or the
Clubhouse

By JOHN P. JAEGER

T'he beginning of a new year is said to
call for resolution. We resolve to stop
smoking, to stop worrying and take
things a little easier. We resolve to cor-
rect bad habits, to make a fresh start, to
do better next year. Most of our resolu-
tions are false promises—carried out for
a few days, or weeks—and we're right
back again in the same old rut.

I would like to suggest a resolution
for the New Year—a resolution to make
your position as club manager a little
easier. The resolution is, “I resolve today
to do something about a budget for my
club for the forthcoming year—to adopt
budgeting procedures where none now
exist, and revise antiquated budgeting
methods where updated revisions are
called for.”

None of us would, I'm sure, embark
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on an extended automobile trip without
knowing in advance the route that is go-
ing to take us to our destination. True,
we may alter our plans as we progress,
but our fundamental route is predeter-
mined. Isn’t it equally foolish to begin
operation in the new year without a pre-
determined destination and route?

Your club is an ever more important
unit in the social life of your communi-
ty. It is spending hundreds of thousands
of dollars to fill the needs for services,
recreation, sports, pastimes, entertain-
ment. It is a vital institution in our cur-
rent mode of living.

To fulfill its function efficiently, it
must employ management methods in
keeping with the size and scope of its in-
creasingly complex operation. An effec-
tive budget procedure is one of the de-
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vices which modern management has de-
veloped to properly fulfill its function in
the handling of the large scale enterpris-
es. Clubs are now big business and they
should therefore use the management
methods of big business.

To this day, however, few club man-
agers have done a really effective job of
using budgeting techniques—planning
and forecasting and setting of standards
of performance—to improve the control
and results of club operations. Those
managers who do adopt present-day
budgeting techniques can show better op-
erating results.

These are changing times in club man-
agement and we must set new targets—
strive for new goals. Club management
generally must do a more effective job
in the control of payroll and materials
cost and of other controllable expenses
than in the past if clubs are to survive
and prosper. One of the most effective
methods of controlling costs and of im-
proving efficiency is budgeting.

The size of the club has little bearing
upon the necessity for planning and
budgeting. There is scarcely a club that
could not use a budget to advantage.

Too often, the “small club” manager
has considered budgeting unsuited to his
requirements. Although he may be con-
vinced of its merits, he has believed it to
be too involved or too time consuming.
Intelligent planning, in clubs large or
small, requires careful study. Although
the required budget procedures are fun-
damentally the same in a small or a
large club, they are much simpler in
their application in the small club.

As T see it, it is the duty of club man-
agers to apprise your Boards of the val-
ue and necessity of financial planning,
to dispel the misconception that budget
procedures are complicated and unwork-
able and to encourage their adoption.
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Projection of a cash budget to deter-
mine what funds will be required, when
they will be needed, and from what
sources they will be derived is an impor-
tant phase of budgeting, especially
when working capital is limited.

What Budgeting Means

Some look upon budgeting as guess-
ing—a mere setting down of figures
which are subsequently compared with
actual figures to determine how accurate
the “'guess” was. A budget is much more
than that. It is a plan of operation.

Estimates of income and expenses are
made by carefully weighing past perfor-
mance, current trends in business, pro-
spective higher prices and taxes, increased
labor costs, and other pertinent data to
determine their effect upon past, present
and future operating results.

Having determined these factors as ac-
curately as possible, a plan of operation
is mapped out which utilizes this know-
ledge to the best advantage in order to
produce satisfactory operating results.

A budget which is properly construct-
ed and carefully thought through is re-
warding in many ways. It provides def-
inite objectives with regard to future op-
erations. At the same time, management
policies for the future are formulated
and clarified. The budget is a convenient
yardstick for measuring efficiency of op-
erations, both general and in detail. It
fixes the responsibility for achievement
of each estimated result on some individ-
ual or department.

Employees are encouraged to attain the
objectives set by the budget. There is no
better method of co-ordinating financial,
sales and operating results than through
budgetary control.

No attempt will be made to cover all
the detailed methods which may be used
in developing a suitable budget. A thor-
ough study of various individual prob-

continued on page 66
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continued from page 31

lems involved must first be made and
those principles applied which best meet
the specific requirements of the club.

However, here are some of the funda-
mental methods and procedures which
have been tested and proved effective.

