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GO L F club operation canno t be immune 
to the general upheava l and revision 
of policies tha t bus iness general ly 

has been experiencing for the last 18 
months . The managers , profess ionals and 
g reenkeepe r s mus t t ake into most serious 
considera t ion this bas ic f a c t : They a re 
in t rus ted with the business des t iny of the i r 
clubs, bu t unfor tuna te ly too o f t en have 
merely a smal l speaking par t in the formu-
lation of club policies. Th i s s i tuat ion I 
think is recognized by all t h e thought fu l 
depa r tmen t heads of golf clubs. To such 
men i t m u s t be completely obvious tha t to 
keep the p resen t uncer t a in t i e s f rom handi-
capping our individual developments and 
those of our respect ive businesses , we 
have u r g e n t need of un i ty be tween the 
manager , profess ional and greenkeeper . 
Individually, none of the t h r ee of us is 
going to ca r ry the weight wi th our club 
officials t h a t the three of us would have 
collectively on a fores ighted , sound and 
harmonious program for the good of the 
club. 

Some of the profess ionals and green-
keeper s have been, I think, unduly exer-
cised at the in te res t shown in the devel-
oping t rend towards genera l managemen t . 
I will confess to having held, for some 
time, a suspicion of t he dange r of th is 
idea not a lone to me and o the r profes-
sionals, but to the clubs. My opinion has 
been a l te red as I have seen tha t I had 
based my f o r m e r belief on an unwar ran t ed 
ballyhoo of genera l m a n a g e m e n t . 

The idea of general m a n a g e m e n t t h a t 
first got a round among profess ionals and 
g reenkeepe r s is t h a t the house manage r s 
intended to be " the works" and tha t the 
profess ional and g r eenkeepe r s were to be 
as e r r and boys with the inevi table curtail-
ment of pay and oppor tuni t ies for advance-
ment . The golf club officials have been 
in te res ted in this genera l m a n a g e m e n t idea 

f o r the simple reason tha t they have been 
despera te ly looking for some cure-all t h a t 
will remove the agony of the annual deficit . 

T h e g reenkeeper and the profess ional 
h e a r some vague r u m o r s of wha t is going 
on about th is genera l management af fa i r 
and a re d is turbed by the suspicion t h a t 
the i r associate, the clubhouse manager , is 
a r r a n g i n g to " f r a m e " them. I don ' t c i te 
th is as the genera l ac tua l per formance , but 
I do mainta in tha t t he re is enough bas i s 
for my s t a t emen t to show tha t it is mar -
r ing the smooth opera t ion of golf clubs. 

Who Is Qualified? 
When we get r ight down to th is genera l 

m a n a g e m e n t policy, it is difficult fo r a 
f r a n k and informed m a n to conceive of any 
reason why the clubhouse manage r or 
s t eward should be pu t into this posit ion of 
ter r i f ic responsibi l i ty simply because he is 
acquain ted with r e s t au ran t and house 
operat ion, which, a f t e r all, is but one detai l ' 
of runn ing the club, and not the essen t ia l 
one, a t tha t . 

Consequently, we come to the point 
w h e r e we all m u s t admit t ha t th is gen-
e ra l m a n a g e m e n t idea, if not given t h e 
bas is of ha rmonious and efficient co-or-
dinat ion of each depar tmen t , is a peril to 
t he clubhouse m a n a g e r as well as to the | 
pro and the g reenkeeper . Since this gen-
e ra l m a n a g e m e n t idea has been given 
publici ty tha t t he r e a r e hundreds of good 
bus iness execut ives—at present the vic-
t ims of the indus t r ia l s i tuat ion—who a r e 
anxious to ge t posi t ions as golf club gen-
e ra l manage r s ou t r ank ing the p resen t club-
house manager , the pro and the green-
keepe r and rea l ly hav ing less qualifica-
t ions in this in t r ica te , peculiar bus iness of 
r u n n i n g a golf club. 

The big problem of the pro, m a n a g e r and 
g reenkeepe r associa t ions , is to get the i r 
m e m b e r s to th ink of thei r problems col-
lect ively wi thout hav ing personal i t ies dis-



tu rb r e su l t fu l del iberat ion. Tha t is ex-
actly the problem of the d e p a r t m e n t heads 
a t each country club in the Uni ted Sta tes . 
By this I don ' t mean tha t we haven ' t team-
work and a lot of i t a t coun t ry clubs, be-
cause we have: One of my finest and la-
mented f r iends , the late m a n a g e r a t Old 
Elm, was a man who m e a n t a lot to me 
in my work and I am va in enough to say 
tha t I ve ry earnes t ly did every th ing t h a t 
I could cont r ibute in my smal l way to his 
success in a very unusua l and difficult 
s i tuat ion. 

Our club is not r ep resen ta t ive . It has a 
very exclusive membersh ip of weal thy men 
and our problem, while not those of han-
dling heavy play, a re made ju s t as t ry ing 
by the perfec t ly pardonable ins is tence of 
our m e m b e r s having absolute ly everyth ing 
absolutely r ight . 

