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Establishing a Plan 
By JAKE RYAN 

Assistant Superintendent, Northland Country Club 

Yogi Berra is famed for his verbal 
bloopers and nonsensical logic. "I knew I 
was going to take the wrong train," he 
remarked one day, "so I left early." 
Illogical it may be, but there is something 
to be taken from it. Yogi did not spend 
time figuring out which train to get on, 
but had the extra time for the ill-prepared 
plan. Establishing a plan is common in the 
most ordinary activities of life. Whether 
driving your vehicle somewhere or find-
ing the right train, we have a plan. Often 
times we don't realize it because it's so 
natural. What does this quote by the 
whimsical Yogi Berra have to do with 
establishing plans in business? It high-
lights the importance of planning for 
potential mistakes and looking at the big 
picture. 

Inevitably mistakes occur and pre-
paredness is important in minimizing the 
effects. If Yogi's train had been delayed or 
canceled, he would have been prepared 
for that by leaving early. But assuming he 
needed to be somewhere at a certain time 
his "plan" didn't envision the "bigger pic-
ture." By seeing the big picture he would 
have figured out what train to take, made 
sure it was on time and ultimately 

achieved his goal more efficiently. 
In business, the big picture is the strate-

gic plan of the company. A sound plan 
must be developed in order to achieve 
goals. Within goals there are many tasks 
that must be accomplished. A shortsight-
ed plan can lead to many troubles. 
Troubles can lead to hardship. Winston 
Churchill had a great perspective on this 
when he said, "Let our advance worrying 
become advance thinking and planning." 

Yogi didn't need advanced thinking 
and planning to do his very ordinary task. 
The importance of advanced thinking and 
planning in a business is vital though. For 
us, in the golf course industry, planning is 
common as preparing the daily tasks. 
Even more important is the need to posi-
tion our golf course to be more mar-
ketable, unique and desirable. To accom-
plish this, strategically planning two, five, 
ten years down the road is essential. 

To gain insight on establishing plans I 
had the privilege to correspond with a 
couple of business people. Dr. James 
Balogh was kind enough to sit down with 
me for an interview. Mr. Joel Conner and 
I had email communications that were 
very insightful. The following are brief 

profiles of the H H H H B H H H H H H 
persons I had an 
opportunity to communicate with. 

Dr. James Balogh, 
Spectrum Research, Inc. 

Dr. Balogh started his professional soil 
science company Spectrum Research Inc. 
in 1984. As the Chief Executive Officer 
and lead scientist he is responsible for 
day-to-day operations and overseeing 
strategic research planning. His company 
performs testing of soil and water, 
research contracting, environmental 
assessment and ISTS design/ assessment. 
He currently oversees four large soil water 
quality research contracts, two turfgrass 
research contracts and multiple waste 
waster contracts. 

Dr. Balogh has been a part of many 
research projects in the areas of turf, soil 
and water. In 1993 he completed a five-
year, USGA contracted, research project on 
the environmental effects of golf course 
management on soil and water. That 
research effort led to the publication of his 
book Golf Course Management and 
Construction: Environmental issues. He 
earned a Bachelor of Art degree in Natural 
Sciences from St. John's in Collegeville, 
Minn. He has a Master's of Soil Chemistry 
and a Doctorate of Soil Science from the 
University of Minnesota. He was also part 
of the Research Teaching Team at The 
University of Maine for three years. Dr. 
Balogh is currently contracted by the 
USGA for a phosphorus and pesticide 
runoff study. It is the first water shed and 
soil water environmental project with long 
term monitoring in the country. This 
research is conducted at sites in Ohio, 
Texas (Morris Williams Municipal Golf 
Course) and Minnesota (Northland 
Country Club). 

Joel Conner, 
Bellisio Foods, Inc. 

Mr. Conner has been involved with 
Bellisio Foods in a variety of positions 
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since the inception of Michelina's. As 
Chairman and Chief Executive Officer, he 
is responsible for the day-to-day manage-
ment of Bellisio Foods, Inc. and focuses on 
developing and overseeing its strategic 
growth objectives. He has been instrumen-
tal in leading the company's consumer 
marketing and international sales efforts 
as well as building sales in the alternative 
retail channel. 

