wants to go out and sell. He's not a 
t e c h n i c i a n , he shou ld h a v e the 
avai lable information to relay to the 
person who's buying it and say this is a 
technical representat ive for our dis-
tributor or this is a technical represen-
tative of the manufacturer . He should 
be able to help that person find a solu-
tion, but he should not have the 
knowledge to do it himself. It's just 
like a car salesman, once you buy a 
car. He points to the service depar t -
ment . He'll help you get it over there ." 

Buddy Trea-
ca, T r e s c a , 
Inc., Jackson-
v i l l e , F l a . : 
"Our problem 
is c o m m u n i -
cat ion a g a i n . 
I t ' s k n o w i n g 
when a prob-
lem exists. It's 
knowing what 
part we need 

and if we get a call and someone says 
hey, it's an emergency, I'm down, 
we'l l get the part for him. Someplace, 
we' l l find that part . 

"There are golf courses that have 
budgets and can stock parts on their 
own shelves , but we do a lot of 
business with clubs with only one 
greens mower. That 's the only one 
they've got and when they have to 



spend three hundred dollars, they 
have to call up all the board together 
and it's a big decision. That's a prob-
lem." 

Tom Mascaro: "But the customer 
doesn't know what he really wants. 
When I was in the manufacturing end, 
we supplied A, B, and C lists. The A 
list, we would recommend they buy 
right away, the customer that is. We 
used to recommend about $2-3000 
worth of parts on the shelves on this 
recyc l ing system and it worked. 
Salesmen would call and they'd have 
the right to write an order without get-
ting a signature. In other words, they'd 
look on the customer's shelves and if 
the belts were down to three, he'd 
bring in five, or whatever was needed 
and always kept. 

"No one has touched on that yet, 
purchasing parts. This is a weakness 
within many organizations of golf 
courses, especially when they may 
have a good mechanic and a good 
superintendent but no one inbetween 
who orders those parts. The superin-
tendent is involved in so many things 
that he shouldn't keep track of all 
those pieces. The mechanic isn't well 
educated enough to order those parts 

and somewhere along the line, the 
machine breaks down and nothing 
happens." 

Jack Krug: 
" Y o u k n o w 
w e ' v e got a 
w e i r d b u s i -
ness. Kind of 
like the agri-
cultural busi-
ness in that a 
lot of our ma-
chines are run-
n i n g 2 0 - 2 5 
years after we 

sell them. And we as suppl iers , 
whether we like it or not, have to have 
those parts on our shelves because 
there's enough of the machines out 
there to warrant it. That sets up 
another problem. 

"You've got a division in your parts, 
current and non-current. Current will 
have problems with reaction times. 
Non-current parts, if your compnay 
changes over a long period of time, 
some of those non-current parts, you 
might not even know what it is, much 
less where it is. 

"At Jacobsen, two years ago, we 
identified a non-current aspect as a 

major headache. We pulled purchas-
ing non-current parts away from the 
manufacturers and put it into our cen-
tral warehouse operation and parts 
still has their own purchasing opera-
tion. That solved the problem almost 
overnight because there was only one 
j o b , buy ing non-cur rent p a r t s , 
whereas manufacturers do it as kind 
of a side job. They tended to fall 
behind the sheets over a long period 
of time. 

Jud Debra: "Let me say, on the other 
hand here, our problem is not the fast 
moving parts, it's not the bearings, the 
bedknives, the things that we know 
we're going to sell. 

"Our problem is the things we don't 
sell. A guy calls up and orders one and 
we look on our card system and say 
well, we sold one of these two years 
ago and he raises why don't we have it 
on stock. Well, we said, we can't af-
ford to stock something and move it 
every two or three years. Our problem 
is not the fast moving stuff, it's the one 
shot item when you wrapped some 
mower around a tree someplace and 
break something that's not supposed 
to be broken." • 

OTTERBINE 
Spray Sculpture Floating Fountains. 

Now you can clean up ponds and lakes naturally. 
These self-contained water quality improverment systems help 

you keep unsightly algal growth and objectionable odors under 
control naturally, without costly chemicals. 

And their sparkling spray displays may dramatically change the 
natural beauty of your ponds and lakes. 

For the Otterbine dealer in your area contact: 

Rodale Resources Inc. 
576 North St., Emmaus, PA 18049 • 1-215-965-6990 

See us at the GCSAA Show in St. Louis, Feb. 19-21, in Booths 428-430 