How do you establish a budget? As
the first step in the development of a
sound budget program, the club manager,
as a manager, should produce for his
Board a program estimate of his opera-
ting plan for the entire group of operated
departments for which he is responsible.
This must be a technically competent
plan containing the following fundamen-
tal information:

® An estimate of revenues should be
made by months by operating depart-
ments with clear explanatory reasons for
changes from what past experience re-
cords.

e Planned cost and expense ratios to
sales should be disclosed representing

management’s established pre-standards.

® The expected profit or loss realization
is projected from the individual and to-
tal of all operated pay-service depart-
ments.

These are not guesstimates but a com-
plete detailed projection of planned re-
sults. Club management prepares, sub-
mits and recommends this part of the
get as the first and initial step toward the
over-all budget program.

Secondly, management should rec-
ommend capital improvement projects
which are required or contemplated for
the fiscal budget.

For changes or new equipment, the
cost of which can be justified in savings,
the cost and savings should be worked
out in detail and demonstrated. For
changes or equipment where the cost can
be justified in added gross profits through
increased sales or revenue, these increases
should be illustrated. The new equipment
or changes which are recommended sole-
ly on the basis of improved service must

continued on page 68
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New, big 18” markers.
Unusual and attractive. Die
embossed steel with heavy
baked enamel finish.

All-in-One. 14” x7”. White
letters on green background.
Die embossed steel with
permanent finish.
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(Price incl. 26” stakes,
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Most economical tee mark-
ers you can buy! Sturdy
10” x 7" die embossed steel
with baked enamel finish.
Replacements always in
stock.

Hole Numbers....$1.60 ea.
Yardage Signs .... 1.50 ea.
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Write for

141 Hanley Industrial Ct.
St. Louis, Mo. 63144

For more information circle number 185 on card

GOLFDOM



G6 I'El¢ MIAT

INDOOR GOLF
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THIS WINTER and
Evenings ‘year round’!

AN ELECTRONIC INDOOR GOLF MIRACLE!
Members play REAL GOLF INDOORS, use
full set of clubs, full swing, regulation
ball. See their ball rolling over the acres
of Pebble Beach, Doral, Congressional and

other famous courses.

KEEPS YOUR CLUB
OPERATING YEAR
ROUND!

ALL WINTER, .oming,

noon and night, your Bar and Food Service
stay busy. Green fees charged for GOLFO-
MAT pays for it, and normally will produce
a handsome profit.

YOUR PRO CAN TEACH NIGHT AND DAY,
365 DAYS OF THE YEAR! Helps your club
to keep key personnel during the used-
to-be ‘‘off-season.’”’

Write for Brochure

GOLFOMAT

41 West 56th Street
New York, N.Y. 10019

Phone (212) 582-6040

For more information circie number 229 on card
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be illustrated and planned on this basis.

In all cases, carefully prepared esti-
mates of the cost of each project or item
of equipment should be obtained and
submitted.

The next step in our budget program
is the submission by management of ex-
pense estimates for all non-revenue de-
partments under its control and respon-
sibility. The basis of these estimates
must be the historical costs of prior
years strictly pursuing the established
policies of operation.

As a final step, management recom-
mends projects which can reduce costs
or expenses or improve efficiency.

Organizing Budget Committee

The club manager, with his intricate
knowledge of the club’s operations,
should offer his counsel and advice as to
the proper composition of the budget
committee. The budget preparation is a
business and financial plan and should
be handled by a small committee, which
will precut red tape and steer it through
to final ratification by the Board of Dir-
ectors or Governors.

The preferred makeup of the com-
mittee is the Chairman of the executive
or finance committees, the treasurer and
the first vice-president or chairman of
the house committee, whoever occupies
the most commanding position in the
club. This is to be a permanent standing
committee of the club.

Assisting the budget committee is the
club accountant who prepares forms and
gathers estimates and assembles figures,
the CPA’'s who are consulted in an ad-
visory capacity and the club manager
who is consulted upon invitation of the
committee.

Schedule of Budget Meetings

The budget committee, automatically
constituted upon the annual election of
directors and officers, should meet short-
ly after the annual meeting to start pre-
paration of the new budget. The com-
mittee isues requests for budget estimates

confinued on page 70
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Budgeting for the Clubhouse
continved from page 68

from all officers or committees author-

ized to control and expend club funds.

Requests would go to the chairmen
of all activity committees, and to the
committee chairman in charge of prop-
erty, building, special functions, etc. The
club manager is called upon for his pro-
jected budget of the revenue operated de-
partments, as well as for the overhead
expense groupings. The club accountant
is directed to prepare forecasts of all fi-
nancial and fixed charges such as insur-
ance, taxes and interest.

