
Replacement parts: Part I 
A Roundtable discussion 

One of the great things about the 
business of golf is that the people, 
both industry and superintendent, are 
willing to get together and talk; to air 
their mutual problems and try to come 
up with a solution. Such was the case 
when GOLF BUSINESS asked 18 in-
dustry representatives and superin-
tendents to sit in on a roundtable dis-
cussion of replacement parts. The 
only guidelines were that the dis-
cussion be open and constructive. 

GOLF BUSINESS taped the dis-
cussion which resulted in some 100 
pages of manuscript. In order to give 
complete coverage to what transpired, 
we are going to run a series developed 
from the manuscript. This first install-
ment will cover how some of the com-
panies route their parts requests. 

J a c k Krug , 
Jacobsen Divi-
s ion of T e x -
t r o n , out of 
R a c i n e , Wis -
consin, 
describes how 
the system at 
Jacobsen 
works: "I ' l l tell 
you how we do 
it, don't do it. 

Assuming that the user, the customer 
does not have the part on their shelf, 
and that's another topic for discussion, 
the first step is the servicing dis-
tributor. If that distributor has the 
part, the problem will be solved 
quickly. If, on the other hand, that dis-
tributor does not have the part, the 
next natural step is for the distributor 
to go to the manufacturer to get the 
part. Assuming that that machine is 
down and is costing the consumer 
money, time is the most important fac-
tor in moving that part to the user. The 
distributor would, in Jacobsen's case, 
contact the factory, using the "unit-
down" system that we currently em-
ploy. The "unit-down" system is a 
system within a system which dictates 
that the part has to be pulled in 48 
hours, or less, from receipt of order. 
That order is phoned in on a toll-free 
line and goes directly into a small 
department whose sole existence in 
life is to try and come up with that 
part. 

"We do four different things to try to 
get that part. If it's on the shelf, no 

problem, it goes out the same day. If, 
on the other hand, it's not on the shelf, 
then the next step is to go to the manu-
facturing level to see if the part is 
a v a i l a b l e t h e r e . U n i t - d o w n h a s 
priority over everything, including 
production. If there is only one of that 
part, the user gets it. 

"Let 's assume it isn't there. The 
third step is to get on the horn to our 
distribution around the country to 
locate that part someplace and then 
make a transaction from point A to 
point B to get that part flown in. The 
fourth option, and the one we don't 
like to do but will, is if there is a 
machine in the crate and that part is 
on it, it comes off. 

"OK. If that fails we have no options 
but to back order the parts, inform 
everybody of the bad news, and then 
try to set a creditable promise date. 
That's when we begin to catch the 
flack from the user. He doesn't care 
about our promise and I can't blame 
him. That, however, is basically our 
procedure." 

Roy Eldred, 
The Toro Com-
pany: " W h e n 
you buy, or in-
vest, in a pro-
duct, what do 
you e x p e c t ? 
What are your 
expectations as 
owner of that 
piece of equip-
ment? I think it 

is how well your expectations are 
satisfied that allow you to form a per-
ception of whether or not we as a 
manufac turer are satisfying those 
n e e d s . T h a t p e r c e p t i o n r e a l l y 
becomes your actual experience. 

"I 'd like to tell you just what, from 
our standpoint, our mission as an 
original equipment supplier, design-
ing, manufacturing and selling pro-
ducts for your use, is from my vantage 
point. I'm responsible for the parts 
operation of Toro. Our mission is to 
enhance the sale of Toro products by 
providing a very high level of after-
marketing parts service. That says that 
my number one concern is customer 
satisfaction. You might say that could 
very well be a sales objective related 
to parts. In other words, you have got a 

certain goal that you've got to meet for 
the year. I approach it in this way: If I 
make customer satisfaction goal num-
ber one, I'm also going to achieve my 
sales goals in the process. We're deal-
ing in a repeat market, replacement 
market, and if we don't take care of 
the customer today, he's going to go to 
somebody else tomorrow. 

"Now, we obviously can't do all of 
this from our one location in Min-
neapolis. We depend upon a dis-
tributor organization. I think it is very 
important that we have local repre-
sentatives that customers can call 
upon with some convenience. You 
must have a committment locally to 
see that your needs are taken care of 
and that your investment is protected. 

" T h e r e are literally thousands of 
parts in a system and there is no way 
one distributor could ever stock every 
part for every product. We wouldn't 
want him to have every part for every 
product on his shelves. It is very key 
that everybody in our whole organiza-
tion make money at whatever they're 
doing because if they can't, they're not 
going to be there to satisfy your needs 
and see that the investment is taken 
care of. 

