


ATTACK continued 
er sold more than $10,000 worth of 
golf shoes in one year in your life, 
and here you have $12,000 worth. 
Bad business and failure to stick to 
your plan of at tack. 

Obviously, the situation could be 
reversed. You could have ordered 
the shoes and you could have needed 
$15,000 worth of inventory rather 
than $10,000. But the point is that 
you can buy that stuff a lot easier 
than you can sell it. You can always 
get more shoes, but it's a lot tough-
er to get more customers. A budget 
is a two-edged sword. It is an indica-
tor of highs as well as lows and it 
must be utilized accordingly. Re-
member. it is a cons tant measure, 
but it is not absolute fact. If you 
rigidly enforce a budget, that is just 
as bad as not b u d g e t i n g . T h a t 
means you are right come "heck or 
high water ." That means you are 
maximizing profits. A "non-bud-
ge ter" generally minimizes profits. 

At this point, let's tear off on a 
t angen t . I recently interviewed a 
golf professional who has an inter-
esting and I might add a very prac-
tical approach to his budget ing. 
Even though the approach would be 
c o n s i d e r e d s imple to the c o m p -
troller of General Motors , this golf 
professional has a plan that would 
fit every golf shop tha t I 've ever 
seen. The approach is as follows: 
M e r c h a n d i s e prof i t s a re to cover 
all a d m i n i s t r a t i v e a n d o v e r h e a d 
costs plus yield a minimum profit. 
And everything else is mine. 

My good friend Ernie Sabayrac 
will probably not speak to me any 
more for putting that s tatement in 
print because of the words "mini-
mum prof i t . " But even Ernie would 
agree, because this professional tries 
to segregate other business from 
that directly related to the golf pro-
fessional 's professional service. Or 
should I say those services a golf 
professional is employed for. 

L e t ' s look at s o m e n u m b e r s . 
This professional operates on the 
$50,000 theory. He contends that 
you need one a s s i s t a n t for each 
$50 ,000 in merchand i se sales. So 
$ 1 0 0 , 0 0 0 m e a n s two a s s i s t a n t s ; 
$200,000 means four and so on. And 
for good measure, he adds two bag 
room men and a range boy. His net 
profit on sales based on 10 years of 
ope ra t i on is 17 per cent of gross 

sales. He says also that he has nev-
er realized more than a 2 per cent 
net p ro f i t on m e r c h a n d i s e sa l e s 
ove r and b e y o n d all cos t s a s so -
ciated with the golf shop. Sounds 
kind of bad until you analyze what 
he has left. 

Assume that he does $75,000 in 
merchand i se sales. At best a f t e r 
all costs are paid, he picks up $1,500 
net. Then he walks over and picks up 
100 per cen t of e v e r y t h i n g e lse . 
Lessons, salary, golf cars, range and 
bag storage are all net, net. He is 
budgeting at the nth degree. If he 
can cover all costs with one phase of 
the opera t ion , everyth ing else is 
his. He has a plan of attack. Now 
obviously he budgets in some de-
tail on both sides of the fence. He 
indicated that his detailed budget-
ing was as simple as X amount for 
equipment, Y amount for women's 
stuff and Z amount for men's stuff. 
All d e t e r m i n a t i o n s are based on 
what he has done in the past to 
establish minimum levels. His em-
ployees are responsible for check-
ing the budgets with sales and pur-
chases. It's their " b a g , " not his. 

We have not tried to get into any 
details on this man ' s budget, such 
as percentages invested here and 
there. The variances between types 
of clubs and courses make such 
comparisons superfluous. The key 
point is that he has a general plan of 
attack (a budget), then he breaks 
that plan down into several small-
er plans. I asked him how much 
thought went into his budget ing 
each year. His reply, "About the 
equivalent of the t ime it takes to play 
10 rounds of golf ." That is a pretty 
cheap t ime expend i tu re for solid 
business planning. 

During the cou r se of the con-
v e r s a t i o n on b u d g e t i n g we dis-
cussed o ther a spec t s of the shop 
o p e r a t i o n , which i n v a r i a b l y go t 
back to planning one 's at tack. He 
said that there was one thing about 
the profession that he had a hard 
t ime understanding. A man starts 
out playing golf. He works hard at 
it with thousands of hours of frus-
trat ion and practice. He eventual-
ly turns professional and becomes 
an assistant. As an assistant he is 
energetic, hard working and is al-
ways planning ahead. Then, boom, 
he b e c o m e s a h e a d p r o f e s s i o n a l 
and in 50 per cent of the cases just 

ret ires. This guy d idn ' t mean re-
tires literally. He meant that these 
guys quit th ink ing , quit p lann ing 
and quit being goal-oriented. May-
be he was m a k i n g r e f e r e n c e to 
budgeting everything. 

At the close of the interview I 
a sked the q u e s t i o n c o n c e r n i n g 
how one budgets paying his bills. 
He asked, " W h a t do you mean?" I 
said, "You know, you get the mer-
chandise in J a n u a r y and you pay 
for it 90 days la ter . How do you 
budge t h a v i n g the m o n e y ava i l -
able when it is due?" He answered, 
" I f you have to tell a guy he needs to 
save some of that dough he's taking 
in to pay bills with, he shouldn't be a 
golf p r o f e s s i o n a l . " His p a r t i n g 
shot was tha t golf p rofess iona l s 
need to u n d e r s t a n d and a p p r e -
ciate what it costs them to do busi-
ness if they are ever going to be suc-
cessful at planning, budgeting and 
mak ing money. He believes tha t 
when you sell something you have 
to know what it cost you to sell it. 
When you ring up $100 on that cash 
register you had better realize or 
plan that only about $17 of the $100 
is yours at best. 

His final shot was tha t if you 
budget and plan you can take those 
discounts on purchases, but only if 
you budget and plan. He looks at 
discounts like they are 24 per cent 
interest payments. He doesn't un-
derstand why a guy doesn't take dis-
counts even if he has to borrow the 
m o n e y f r o m a local b a n k . Dis-
counts are a part of his budgeting 
process whether it is physical or 
mental budgeting. 

So what have we said in all this. 
You don' t really need to budget or 
plan financially in your golf shop 
unless you want to. It is not an 
a b s o l u t e n e c e s s i t y . H o w e v e r , if 
you plan to maximize profits and 
minimize worry you have to budget. 
We have said also that you don ' t 
have to prepare a big fancy-looking 
budget. Maybe all you have to do is 
make some notes on one sheet of 
p a p e r . R e g a r d l e s s of y o u r a p -
proach, you have a plan and most 
important you have the yardstick 
with which to m e a s u r e y o u r 
progress. It 's that old theory that 
any planning or thought is better 
than no profits at all. Sit down and 
plan for 1973. Vou really owe it to 
yourself. • 
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