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Legendary County Club brand fertilizers provide uniform application and high performance over time. 
No wonder it's specified by golf course superintendents and turf management pros worldwide. To find 
out more, call or visit us online. 

More brands. 
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THE ART OF INFORMATION MANAGEMENT 

Legendary management guru 
Peter Drucker said managers 
manage three things: anxiety, 

resources and information. Of those 
three, managing information flows 
among their distinct audiences may 
be their most challenging responsibili-
ty, requiring equal amounts of engage-
ment, knowledge and experience. 

Club communications are a poten-
tial minefield of confusion, embarrass-
ment and inaccuracies that can have 
serious consequences. Too often we 
see written and verbal communica-
tions filled with endless, mind-numb-
ing sentences that ramble on with no 
apparent point. Often without inten-
tion, communications come off as far 
too negative when the need is actually 
to inspire improved performance. We 
also forget that everyone doesn't know 
what we know. As a result, we get 
out-of-sequence communications that 
leave staff scratching their heads and 
wondering what they're supposed to 
do. Then there are those times when 
the communication is factual incor-
rect or misleading. 

There are shelves full of advice 
dedicated to the subtle science and 
marvelous art of information manage-
ment. While every club management 
professional must find his or her own 
style and system, here are four guiding 
principles that can help streamline 
information management in a wide 
range of situations. 

If you're responsible for managing 
information up the organization lad-
der, remember three S's. 

Be specific. Get to the point 
quickly and be sparse with your 
words. Earnest Hemingway compared 
a well-written sentence to a clenched 
fist: "Everyone knows what it means." 

Keep it simple. Refine each mes-
sage point to its essence. Use straight-
forward and professional language, 
avoiding jargon and unfamiliar terms. 

Bring solutions, not problems. In 
each management specialty, the man-
ager should be a problem-solver. 

If you're responsible for managing 
information downstream in the orga-
nization, think of the letter E. 

Offer encouragement in real time 
and in real terms. Recognize your 
people for their accomplishments and 
celebrate a job well done. Everyone 
appreciates - and is motivated - when 
recognized. Keep up the energy. State 
goals and needs in an enthusiastic 
and can-do manner. Let your energy 
lift up your teammates and staff. Set 

Too often we see 
written and verbal 
communications 
that are filled with 
endless, mind-numbing 
sentences that ramble on 
with no apparent point. 

expectations. Communicate goals 
and objectives clearly; set timelines so 
everyone understands the deadlines 
that accompany the milestones. 

If you're responsible for informing 
the board of directors, use a three-step 
process: 

1. Communicate in simple terms 
with sufficient background to help 
everyone understand what is required 
of them. For example, "The pump for 
the well is broken. Repairs require an 
expenditure of $20,000.1 have every-
thing arranged for repairs pending 
your approval today." 

2. Communicate ideas that are 
aligned with the vision and mission of 
the club and are consistent with the 
expectations of the board. 

3. Be patient with questions and 
answer each one in clear, simple 
terms. Before moving on to another 
question, make sure the person who 

asked the question understands your 
response. 

If you're communicating to multiple 
audiences, align your messages to 
each audience segment and communi-
cate with each independently. 

Inform members so they under-
stand the answer to the question, 
"What's in it for me?" Your members 
expect that you're looking out for 
them and their needs. Your commu-
nications should reflect your commit-
ment to that expectation. 

Inform peers of issues, opportuni-
ties and needs with clarity and sim-
plicity. Recommend solutions without 
dumping your problems on others. If 
you need help, say so. 

Inform subordinates with respect 
and understanding. Staff members de-
pend on the honesty, concern and in-
tegrity of their bosses. If their request 

.or need goes beyond your authority, 
say so. And commit to making sure 
the request will be communicated to 
the person who does have the author-
ity to make a decision. 

