
PLANNING: 
An Oft-Neglected Part 
Of Pro Shop Business 

It 's as simple as this: In the retail 
business, if you don't, know where 
you've been and what you've been 
doing, be fore deciding where you 
should be going next, you won't be 
going anywhere. 

The key to planning for the future 
is knowing past performance. 

You have to check very carefully 
what and how much merchandise 
you bought last year, f rom which 
supplier; what sold at what price and 
what didn' t sell. 

T h a t m e a n s you m u s t keep 
records—good records . They will 
enable you to come up with the 
necessary facts to make your plan-
ning easier. 

Here ' s the kind of r eco rds you 
should be keeping (last year ' s sales 
records, not records of purchases). 
They should be broken down by 1) 
m a n u f a c t u r e r ; 2) c l a s s i f i c a t i o n ; 
3) price, and 4) what and how much 
sold at full retail and at markdown. 

Star t first with the manufac turer 
in shirts, for example. How many 
dozens did you buy? How well did 
they sell? Make a complete evalua-
tion of your dealings with the com-
pany. (You may r e m e m b e r being 
d i sappo in ted in not receiving the 
a m o u n t of m e r c h a n d i s e you 
o r d e r e d . T h i s d o e s n ' t m e a n you 
should impetuously cross off that 
source f rom your list. Research the 
p rob lem. M a y b e his merchand i se 
was popu la r , which may explain 
why it was in short supply. The stuff 
is good and in demand. Tha t ' s the 
kind of fast-sel l ing merchand i se 
you want.) Go on down the list of all 
your o the r suppliers and analyze 
what happened last year. 

At a time when pro shop 
sales could use revital-
izing, the author, a vet-
eran merchandiser, re-
emphasizes the "how-
t o Y ' of planning as in-
surance against buying 
mistakes 

b y ERNIE S A B A Y R A C 
PRESIDENT, ERNIE SABAYRAC , INC . MIAMI. FLORIDA 

A n o t h e r p o i n t . Did you buy 
f rom too many suppliers last year? 
P e r h a p s you s h o u l d c o n c e n t r a t e 
your buying on sources of proven 
re l iabi l i ty . A few key compan ies 
can more than satisfy your needs. 
Fringe sources can cause losses as 
can fringe styles and sizes. This de-
cision, of course, is a critical one, so 
approach it cautiously. 

It 's a good idea to call a " junior 
s t a f f m e e t i n g " s o m e t i m e dur ing 
the slow part of the day. Put your 
heads together and study your en-
t i re sales ope ra t i on . Wha t i tems 
sold well; what didn' t? What didn't 
you buy enough of? The answers to 
these ques t ions can be invaluable 
to y o u , e spec ia l ly so b e c a u s e 
y o u ' r e usua l ly busy o u t s i d e the 
shop tending to the other demands 
made upon you as a professional. 
I t ' s i m p o s s i b l e fo r you to be 
famil iar with the movement of ev-
ery item in the shop. Your sales help 
can fill you in, and should know the 
answers you'll need to help you plan. 

Another way to glean informa-
tion about past performance: Ask 
the suppliers. See if the representa-
tives can fill you in on what hap-

pened to their merchandise. If they 
can't supply you with exact infor-
mat ion , m a y b e they can help by 
te l l ing you w h a t h a p p e n e d in a 
shop similar to yours. 

COUNTING LP 
There are n u m e r o u s m e t h o d s of 
t a k i n g i n v e n t o r y , but t h e bes t 
system for the average pro shop is 
the s imple mon th ly check. U s e a 
s t anda rd 8 Vi inch by 11 inch in-
ventory sheet. Separate your mer-
c h a n d i s e i n to c a t e g o r i e s — b a l l s , 
bags, woods, i rons, utility c lubs , 
wedges, putters, men's wear (shirts, 
slacks, jackets , shorts, shoes, socks) 
and women's wear (slacks, skirts, 
shorts, sweaters, shirts and shoes), 
p lus a c c e s s o r i e s , which i n c l u d e 
gloves, headcovers and umbrellas, 
and so on. 

When the merchand i se ar r ives , 
record it on the inventory sheet , 
a long with a d e s c r i p t i o n , r e t a i l 
price, cost, percentage of profit , the 
arrival date and the quantity of the 
pieces received. Do this each t ime 
new merchand i se arrives. O n c e a 
month, take an inventory to tally up 
the amount of goods on hand. I t 's 
important that this count be taken 
accurately, so put a responsible per-
son in cha rge , because the re ' s no 
sense in doing it if it's not done 
properly. 