Figures Show Harmony 
At the average country c lub you can al-

most invar iably tell tha t h a r m o n y exists 
be tween the professional , m a n a g e r and 
g reenkeepe r by looking a t the annua l finan-
cial s t a t e m e n t . W h e n you see clubhouse 
volume and opera t ing expense tha t is 
laudable, you are a lmost ce r ta in to find 
behind t h a t picture the en thus ias t i c team-
work of t he professional who is act ive in 
conduct ing events tha t draw play to the 
course and running these even t s off a t a 
t ime t h a t will fit in nicely wi th the ki tchen 
and he lp faci l i t ies a t t he club. Fur ther -
more you will see the work of the green-
keeper in main ta in ing his course in such 
condi t ion t h a t it a t t r a c t s t he play of mem-
bers and guests , and whose purchas ing is 
done wi th such a keen apprec ia t ion of ex-
actly wha t is needed t h a t he cont r ibutes 
g rea t ly to the financial showing of the club. 

Af t e r all, i t unfor tuna te ly is the case t h a t 
t he r e s t a u r a n t deficits of count ry clubs a re 
t h e sore spo ts wi th officials. Anything 
t h a t possibly can be done by the pro and 
g r e e n k e e p e r in a t t r ac t ing to t h e clubhouse 
a volume of business t h a t will give the 
house m a n a g e r a fighting chance for a 
good showing is a consummat ion devoutly 
to be wished by every coun t ry clubhouse 
manage r in the nation. 

In the golf club bus iness we have, I 
believe, t h e g rea tes t d e p a r t m e n t head an-
nual labor turn-over of any act ivi ty t h a t 
is supposed to be a bus iness . You know 
how m a n y good manage r s a r e looking for 
jobs today. Good pros and good green-
keepers , too, a r e suffer ing f r o m this situa-
tion. W e can talk about t he details re-
sponsible for this, all we want , but I am 

satisfied tha t when we get down to bed-
rock we will find t h a t an impor tan t f ac to r 
in the origin of th is unhappy condit ion is 
t he lack of unde r s t and ing be tween man-
agers , g reenkeepers and pros. If t hey 
would talk over each other ' s problems on 
a considera te bas is they all would be in 
a posit ion to be of mutua l help in "sel l ing" 
each other to the club officials and mem-
be r s with whom they a re in most in t ima te 
contact . 

Tells Pros' Case 
There is a thoroughly unfounded belief 

a m o n g many club manage r s tha t the pro-
fess ional is r eek ing in weal th acquired 
f r o m pro shop sales . The manage r m a y 
see the sale slips coming through and he 
sees the pro complete ly ar rayed like Sol-
omon in all his glory a s the sell ing f r o n t 
of t he pro bus iness . But the m a n a g e r 
doesn ' t see the expense side. A gross 
profit of 33% in a short-season special ty 
bus iness would be a hopeless p ic ture to 
t h e bes t of special ty shop reta i lers . How-
ever , th is is the pros ' usual gross and out 
of it mus t be paid his ass i s tan ts , ve ry 
heavy fire and t h e f t insurance ra t e s , t h e 
cos ts of balls sna tched but not s igned for 
by members in a hu r ry , the cost of play-
ing, dress ing and otherwise put t ing on the 
f ron t t h a t is expected by a pro these days, 
and innumerab le o the r i tems. The les-
sons a t 18-hole c lubs average less t han 
two per member per year . Do you wonder , 
then , t ha t many profess ionals are ser iously 
concerned wi th t he i r merchandis ing prob-
lems and consider themselves lucky to 
ge t by with only a little more t han the 
annua l profit r ep resen ted by the club clean-
ing income? 

The difficulty of opera t ing a pro shop a t 
a good merchand i s ing profit is a t t e s t ed to 
by the annual s t a t e m e n t s of golf clubs t h a t 
h a v e tried the exper imen t of opera t ing the , 
shops themselves . Only in a few cases do 
I know of c lubs t h a t real ly have received 
a n y appreciable n e t income f r o m such 
opera t ion and in these cases it h a s been 
direct ly and ent i re ly t h e result of the m o s t 
i n t ense and cons t ruc t ive cooperat ion be-
tween the profess ionals , m a n a g e r s and 
g reenkeepers . W e profess ionals have our , 
i n t e rna l problems t h a t are j u s t as be-
wi lder ing and disconcer t ing as those t h a t 
m a n a g e r s have to contend with. One of 
ou r miser ies is t h a t number of boys who 
can shoot a fa i r ly respectable game and 
will t a k e a pro job a t any income a t all 
s imply to have the privilege of p laying 
golf and of being called a profess ional . „ 



Their pi t i ful lack of qualif icat ions is cost-
ing the clubs money, but in the tedious 
period it is tak ing for club officials to 
realize this , many compe ten t and con 
scient ious profess ionals a r e being penal-
ized. 