When communicating in writing, 
be aware of who will be reading your 
messages. Aim for the center of the 
audience, keeping in mind that those 
who receive the message first and 
easiest - as well as those who receive 
it last and with the most difficulty 
- represent the edges of the classic 
bell-shaped curve. Ask a colleague or a 
member of your intended audience to 
review the message before it is distrib-
uted to see if it is potentially confus-
ing or might be misinterpreted. 

Managing information is an endless 
task. Recognizing communications as 
one of your most important responsi-
bilities and approaching the job with 
diligence and attention to detail can 
help each memo, letter and report 
deliver its intended message and move 
your audience to the desired behavior 
or outcome. GCI 





Getting what 
you re 
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worth 
GCI's Bruce Williams explains how to accurately 
assess your value and calculate better compensation. 

Several of the key factors for 
assessing value are: 

• Education 
• Experience 
• Responsibility 
• Past performance 
• Current compensation 

Defining value 



by Bruce R. Williams, CGCS 

One of the most im-
portant calculations 
you may ever make is 
the one that provides 

you with the correct informa-
tion to ensure you are or will be 
compensated fairly for your level 
of responsibility, experience and 
expertise. Typically this is a two-
step process. The first step is for 
you to assess your value to the 
specific job you are in or applying 
for. The second step is to develop 
a solid checklist that provides the 
basis for discussing or negotiating 
compensation. 

Knowledge is power and any 
discussion regarding compensa-
tion should be backed up with an 
appropriate amount of facts. Those 
individuals who are well prepared 
surely fare better in these types of 
discussions. 

What are you worth? 
The easiest answer to that ques-

tion is "Only what the employer is 
willing to pay you." However, most 
employers want to compensate 
you at a rate that is fair and reason-
able. It is just a matter of providing 
information that will support what 
is fair and reasonable. 

The Golf Course Superinten-
dents Association of America 
(GCSAA) has done a number of 
extensive surveys regarding com-
pensation. They clearly show that 
there is a differential between base 
compensation for different levels 
of education, size of facility man-
aged, completion of certification, 
etc. One of the interesting things 
about statistics is that they are 
just numbers until you take the 
information and make it fit your 
set of circumstances. 

When I work with clubs or 
individuals I try to take the sta-
tistics that best represent similar 
positions in a similar geographic 
location. For example, golf courses 
in Chicago tend to pay more for 
the northern suburbs than they do 
for the south suburbs. This could 
be very valuable information when 
negotiating compensation. Please 
note that I am not saying that the 
northern suburban clubs are better 
than the southern, but the value is 
dictated more by the cost of home 
ownership than anything else. 

In recent years GCSAA has 
developed compensation infor-
mation by state, chapter and 
sometimes metropolitan area. 
Chapters often have their own 
surveys and may get an even better 
response than the GCSAA survey. 
I had participated in surveys done 
by a number of top 25 clubs and 
multiple course clubs when I was 
at The Los Angeles Country Club 
so that I had the most accurate 
reflection of what other similar 
facilities were doing. 

Many surveys offer average 
or median compensation level 
information. Be sure you know 
how your club is positioned in 
the golf industry in your area. If 
the facility is ranked in the top 25 
rankings in your state then median 
compensation would not be a fair 
comparison. It is highly likely 
that you would fall into the top 
10 percentile. If you are certified 
and have a bachelor's degree you 
would fall into higher compensa-
tion levels than the median survey 
information unless you use those 
specific categories. 

The more experience you have 
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KPHITE 7LP Systemic Fungicide 
Bactericide is proven effective 
against pythium, dollar spot, 
brown patch and fungal diseases. 
KPHITE is EPA labeled, pH neutral 
and is uniquely formulated to 
increase plant health and vigor. 
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compensation should 
be backed up with an 
appropriate amount of facts " 

in the industry the greater your 
value in general. Surveys show 
the greatest earning years are 
from the age of 30-58 in our 
business. There is no doubt in my 
mind that experience translates 
into value for the employer. It 
is just a matter of presenting 
the stats and coupling why that 
increased value is there. 