Mr. Conner has been involved in 
dozens of successful start-up and turn-
around companies, public and private, 
and has served on the boards of directors 
or advisory boards of numerous organiza-
tions in banking, real estate, restaurant 
management, professional sports and 
manufacturing. He earned a Bachelor of 
Science degree from the Cornell 
University School of Hotel and Restaurant 
Administration in Ithaca, New York. He 
has a Doctor of Law-Honorabilia from 
Flagler College and has served as a lectur-
er and faculty assistant at the graduate 
and postgraduate level of five colleges 
and universities, including Cornell. Mr. 
Conner is also active on numerous civic 

and non-profit organizations including: 
SIFE, Flagler College, and Children's 
Heartlink. 

In order to develop successful plans, it 
is necessary to understand your organiza-
tion's strategic vision and to incorporate 
that vision into future plans and day-to-
day operations. 

What steps do you take to establish 
your organization's strategic vision? 

Jim: The strategic vision of his compa-
ny is based on monitoring technical and 
scientific literature in attempt to predict 
what problems will be five years down 
the road. They must train and do initial 
research to take advantage of consulting 
and research when problems are well 
known. When the company identifies 
potential problems and those problems 
become apparent to the public his compa-
ny can benefit from the situation. 
Regarding the establishment of his strate-
gic vision he said, "People don't want to 
pay me for what I find interesting, only to 
solve their problems." This means he 
must always be ready and willing to 
adapt with environmental needs. 

Joel: "We gathered a mix of our leaders 
from throughout the company and 

worked together through a strategic plan-
ning process. We gathered data about the 
company's past success as well as oppor-
tunities on the horizon. Each participant 
received and turned in homework before 
our meeting which allowed our facilitator 
to identify trends in the data for the group 
to discuss in detail." 

"We held an off-site retreat during 
which we identified goals for the next 
three years, and more refined objectives 
for the coming year. After the workshop, 
team leaders refined their one-year objec-
tives and defined general success meas-
ures. That said, we did not go through the 
exhaustive process of coming up with 
metrics that are measured monthly 
because that's not our culture. Instead we 
are checking in on our progress in depth 
each quarter, focusing monthly on specific 
items of highest priority." 

Sometimes the best-engineered strate-
gic planning falls by the wayside because 
concrete action plans for accomplishing 
strategic goals are not developed. Or, 
some managers get lost in the day-to-day 
details and lose sight of the big picture, 
the strategic vision of the organization. 
Action plans are essential for the imple-
menting and monitoring strategy. 
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What suggestions do you have 
that can help develop effective 

strategic action plans? 

Jim: At Spectrum Research Inc. they 
give a priority order by ranking the 
importance of goals. Goals having the 
greatest impact on achieving strategic 
goals should be your top two or three. 
Then they define the roles of the staff to 
achieve them. Jim feels developing these 
plans in his businesses "Involves how to 
sustain business in the future and revolves 
around marketing to have work in the 
future." Once research is contracted and 
goals are established the rest of the work 
is pre-determined activities. Research 
doesn't have the flexibility to change goals 
on monthly or quarterly basis. 

Joel: "Two simple suggestions: 1 -
When establishing the goals, identify 
deliverables, a lead person and the timing 
of the projects necessary to succeed. 2 -
Meet quarterly to review progress across 
all the top strategic efforts." 

The best way to develop long-range 
planning skills is to actually create long-

range plans. 

What are some of your processes 
for constructing these plans? 

Jim: "Sit down and put plans to paper 
once a year. Revisit them once during the 
year. The next year see if there are failures 
and make changes. Always write this 
down." His planning involves goals, 
deadlines, tasks and subtasks, budget, 
required resources, constraints and imple-
mentation. Economic climate can change 
these plans. For example, the real estate 
market is down. Without homes being 
built the company's ISTS design/assess-
ment sector goes down. Ultimately, they 
go back to the plans and adjust according-
ly to increase cash flow. 

Most business people acknowledge the 
importance of planning and goal setting. 
Sometimes, however, time pressures get in 
the way. Setting aside time to identify and 
develop your business goals and strategies 
is the first step in improving our ability to 
plan and manage effectively. 