"Out of the thousands of parts that 
are in the system, it is easy to under-
stand why maybe a weldment or a 
frame would be on back order, but 
why would we have cutter bars and 
bed knives on back order? Those are 
diff icult questions to answer and 
usually it is not related to our ability to 
forecast need. Usually it is something 
through the distribution system that 
causes that to happen. But I can assure 
you that as a manufacturer, we are 
working very hard to see that our sup-
ply organization is in place, that it is 
functioning, and that the people are 
trained and that they understand the 
business. We don't expect them to 
carry everything for our products. For 
those that we don't expect them to 
carry we have a procedure at Toro to 
allow them to get whatever they need 
within a time frame that will satisfy 
the owner of our products. 

" I think we've got some systems in 
place, we've worked with our dis-
tr ibutors in identifying parts that 
should be stocked at distributor level, 
we recommend parts for every pro-
duct that we produce and sell, we 



have emergency priority methods for 
our distributors to get the equipment 
they need within the shortest period 
of time possible, directly from us and 
we try to do the best job we can com-
municating whenever those needs 
cannot be filled promptly within a 
t ime f r a m e the c u s t o m e r might 
expect . " 

T o m M a s -
caro, Turfiber: 
" I t h i n k it 
would be wise 
at this point to 
i d e n t i f y t h e 
p r o b l e m and 
s t a r t f r o m 
there and work 
backwards. 
Identifying the 
p r o b l e m in 

parts, I've been in this field many 
years as most of you know. It is the 
Superintendent himself, whose job is 
on the line when he can't get a part. 
I've seen a few Superintendents fired 
over the years because they couldn't 
get a brand new machine working and 
the chairman or somebody got mad at 
them and said you shouldn't have 
bought it, probably didn't want him to 
buy it in the first place. Nevertheless, 
the problem is right there, the Super-
intendent's job is on the line. I've 
heard Superintendents saying that 
they would not deal with a company 
any longer because they just didn't 
supply the parts. That's how they feel 
about it. Now it's your problem with 
the Superintendent, as I see it, as long 
as his job is on the line. The other 
thing is that down time is pretty ex-
pensive. 

"Now these are the basic problems. 
The biggest problem is how to solve 
them. I've been advocating a system 
over the years and that is that the engi-
neer who designed the machine can 
predict what is going to go bad. He 
knows where the Archille 's heel is, 
where the parts are going to break, but 
he doesn't transfer this information as 
he should or it gets lost in the shuffle. 
The other problem is the saleman 
himself, who isn't familiar with the 
machine, he has never been told of the 
weak points, he's only been told of the 
strong points. So he sells a machine 
without really knowing that it is going 
to break sooner or later and there are 
parts that wear out faster than other 
parts. 

" W h e n the Superintendent buys a 
machine, he ought to buy a bucketful 

of parts, right then and there. That's 
his assurance that the machine will 
keep running. At one time, I ad-
vocated that manufacturers tried 
shelving with their own parts numbers 
so that the Superintendent could stock 
up. I have never seen budgets that 
have l isted parts inventory. It is 
treated as a secondary thing and the 
importance isn't placed on the thing 
that really creates more problems 
than anything else." 

Reed LeFeb-
vre , S u p e r i n -
tendent, Plant 
City CC, Flori-
da: "Part of the 
problem is that 
g o l f c o u r s e 
suppl iers per 
se or e q u i p -
m e n t i s 
generally only 
a b o u t 2 0 - 2 5 

percent of the manufacturers' total 
goods so to speak. If we are 20 percent 
of your business, we get, theoretically, 
20 percent of your attention to our 
needs. You know there is a big market 
for snowmobiles, there is a big market 
for other commercial things and they 
come higher in priority than we do. 
This may be one of the reasons why 
we have, I would say it is insensitivity. 
Sometimes we get the feeling that it is 
that when we go to get a part. It is kind 
of a frustrating thing when you go to 
get a part, you've got a piece of equip-
ment down and you're in the middle 
of a job, and let's say they don't have 
the part. They say we don't have the 
part, we'll have to back order it. Now, 
most of the time you throw your hand 
up and say well it's going to be three 
weeks before you get it, so there goes 
any schedule you had. You might just 
as well hang it up. I think that comes 
under insensitivity as far as the parts 
people down on the local level. It 
would be ideal if there were ten 
Superintendents working in the parts 
department. You could go in and say I 
need this part and it looks like this and 
they could spot it right away. That's no 
excuse for not having a parts number, 
but what they don't realize is that 
when you're down, you're down! It's 
costing you money just like a gas sta-
tion that doesn't have any gas to pump. 