Employers place a high value 
on education. They also place 
a high value on certification. 
Some of our peers may not have 
had the good fortune to receive a 
formal education. Never fear as I 
counsel my clients on providing 
a transcript of their continuing 

education. Employers love to see 
a lifelong commitment to con-
tinuing education no matter what 
previous education you have had. 
All education is not defined by 
college credits or CEU's but can 
also be attained through various 
leadership positions, presenta-
tions made, articles written, etc. 
Consider this as a part of the 
value you bring to the facility. 

What is the responsibility level 
of a specific job? Typically the 
more people you manage, the 
larger the budget you manage, 
higher staffing levels, and areas 
of responsibility will help you to 
establish the value of a job. 

With each of these skill sets an 
individual needs to relate how 
those skill sets will provide the 
employer with value. I always 
prefer to utilize hard numbers 
of how these skills have resulted 
in savings (value) for previous 
employers. 

So, does current compensation 
matter? 

It depends. For those assistant 
superintendents who are accept-
ing a first superintendent job of-
fer I often hear that the employer 
is offering the individual a 25 
percent or more pay increase. 
Actually I believe that is an unfair 
statement as the person is taking 
on far greater responsibility, will 
have many more hours on the job 
and significantly more pressure. 

The situation is similar to 
when an individual is hired to 
manage 36 holes or take on 
regional responsibilities within 
a management company. That 
person has far greater respon-
sibility and should be compen-
sated accordingly. 

Previously, I discussed the 
methods to utilize surveys and 
develop comparative informa-
tion from similar golf facilities. 
Make sure your numbers are 
correct. If any small items are 
not found to be credible then it 
takes away from your discussion 
or negotiation. 

I am often asked how one goes 
about finding the information of 
comparative golf facilities and 
also reliable data on compensa-
tion for other superintendents in 
the area as well as the profession-
al or manager at that facility. Be 
aware that it takes some time to 
do this. Most of what you would 
be looking for is on the internet. 
Of course you can utilize a quali-
fied career counselor to facilitate 
this for you. Golf facilities that 
are owned by governmental agen-
cies are required to provide full 
disclosure of their compensation 
as well as income and expenses. 
By going to the website of the 
city, county or state you will eas-
ily find this information. 

Accessing information from 
private clubs can be a little bit 
more difficult. Suffice it to say 
that there are several websites 
that will allow you to gain ac-
cess to information in the IRS 
990 form. Several years ago a 
new requirement for reporting 
was initiated and non-profits 
must now provide this informa-
tion. It contains budget/expense 
information as well as salary 
and total compensation for key 
employees. You should be able to 
find out what the key economic 
indicators for each facility and 
this allows you to speak intel-
ligently to the topic as it relates 
to compensation. 

I had mentioned we should 
all know what other key man-
agement positions pay at our 
facilities. Seldom do these people 
share that info, but through the 
9 9 0 Form you can get a good 
feel for how you are positioned. 
Remember that this knowledge 
guarantees you nothing but a 
smart person would know that 
they will likely be in a similar 
range to the other key employees 
of the facility. 

All too often superintendents 
do not take a broad look at the 
overall financial position of the 
golf facility. Is the facility profit-
able? What is the trend for the 
volume of business? What has 
the trend in golf course expenses 
been in recent years? All of this 
figures in to the ability to receive 
fair and adequate compensation. 
If a facility is trending negatively 
and making payroll is difficult 
then we all have to realize that su-
perintendents can be a big part of 
the solution to gain profitability. 
Cost reduction is a necessity now 
more than ever before. 