Club Operation Perplexing 
The query of a f r iend of mine comes to 

me as I consider the genera l method of 
golf club operat ion. This young man says 
he wonders how he can be so smar t and 
so poor and others be so d u m b and so 
rich. I h a v e heard a lot of t he perform-
ance of the eminent ly success fu l business 
men a s golf club officials a n d I wan t to 
tell you t h a t it f requent ly m a k e s me think 
tha t club managers , profess ionals and 
g reenkeepe r s a re financial and executive 
geniuses by comparison. I o f t en th ink 
tha t one reason why Old Elm is so 
smoothly and sat isfactor i ly r u n is t ha t our 
club very seldom changes officials. W e 
have had bu t two pres idents s ince the club 
s ta r ted . Dea th took our first pres ident 
f rom office. There is p lenty to make me 
believe t h a t I am working fo r the smart-
est aggrega t ion of bus iness m e n in Chi-
cago, possibly the g rea t e s t confirmation 
would come f rom the income tax authori-
t ies. However , I see par t icu la r ly vivid 
evidence of it in the fac t t h a t these men 
realize tha t as competent a s they are, it 
t akes one of thei r number a good many 
years to l ea rn the job of becoming a golf 
club official. 

Other club depar tmen t h e a d s a re not as 
f o r t una t e as I am in this r e spec t . They 
have an a lmos t annual turn-over in offi-
cials, e ach official with new unt r ied ideas. 
The r e su l t is tha t the m a n a g e r , the pro-
fess ional and the g r eenkeepe r are held 
accountab le for the u n f o r t u n a t e outcomes 
of t hese exper imen t s t h a t a r e forced upon 
them. 

One by one we cannot successfu l ly cor-
r ec t th is evil t ha t is cost ing our clubs and 
ourse lves so much money, bu t collectively 
we d e p a r t m e n t heads can r a i se our voices 
in defini te cons t ruc t ive c r i t ic i sm so tha t 
we will b r ing into the coun t ry club field 
t h e s tabi l i ty and soundness of operat ion 
t h a t it very plainly needs. 

Matched Department Heads 
W e h a v e seen scores of go l fe r s all over 

t he count ry be t t e red so ma te r i a l ly by the 
m a t c h e d se ts of woods and i rons tha t have 
come on the m a r k e t in the l a s t few years 
tha t we can d raw a parallel . T h e matched 
s e t of the manager , pro and g reenkeeper 

p laying for the golf club is cer ta in t,o r e su l t 
in a subs tant ia l improvement in the or-
ganiza t ions ' score when the annua l s ta te-
m e n t is compiled. The only chance any 
of us have of ge t t ing more money—and 
the re a re thousands more of us underpa id 
t h a n overpaid—is by el iminat ing the costly 
and senseless f r ic t ions tha t a r e e i ther the 
resu l t of fes te r ing misunders tand ings or of 
t e m p e r a m e n t a l deficiencies tha t incapaci-
t a t e a man for p roper service as a golf 
club depa r tmen t head. In the la t te r case , 
I don ' t know what to do. At my yea r s one 
becomes r a the r reconci led to his inabi l i ty 
to r e fo rm h u m a n na tu re . However , if I 
had any th ing to say, I would be b r u t a l 
enough to " c a n " the man who can ' t get 
a long with o ther honest , s tr iving, com-
pe ten t associates . In the former case of 
u n f o r t u n a t e misunders tandings—if such 
exis t a t your club—a li t t le tact , considera-
tion, and possibly giving in a bit may br ing 
abou t the energet ic and sympathe t ic uni ty 
t h a t is the only bas is of advancement fo r 
all of us. 

As a r ep resen ta t ive professional , I can 
say tha t I do not care how much money 
a n y clubhouse m a n a g e r gets. He can ge t 
a hundred thousand dollars a year as f a r 
as I am concerned jus t so I get mine in 
p roper ratio. But ne i the r one of us will 
ge t the income tha t the impor tance of our 
du t ies w a r r a n t unless we put the club in 
a sound financial and operat ing condi t ion. 
For t h a t reason we all have to th ink of t h e 
c lub first and tha t is t he real s t a r t toward 
the const ruct ive h a r m o n y tha t each think-
ing depa r tmen t head is extremely anxious 
to see in golf club operat ion. 

/ t kA EMBERS must not buy balls from 
caddies." Near ly every club h a s 

such a rule. Why? To boost the pro 's golf 
ball sales? 

Not a t all. The ru le is designed to elimi-
na te a great deal of t he tempta t ion on the 
p a r t of the caddies to steal golf balls. If 
the members are no m a r k e t for t he boys' 
loot, the boys soon discover t h a t d isposing 
of stolen balls is more trouble t h a n it is 
wor th . 

TH E club anxious to a t t r ac t caddies 
should provide a fenced-in caddie-yard 

in which they can a m u s e themselves unt i l 
a s s igned work. A few pieces of s imple 
gymnas t i c appara tus , one or two horse-
shoe courts, and a pai r of baske t ball 
goals will help. 