"one of the other bigs areas where I 
find there seems to be a problem is 
with a distributor who handles other 
m a n u f a c t u r e r s ' e q u i p m e n t . T h i s 
seems to be where you run into a 

problem of being able to get replace-
ment parts wi th in a r e a s o n a b l e 
amount of time. Now, reasonable de-
pends on what part you're ordering. 
Some parts may break down once 
every ten years, and reasonable has to 
be a little ways down the road. But for 
a common usage part, I don't think 
that there should be any longer length 
of time for you to be able to get it than 
it should be straight from the manu-
facturer. In other words, there is some 
sort of communication lag between 
manufacturers. 

" I f I need a part, I want you to be 
sure or to guarantee me that you're go-
ing to supply me with the parts I need. 
This is what I look for in whatever I go 
to get. I buy service." 

Wayne Sloan, 
G u l f S t r e a m 
L a n d & 
Development: 
" I th ink the 
p r o b l e m that 
w e h a v e i s 
maybe two or 
three or four 
f o l d so t h e 
solution is go-
ing to vary with 

the problems. I think first of all that 
the consumer has to do a better job of 
planning. The manufacturer needs to 
help out in this area as far as planning 
the lists of replacement parts that are 
most likely to wear out. There has to 
be a real marketing effort in this area. 

"I 'm sure this would be a benefit to 
the manufacturer and the distributor 
two, three and four fold, because 
that's just that many less dollars 
you're going to have to have tied up in 
inventory. This also gives additional 
parts out in the field which can be 
swapped between "good old bud-
dies" . 

"Getting back to urgencies, every-
thing is not urgent, but everything is 
treated as urgent. If we can cut down 
on the number of urgencies in the 
system, then reaction to true emergen-
cies will be better. I think we can 
eliminate a lot of urgencies by going 
about things in a different fashion 
than we have in the past. 

"The other thing that strikes me in 
looking at the cost of labor, both dis-
tributors and manufacturers' , is that 
packaging of high usage items with a 
little better price than if they were 
sold one by one. We can cut the cost on 
these things and maybe make it a little 
more appealing for people to buy. 
You're saving some dollars in inven-



tory stock costs." 

Bruce Oliver, 
Z a u n E q u i p -
ment Compa-
ny: " I need a 
replacement 
p a r t . C o m -
munication 
and identifica-
t i o n i s e x -
tremely impor-
tant. When a 
c u s t o m e r is 

communicating, he should know to the 
best of his ability what he really and 
truly needs. He may have an incorrect 
number, he may have no number and 
try to work on identification. That is 
tough. 

"I think the things that we've tried 
to do in the last few years is to better 
communicate in service schools and in 
the delivery of a piece of equipment. 
A customer has to sign that he has 
received the parts book and instruc-
tions. We're trying to protect ourselves 
as far as product liability, so there are 

certain things that he has to have to 
begin with. 

"Usually it is not the Superinten-
dent, but someone who works for him, 
who begins the communication to our 
order entry department. The thing 
that is most important is to identify the 
problem. Somebody calls and they'll 
say: 'Do you have something?' Now, 
they don't say I've got a machine 
down, they don't really say they're go-
ing to buy the part, just do you have it. 
If we look up on the board and say 
'No, we don't', well, they slam the 
phone down and really don't identify 
what the problem is: Is the machine 
down, do they want us to get it for 
them? Then lo and behold, about 
three weeks later , somebody will 
recommunicate with us and say where 
is my part? They didn't order it to 
begin with. 

"So communication/identification 
is right at the grass roots of this thing. 
The distributor is really the middle 
guy. We sell the product and live on 
the service. And if we don't have it, 
we have no purpose for existence. 
Manufacturers made it, customers 

purchased it. We've got to provide 
service . " 

John McKen-
zie, S u p e r i n -
tendent, Walt 
Disney World, 
Windermere, 
F lor ida : " A r e 
w e t a l k i n g 
about the part 
that we really 
n e e d , or the 
one that we're 
p l a n n i n g on 

needing? On the manufacturers level, 
I'd like to see something that suggests 
listed parts and the time to replace 
them. Just breaking it down, take bear-
ings for instance: If you're going to get 
three years use out of a bearing, tell 
the guy who is buying it. The engi-
neers have to know, let's face it, the 
economy is based on planned ob-
solescence. They're going to know that 
hydraulic lines are good for two years. 
Tell the guy: In two years you need to 

THE NEW BROUWER HYDRAULIC 
LIFT MOWERS ADD ANOTHER 
TIME SAVING INNOVATION AT A 
VERY LOW COST. 
For complete details on the Brouwer 
line of mowers, write for our free 
brochure. 

Run a 7 gang unit, cut up to 7 acres 
per hour with a 30 HP tractor. 
Brouwer's unique Positive P.T.O. 
Drive requires less horsepower than 
conventional wheel drives, increases 
fuel economy, and successfully 
operates in varying grass conditions. 
The lightweight, high-stress steel 
frame combined with the simple, "no-
wheel and gear" mowers minimize 
flattening and avoid wheel tracks. 
Brouwer 3, 5, and 7 gang mowers 
are simple, easily transportable, re-
markably maneuverable and excep-
tionally economical and versatile. 