Timing is everything when 
compensation is concerned. I 
encourage keeping files on this 
information on a year-round 
basis. Access surveys and info as 
the year goes on. It will avoid a 
crunch time before your annual 
review or contract negotiation. 
For those entering a new job it 

Calculating your 
compensation 
Base compensation can be calculated form a variety of 
resources. Here are a few that I utilize when working with clients: 

• Comps of similar jobs 
• Surveys 
• Financial condition of the facility 
• Positioning among other key management staff 
• Value of the golf facility to the overall business 
• Potential to improve the property 
• Scheduled capital improvements 
• Proven savings from past positions 
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Don't sell yourself short 
Many superintendents manage more than a golf course. 
They manage some or all of the following: 

• Tennis courts 
• Paddle tennis courts 
• Croquet courts 
• Swimming pools 
• Driving range 
• Cart fleets 
• Equipment fleets 
• Building engineering 
• In-house construction 
• Project management 
• Wastewater treatment on site 
• Aquatic vegetation 
• Landscape design and 

construction 
• Director of golf {in some 

cases) 
• General manager {in some 

cases) 

would be quite helpful to keep a 
file with general information you 
can develop into more specific 
information for a single property. 

Compensation discussions are 
best if done when it is prime time 
at your golf course. My value at a 
golf course in Chicago was per-
ceived at a much higher level in 
July rather than December. Dis-
cussions should take place with 
the appropriate decision makers. It 
is not always the person that signs 
the checks that has the power to 
analyze your value or calculate fair 
compensation. 

If you find that your compensa-
tion is out of whack with compara-
tive golf facilities then you need 
to develop a strategy to attain fair 
compensation. It is unrealistic to 
look at pay increases of double 
digits in this economy. However, 
if current compensation is way 

below market valuation then think 
of a multi-step plan to get to the 
right amount. That plan must be 
based on measurable goals that 
bring increased value to the facility 
for what you do. 

Nobody wants to leave any 
money on the table when entering 
a new job. Anyone taking a job at 
below market value later realizes 
they may never be able to make up 
the difference with cost of living 
increases. I urge everyone to do 
their homework. If the thought of 
doing this analysis on your own 
scares you, then work with people 
who know how to create a win-win 
outcome. GCI 

Bruce R. Williams, CGCS, is prin-
cipal for both Bruce Williams 
Golf Consulting and Executive 
Golf Search. He is a frequent GCI 
contributor. 

UMany surveys offer average or 
median compensation level 
information. Be sure you know 
how your club is positioned in the 
golf industry in your area " 



IRRIGATION ISSUES 

Br ian V i n c h e s i , the 2009 EPA WaterSense Irrigation Partner of the Year, is president 
of Irrigation Consulting Inc., a golf course irrigation design and consulting firm 
headquartered in Peppered, Mass., that designs irrigation systems throughout the world. 
He can be reached at bvinchesi@irrigationconsulting.com or 928/433-8922. 

DON'T MISS AN OPPORTUNITY 

The majority of the U.S., accord-
ing to some experts, is an un-
precedented drought. The U.S. 

Drought Monitor indicates that most 
of the country is experiencing either 
abnormally dry conditions or moder-
ate, severe, extreme or exceptional 
drought. The Drought Monitor is 
updated weekly on Tuesdays (drought-
monitor.unl.edu/). The monitor also 
shows history, allowing you to see 
how the drought has expanded and 
worsened over the last 6 to 12 weeks. 

On top of the "non" winter, many 
superintendents had to start their 
systems early and dip into back-up 
water supplies before the onset of a 
hot and dry summer. However dif-
ficult this year has been, there may be 
a silver lining and an opportunity that 
shouldn't be missed. 

Droughts reveal irrigation deficien-
cies. Superintendents who believe 
they have adequate irrigation systems 
find out they don't and irrigation 
systems that aren't very good to start 
with end up being very difficult to 
deal with. In a drought, an irrigation 
system requires more maintenance 
- in both labor and material - more 
attention, and more management. 

If your water supply is limited, then 
you have probably lost sleep this sum-
mer. If you pay for your water, then 
you've had to review and rearrange 
your budget on a weekly basis. And 
if you are on a potable water supply, 
then you may be subject to water 
restrictions. 

The good news is that all droughts 
end at some point, but unfortunately 
usually in dramatic fashion which 
could cause you even worse problems. 