How do you translate your 
developed business strategies into 

clear objectives and tactics? 

Joel: "After the strategic planning 

workshop, team leaders for each 
goal/objective need to come up with a list 
of strategies and present them back to the 
whole group. This allows the experts in 
each area to gather their teams and dis-
cuss in detail what is necessary to suc-
ceed." 

When you are implementing a new 
plan, project or system, it is necessary to 
make realistic estimates of required 
resources in order to achieve the desired 
goals efficiently. You can't expect others to 
carry out your directions successfully 
without adequate resources. Without 
timely access to resources of all types, 
delays will occur. 

How do you ensure you 
have adequately assessed 

your resource needs? 

Jim: Communicating your plans and 
objectives to all employees. Seek input on 
objectives and tactics that might affect 
them. Concerning research contracts he 
said, "Evaluate the project budgets and 
review what the employees are accom-
plishing to stay within it. If you are 
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outside your budget, figure out why it 
happened and make changes." Use the 
ideas and utilize resources in a way that 
allows efficiency. To accomplish this don't 
compromise plans and objectives. 

Joel: "At times of growth, like those we 
are in, assessing resource needs is chal-
lenging. We simply talk through the plans 
as we understand them and apply 
resources accordingly. It's important to 
note the words "apply"; it's not about 
adding in many cases but instead resetting 
priorities and reallocating existing 
resources." 

Unrealistic plans can create more prob-
lems than they solve. For example, an 
impossible schedule set by one depart-

ment may eventually affect the schedules 
of many other departments, causing ineffi-
cient use of resources, late introduction to 
the marketplace of an advertised product, 
and a general sense that things are out of 
order. 

What techniques do you use for 
evaluating project plans as a part 

of the planning process? 

Jim: For finances, make spreadsheets 
for evaluation and confront it with all pos-
sible things that could go wrong. Timing 
aspects are very important but very diffi-
cult. In his profession Jim says, "What I 
do is dependent on the weather. I plan 
everything out three days in advance to 
make sure we accomplish our tasks." 
Adapting to the weather tends to be a 
"hind sight is 20/20" situation. You can 
try to predict but don't plan on it. 

Keeping track of the overall picture is the 
best way to avoid overcommitting your-
self. 

Joel: "Our approach to prevent prob-
lems is addressed by adhering to two 
rules: Have the right people in the room. 
Expect clear, direct, honest communication 
from each participant during the meeting." 

I would like to thank Dr. Balogh and 
Mr. Conner for their time and hope every-
one has taken something from this article. 
If you have any ideas for future 
"Management Matters" articles please feel 
free to email me at jryan@northlandcoun~ 
tryclub.com. 

* * * * 

(Editor's Note: Joel Conner*s profile was 
gathered from Bellisio Foods, Inc. website. 
Lead-ins and questions are developed from 
"Successful Managers Handbook.") 

CLASSIFIED ADS 
FOR SALE 

5-1998 Toro fairway cutting units 
(8 blades) Mod. 03509 in excellent 

shape, used as spares. 
Fits Toro models 5100 or 5200 

Asking $1250 
5-1998 Toro fairway verticut heads 
Mod. 03516 in excellent condition 

Fits Toro models 5100 or 5200 
Asking $1250 

Contact: Keith Scott 
Oak Ridge CC 

952-938-6900 

FOR SALE 
6" Muesco pressure 
reducing valve. $200 

Nema open motor starters. 
Size 3 - 240 volt coil. 
Size 4-120 volt coil. 

$450 each obo. 
Contact: Lynn Richert 

Angushire Golf Course 
320-252-9208 

FOR SALE 
GA 30 Ryan Aerifier (1990) - $3,500 

(2) Ryan walker Aerifiers 
(1984) -$1,500/ units 

Jacobsen GK IV Triplex 
(Groomers) (1991) - $3,500 

Jacobsen GK IV Triplex (Diesel) 
(1989) - $1,500 

Jacobsen GK IV Triplex (Gas) 
(1987) - $1,000 

Toro Fairway Mower Reelmaster 
5300-D (1999) - $5,000 

Toro Groundsmaster (2000) - $3,500 
Jacobsen Rotary Turfcat (1999) - $5,000 

Contact: Tim O'Driscoll 
Rochester Golf & Country Club 

507/536-4487 

FOR SALE 
(3) 2005 Toro Reelmaster 5500 

Verticut Units, 
Model 03872, New-still on pallet, 

New price: $1,450 each 
Sell all 3 for $1,000 

1994 Toro Reelmaster 5300, serviced, 
fresh ground cutting units, recent 

paint job, ROPSw/ suntop, 
basket kit, nice condition. 