The chairman of the membership com-
mittee is asked for a proposed quota of
membership by classes in order that an-
ticipated revenue from membership dues
can be ascertained as well as new mem-
bership initiation and transfer fees.

Should the club have a committee for
capital additions and improvements, its
chairman is directed to submit his bud-

get for new building, revisions, land ac-
quisition or other capital expenditures.

The assembly of budget requests,
their digest and the formulation of the
budget plan is the direct function of the
budget committee — the club manager
and accountant to assist only to the ex-
tent requested by the committee.

The budget should be formulated in
two separate parts, the operating budget
and the capital funds budget. No set
form is required but it should be kept
simple and understandable.

The budget defining the responsibility
for each section is the key to successful
planning and execution. After finalizing
the budget, the budget committee rec-
ommends the approval of the budget
plan by the Board of Directors.

Your Board of Directors or Governors
is the final authority and approves the
budget for the ensuing year as submitted
or amended. You now have your opera-
tional map for the new year—your des-

continued on page 74
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DIVOT-FIXERS

Golfers insist on good greens! Experience has proven that, given
a good tool, the golfer will do his part in maintaining our beauti-
ful greens. The DIVOT FIXER is made to be furnished to each
golier in the repair of ball marks. These ball marks must be
repaired at once if we are to avoid dead spots of grass.

DIVOT FIXERS are now available in both aluminum and highly
polished nickel steel, with standard imprinting as shown. 10% of
order in small individual envelopes with printed directions. Extra
individual envelopes, one cent each.

SPECIAL IMPRINTING NO LONGER AVAILABLE.

Prices nickel steel
(FOB Des Moines)

100 — $15.00 100 — $10.00
30.00 250 —
47.50 500 —
90.00

Woodside Golf & Park Supply Co.

Des Moines, lowa 50313

ORDER NOW!

Prices aluminum
(FOB Des Moines)

20.00
35.00

1000 — 65.00

For more information circle number 121 on card
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Get a ‘Better
Grip
driving for par...
...driving a car

PAR-MATE

COLD WEATHER
GLOVES

S-82 <
Superior quality all capeskin dress and
sports: glove. Backs lined with warm
wool blend. Black or Pecan. Men's
sizes S-M-ML-L-XL, also cadet sizes.
Ladies’ sizes S-M-L.

$9.25 pair

S-84 '%
Stretch glove with wool tweed back,
tacky capeskin palm. Black or Pecdn..
Men’'s Medium Size fits S-M. Men’s
Large Size fits ML-L-XL. Ladies: One
size fits all.

$6.00 pair

RECOMMENDED FOR SKEET SHOOTING
AND PADDLE TENNIS,

ORDER NOW FOR HOLIDAY SALES
Write for Winter Folder
AT PRO SHOPS ONLY

PAR-MATE

10 West 33rd Street, New York, N. Y. 10001

For more information circle number 114 on card
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tination has been determined and your

route for arriving there has been laid out.

The budget is a plan, not a law. It is
an instruction to the several responsible
operating and administrative heads as to
the program to be executed and the
results, in financial terms, which they are
expected to produce.

Since you have had an active part in
the formation of the initial projection
for the new year, your position as club
manager becomes easier as your pre-
determined goals are set for you.

Budgetary Control—Follow-Up

Usually, the budget program will not
effectively serve as a control or meas-
uring stick for month-to-month opera-
tions. It is customary for the budget com-
mittee to review actual performance in
income and expenses and departmental
results on either a quarterly or seasonal
period operation.

In either case, the annual budget is
broken down into quarterly or seasonal
periods, and a report is prepared com-
paring the actual results with the budget
program.

As far as the club manager is con-
cerned, the field for which he is respon-
sible is clearly defined. His performance
will be rated as he meets the policy ob-
jectives set up in the budget.

Over-performance is as open to crit-
cism as under-performance. The aim is
to adhere to the standards set.

Your club accountant will advise the
status of their actual expenditures from
time to time, as compared to budget
authorizations, and will report to the
budget committee any excess of actual
commitments or actual expenditures over
authorization as soon as the information
comes to his knowledge.

Your club accountant has no control
powers over expenditures, nor has the
budget committee. Where control action
is desired, it must be exercised through
the Board or officers to whom power is
delegated.

continued on page 76
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Adapter sleeve

SENSATIONAL! NEW!

replacement
strips

HftexiMatss

DELUXE RUBBER BASE
TURF KING

GOLF MAT BRUSH

(With Hi-Impact Long lasting Polypropylene Bristles)

1. The new Deluxe Turf King rubber base poly-
propylene brush is designed for indoor and
outdoor use (Pat. Pend.) Non-skid bottom sur-
face prevents brush from slipping while in
play and protects expensive floors from
scratching and marring.