For example, the 10-year Australian 
drought ended in 2011 with major 
flooding causing wide-spread havoc 
and death. So, take advantage of the 
drought. Think of it as a learning ex-
perience about your irrigation system. 

People have short memories, espe-
cially members. In two years - when 
your golf course is completely green -
no one will remember how dry it was 
and the turf's condition or appear-
ance during the drought. Therefore, 

electric bill as compared to previous 
years. Are you buying more irriga-
tion material? Document how much 
labor is being consumed by irriga-
tion repairs. Has your hand watering 
increased from watering hot spots, be-
cause you need to be more judicious 
with your water use, or is it the only 
way you can keep critical areas alive? 

In a drought water quality becomes 
an issue. Hopefully you have a base-
line water test from a normal year. 

"If you already had irrigation issues, then this 
summer's drought just compounds them. 
However, it does allow members to see the 
issues you have. It's difficult to showcase 
problems when it is raining on a regular basis." 

document the problems that drought 
caused and how poorly your irrigation 
systems performed. If you document 
the problems, then when the time 
comes for you to pitch any type of 
irrigation system improvement you'll 
have the documentation to jar your 
board's and members' memories. 

Documentation needs to be 
detailed and factual. Nothing beats 
pictures - low pond, exposed intake 
piping, dry spots around the course. If 
it's really bad, get in the air and take 
some aerial photos. 

You also need to collect data. How 
much water are you using compared 
to past years? How much more are 
your water costs than in past years? 
How much longer are you irrigating 
than in past years? Is your pump sta-
tion operating longer? Look at your 

As water flows through streams and 
rivers, and ponds draw down, water 
quality can deteriorate. Concentra-
tions of various contaminants increase 
as there is less dilution. Test your 
water and see if it is changing. If it is, 
then how is that affecting your turf 
quality? Document it! 

If you already had irrigation issues, 
then this summer's drought just 
compounds them. However, it does 
allow members to see the issues you 
have. It is hard to showcase irrigation 
problems when it is raining on a regu-
lar basis. Use this opportunity to your 
advantage. Point out the deficien-
cies in the irrigation system that the 
drought clearly illustrates. You may 
not to get to use the information im-
mediately, but you will have it when 
you need it. GCI 
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Questions about wetting agents? We're here to help! 
Tweet your question using the #AskAquatrols hashtag, or send us an email at info@aquatrols.com. 

Get answers from the industry experts every Friday at aquatrols.wordpress.com. 
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mailto:info@aquatrols.com


We look at soil & water quality 
from a different perspective. 

Yours. 

Your course is like no other -
especially when it comes to soil 
and water quality issues. 

That's why we've designed a 
comprehensive line of products to 
help you manage your unique soil-
and water-related challenges. From 
salt stress to carbonate buildup, 
we'll help you evaluate your turfs 
needs and build a program that is 
both effective and affordable. 

»Aquatrols* 



Superintendents can take 
the wrongturn in the pursuit 
ofthe right job candidate. 
GCI's legal experts offer some 
sound advice on hiring. 

by Christopher G. Elko, Esq. 
and David B. Cronheim, Esq 

The downturn in the job market has led 
to an increase in employment-related 
litigation. In fact, not only have em-

ployees and former-employees targeted 
companies with a wide array of lawsuits 
(wage and hour claims, wrongful termina-
tion claims, and discrimination claims), but 
even rejected applicants are getting in on 
the action, and employers within the golf 
industry are not immune. 

Golf course superintendents focus on 
turf, not employment law.. .and rightfully 
so. However, superintendents charged with 
recruiting and managing their own staff 
must be aware of the risks inherent in the 
hiring process. Often, that process can be 
quite informal. There is nothing wrong 
with informality, but superintendents 
should guard against overly casual ap-
proaches that can ultimately lead to liabil-
ity; the line between informal and unlawful 
is narrower than many realize. 

In the face of these growing risks, su-
perintendents should remember that they 