$4,500 
Contact: Mitch Fossey 
Troy Burne Golf Club 

715-386-2902 

FOR SALE 
Toro VT4 Complete Satellites 

$100 each. 
Vari-time 4000 Central 
Control Station $300. 

Toro 690 Series Sprinklers 
and parts for sale. 

These do not have side boxes 
but are electrically-controlled 

by the solenoid being attached 
to a Toro 3-way actuator. 

Head with 3-way $40, Head only $30. 
Spare Toro 3-way actuators 

with solenoid $10 
1997 Jacobsen Greensking V 

11 Blade With Groomers - 4,000 
Par Aide Spherical Plastic 

Tee markers for sale. 
46 total, mix of Gold, Red, 

White and Blue colors. 
$100 for all of them. 

Two 4' X 6' cocoa fiber drag mats. 
Used for three seasons, 

in very good condition. $150 each. 
Contact: John Koury 
or Jeramie Gossman 

Southview Country Club 
651-451-1666 

FOR SALE 
Set of 3 Toro 04416 verticut units, for 

GR3000 series. 
Good condition. $700.00/make offer 

Contact: Chad Braun 
Prestwick G C 
651-459-0288 

FOR SALE 
2003 Royal Lynx Beverage 

Caddy Express 
tow-style beverage cart in 

excellent condition. 
$5,500 or best offer. 

Contact: Jeremiah Niebolte 
The Crossings at Montevideo 

320-226-8812 

FOR SALE 
Jacobson Textron Hydro Lawn 

Mower/Sweeper, Turfcat T628D, 
with Kubota 

Diesel Motor, Rear Wheel Steering, 
5 Foot Wide Sweeper Attached to 
Front(Hydraulically Powered) and 

Mower Deck (not pictured yet), 
Enclosed Cab, Metal Rims with Good 
Tires, Parking Brake, Wipers on Front 
And Back, Exterior and Interior Lights, 

Heat and Fan Adjustment Controls, 
Pop Open Windows, Hazard Lights, 
Blinkers, Electric Key Start. Hours 

Indicated 872. 
Contact: Jeff Weber 

Southview Country Club 
612-281-0508 

FOR SALE 
40 Standard Tour Smooth green 
composite handle bunker rakes, 

3 complete sets of Great Lakes log tee 
markers, 2 HIO cup cutters, 

make offer. 
Contact: Jim Temple 

Crystal Lake Golf Club 
952-953-3656 

FOR SALE 
(16 ) Yamaha Gas Carts 

with tops 1989-1993. 
Good Bodies, excellent mechanically. 

$25,000 all or $1,650 each. 
Contact: Harley Extsted 
Fiddlestix Golf Course 

612-390-6862 or 320-676-3327 

WANTED 
Box Blade attachment for a Sand Pro 

Contact: Jake Schmitz 
Olympic Hills Golf Club 

952-941-6139 

FOR SALE 
1964 Ryan Spikeaire 

1989 Gandy Sweep Master w/ 
Hydraulic lift, very little use: $700 
(39) Par Aide Accuform (old style) 

rakes (good shape): $400 
Contact: Ben Just 

Midland Hills Country Club 
651-631-1545 

WANTED 
Jacobsen LF 100 -128 Series Fairway 

Mower for parts. 
Does not need to run. 
Contact: Steve Benson 

Grand National Golf Club 
320-266-8150 

FOR SALE 
Nolte BC1000 sand cleaner 

- late 90's model works great 
and in good condition. 
For sale or possibly to 

rent out: $5,000.00 
1973 Toro Parkmaster, some 

extra parts available: Best Offer 
Contact: Kyle Fick 

Bully Pulpit 
701-623-2323 
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