2. Weatherproof.

3. Designed to allow easy installation of replace-
ment strips.

4. Sizes: 5” x 20" (to fit 5” x 20” mat opening).

5. Rubber Adapter Sleeve allows 5” x 20” brush
to fit 622" x 22" mat opening.

DURABLE, RESILIENT REPLACEMENT STRIPS to
fit 5 x 20” or 6%2” x 22" Deluxe rubber base
brush. (ONE SIZE STRIP FITS BOTH BRUSHES).

See Your Favorite Distributor or write to:

Flexi=Mat Corporation
1440 W. 21st. Place, Chicago, lIl. 60608
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Function and Value
of the Budget Procedures
It would be well to point out that a
budget is no positive restriction on ex-
penditures, nor is it an instrument for
actual control over management or com-
mittees. What then is the function and
value of all these elaborate procedures
in preparing and making the budget?

The function and value of budgeting
procedures can be defined as follows:

(1) The budget is an instrument
through which the increasingly diverse
and complex operations of the modern
club are brought into coordination and
over-all planning in order to develop
policies and a program for the club’s op-
eration on a sound business basis.

(2) It is the means of setting out the
organization structure and the relation-
ship of authority within that structure in
assigning the conduct of various opera-
tions and departments to the club man-
ager and to the various officers or com-
mittee chairmen.

(3) It defines the areas of responsi-
bility for each of the three—the club
manager, officers and committee chair-
men.

(4) It is the principal medium for
effective communication in an organized
way, between the director body and the
active operating personnel — particularly
between the club manager and the Board.

(5) It assumes an annual review and
examination of all the activities and
operations of the club and opens the way
to the orderly, systematic consideration
of changes, new ideas and improvements.

(6) It is the means of solving the re-
curring problem of educating the in-
coming new officers and directors into an
understanding of the whole scope of the
club’s operations—it's purposes, organi-
zation, finances and the constantly rising
new problems.

(7) It enforces planning—particularly
long-range planning, as a necessity to in-

continved on page 78
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telligent club management.

(8) It creates a bulwark of protec-
tion against unsound fiscal policies.

(9) It provides a measuring stick for
period checkup of actual against desired
performance.

(10) It brings to focus all the new
problems which are rising and being cre-
ated in the rapid expansion of the
club and its wider ramification into new
activities and fields.

There are, of course, many refinements
which are necessary in an effectively
functioning budgetary control system.
However, the thought in this presenta-
tion is to review only the basic techniques
or fundamentals inherent in club opera-
tions’ budgetary control.

The changing role of the club man-
ager requires him to play an important
part in aiding equity management in
forecasting, planning, controlling and

improving operating results. It is in these
fields the manager meets his greatest chal-
lenge and the greatest opportunity for the
exercise of his talents. @

Merchandising Tools
continved from page 55

1) Wording on signs should be infor-
mative, yet concise and “alive.”

2) Signs should look professional in
their layout and lettering.

3) Signs should never look soiled or
marred. This could quickly spoil the cus-
tomer’s image of the merchandise.

4) Change signs often to keep them
up to date.

5) Make signs sell the customer bene-
fits rather than merely “things.” Signs for
apparel should emphasize neat appeat-
ance, style and attractiveness.

Lighting

Lighting primarily makes it possible
for customers to see the merchandise, but
it also should serve a dramatic function.

continved on page 80

4 Let us show you why this golf car is your

pare ELECTRIC CADDY®, feq-
any other golf car on the market. If you
want tops in efficiency, comfort, economy of operation, and rugged,
dependable service from dawn to dark without interruption . . . you
want ELECTRIC CADDY®.
FLEET PROFI'I‘ FEATURES: © Moderate initial investment

We urge you to com
ture-by-feature with

® Simpl costs ® Sealed trans-

mission (2 yeur warranty) ® 969, efficient ® No solenoid:

BEST FLEET BUY!

ELECTRIC-
CADDY_

TILT-BODY 2
ON ALL
MODELS

Dislribu'orships available
in some areas

ELECTRIC CARRIER CORPORATION
D207 Petroleum Center, San Antonio, Texas 78209

Please send me complete information on the entire
ELECTRIC-CADDY® line of 3-wheel and 4-wheel golf
cars — and turf and utility vehicles.

or complicated circuitry © Golf bags vertical to protect
club grips ® Disc brakes ® Automatic chargers.
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