Brouwer Turf Equipment Limited, Woodbine Ave., Keswick, Ontario, Canada L4P 3E9 Tel: (416) 476-4311 
Circle 123 on free information card 

How can you cut more grass per gallon? 
Get yourself.,^ a Brouwer. 

BROUWER 
The Turf Equipment People 



J K ^ A Q U A - G R O 
FOR A LONGER, MORE 
PROFITABLE SEASON! 

Shallow rooted turf, 
poor moisture dis-
tr ibution from area 
treated with Aqua-

Gro amended water. 

Deep rooted turf, 
good moisture dis-
tribution from area 
treated with Aqua-
Gro amended water. 

Eliminates hard-to-wet spots 
with reduced hand watering 
and syringing. 
Standing water and localized 
dry spots disappear. 

• Reduces compaction, erosion 
and washout areas. 

• Excellent dew and frost control 
• Thicker, heartier turf and better 

drainage in car areas 
• Reduced problems with thatch. 

AQUA-GRO is available in liquid concentrate or spreadable 
granular. For free illustrated brochure write to: 

AQUATROLS CORPORATION 
OF AMERICA, INC. 

1432 Union Ave., Pennsauken, New Jersey 08110 (609) 665-1130 
Circle 103 on free information card 

XL 

ANOTHER PRO 
for the COURSE! 

Extend battery life-
reduce maintenance 

with the 

Golf Car 
Battery Charger 

Lester Electrical brings you "the battery charger with a brain" for your 
golf car fleet. The patented electronic timer on the Lestronic II shuts off 
when the battery is precisely charged. Because it knows when to quit, 
the Lestronic II completely eliminates over and undercharging of any 
battery. Lestronic's precise charging greatly extends battery life and 
lowers the water use rate of each battery. With the rising cost of bat-
teries, this means a big savings to you through reduced battery replace-
ment and maintenance costs. 

Ask for these models... Model 9470 — 36 Volts D.C., 25 Amp., 115 Volts A.C. 
Model 9475 — 36 Volts D . C . , 40 Amp., 115 Volts A . C . 

Write or phone for complete information. 
Dept. GB-1, 625 West A St., 

ELECTRICAL OF NEBRASKA, INC., Lincoln, NE 68522 • 402-477-8988 
Circle 108 on free information card 

buy a new one. 
W e ' r e b e i n g r e p r e s e n t e d b y 

n a t i o n a l m a n u f a c t u r e r s , you c a n 
break it down by region. You know 
your mowers are going to be running 
every day in the South, except when it 
rains. There 's going to be a lot more 
use that with the guy up North. He 
may only be going six months out of 
the year. Help the Superintendent out 
and help the mechanic out. 

" W h e n a guy's got 18 holes on a 
l imited budget and he's down, he 's 
down. I get phone calls during the 
year saying help me out, I need a hand 
greens mower or something like that, 
I'm down. Here, I think it's the dis-
tributor's responsibility to go ahead 
and have some backup equipment for 
that man. Or if the guy has a greens 
mower down, the distributor should 
wheel the demo down there and let 
him have it until he can provide the 
service that is necessary. 

" I 'm saying, sure it's good to go 
ahead and plan your parts. In our 
business you do all the planning you 
w a n t , b u t i t ' s s t i l l a s u r p r i s e 
breakdown that hits you. When I'm 
down, I call people all across the state. 
I'll call friends of mine that are Super-
intendents and say I don't care if we 
have to spend three hours to go some-
where . It's better than four weeks. I 
think on the distributor level, they can 
communicate among themselves also. 
Car dealers do it all the time. Not 
everybody can go to a computerized 
system or a teletype, but a phone call 
is s imple . " 

(Editor's note: This first installment 
gives some insight into how manufac-
turers and distributors approach the 
parts replacement problem. It is clear 
that if a true emergency exists, it must 
be communicated down the line. It 
must start with the Superintendent 
stating that the emergency exists. We 
also find out that the manufacturer 
will do all he can to insure the part 
reaches the Superintendent in the 
shortest time possible. In spite of this 
the problem still exists. This first 
installment has by no means solved 
the problem, but does raise some in-
teresting thoughts. I hope that you will 
take time to respond in writing to us 
with your thoughts. Keep in mind that 
the only reason there were only 18 
people at this roundtable is that we 
couldn't get all of you together at one 
time. We hope to do that through these 
articles. Write us with your thoughts, 
we hope to answer them with the next 
installment. If we don't, then we will 
print the letters to keep the discussion 
going and see what answers our 
readers come up with.) 