Scrutinize daily cash sales and 
charge sales. 

PUT IT A L L T O G E T H E R 
After you've gathered as much da ta 
as you can about what happened 
last year, synthesize it so that an 
over-all pat tern emerges. Take one 
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classification at a t ime and analyze 
the figures. 

Jo t down c o m m e n t s as you go 
over the figures, m a k i n g notes that 
will help you Kvhen the t ime comes 
to order new stock. "So ld out of 
med ium and higher priced slacks 
too ear ly" ; "no t enough depth in 
key styles"; " t o o much money 
tied up in lower-priced slacks last 
y e a r " are typical c o m m e n t s . 

When you begin to plan your 
buying, first fill in the colors and 
sizes on the staple merchandise that 
you want to receive in your initial 
delivery. Add up the money you've 
spent so far, then put tha t informa-
t ion aside. Now, go to work on the 
new fashion merchandise , also for 
early delivery. Add tha t figure to 
the figure for staples. Check to 
see if the total amoun t is what you 
planned to spend for your initial 
delivery. 

Before you actually buy the mer-
chandise , m a k e sure you have a 
comple te up-to-date inventory count 
on everything you own in your 
shop. With that in format ion , plus 
the da ta f rom last year and the 
c o m m e n t s f rom your s taff and sup-
pliers, you should be ready to plan 
your new season's purchases. 

I t 's a good idea to plan your de-
liveries to come in three stages. 
First it is easier to pay the bills that 
way. Also, your shop puts on a new 
face every t ime new merchandise is 
displayed. 

Schedule your deliveries as fol-
lows: 20 per cent for November 26; 
50 per cent for March 1, and 30 per 
cent for May 1. T h e first delivery, 
jus t before Chr i s tmas , should be 
the order that fills in your supply of 
basic items, with the sizes and col-
ors you need to round out your in-
ventory, plus a few fashion items to 
ca tch the eye of Ch r i s tmas t ime 
shoppers . 

All your buying strategy should 
be worked out by early September . 
Also be certain to a r r ange your ap-
poin tments with your impor tan t sup-
plier salesmen f rom whom you plan 
to buy heavily. Then , follow up with 
a visit to the Professional Golfers ' 
Assn . of Amer ica Merchandise 
S h o w in late J anua ry , where you can 
comple te your buying. 

Planning for the upcoming sea-
son isn't restricted to buying. You 

should also evaluate your present 
sales force. H o w did each of them 
pe r fo rm for you this past year? If 
some of them didn ' t do well, you 
must consider replacing them. 

Another thought . Look around 
your shop as impersonally as you 
can. If you were a customer, would 
your shop sell you? Plan how to 
dress it up and m a k e improvements 
tha t will lure customers to your 
merchandise . 

There 's another buying angle that 
also should be mentioned. As you 
know, or should know, about 25 
per cent of your total membersh ip 
buys at full retail f rom you. They 
the cream of your customers, us-
ually the t rendset ters , the ones who 
lead in fashion, the latest equip-
ment , and so on. You are probably 
well aware of their sizes, their pref-
erences and their golfing needs. 
Why not plan to order some mer-
chandise especially for them? S o m e 
special clubs m a d e only for tha t 
cer ta in member . Ordered well 
ahead of t ime, a lmost any manu-
fac turer will produce them for you. 
And keep quiet about it. Spring the 
surprise when the clubs arrive. If 
you ' r e afra id your customers will 
think you ' re presumptuous , don ' t 
be. They will be extremely f lat tered 
tha t you've been thinking about 
them, that you 've shown so much 
interest in them and that you 've 
t aken the t ime to order specifically 
for their needs. You might do the 
same with a spor ts jacket or some 
other item, depending on the m e m -
ber and how well you think you can 
buy for him. This is the kind of ex-
t ra effort m e m b e r s appreciate. 

Knowing some of the things 
mentioned here should help you do 
a better j o b of planning and prepar-
ing for the season ahead. • 

Author's note: This article contains 
my thoughts, along with those of 
Ira Nei m ark. vice president and 
general merchandise manager of B. 
Altman, Inc., of New York City (a 
golf nut and a real friend to his pro-
fessional), and Leonard Resnick, 
vice president of Izod, Ltd., and 
former merchandise manager of 
Wallachs, a fine group of men's 
sportswear stores in New York. 
Thanks for the able assistance, 
gentlemen! 
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