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W h a t Big B usiness Days To 
Clubs About Organization 

By ARTHUR E. SWANSON* 

WH E N I use 
t h e w o r d 
"business or-

ganization," I know 
I have a different 
connotation from 
most persons. Busi-
ness organization 
to a large number 
of people means 
"personnel." Ask 
the average man 
about his organi-
zation, and he is 
apt to think about 
his managers and 
sub - m a n a g e r s . 
When he says, "I 
am well organized in that business," he 
frequently means he has good men; he 
thinks of them as his "organization." That 
is a very common connotat ion that is 
given to the word. 

Others confuse "organization" with man-
agement, and they say they are "well or-
ganized" when they really mean they are 
well managed. Very few business men, I 
have found, have a concept ion of organiza-
tion, which is something in and of i tself , 
and separate from ei ther personnel or 
management . 

y HESE are days of clinics and major 
operations on club control bodies. 

Dr. Swanson, the noted manage-
ment engineer, studies the golf club 
as a strictly business enterprise. His 
references to "manager" are not to 
be read as the term "manager" is 
generally understood in the golf field 
today. Under most of today's club 
organization plans, "president" 
"general manager" might be 
rately substituted for "manager 

or 
accu-

Frequently a bus-
iness man's prob-
lem of organiza-
tion is solved when 
he gets a good man-
ager, but it isn't 
solved because he 
happens to get a 
good manager; it 
is solved because 
when he gets that 
manager, he fre-
quently in t h a t 
manager also gets 
a good organizer, 
who, in organizing 
the business well, 
makes it possible 

to manage it well . It is, I think, because 
of that that so many business men think 
of their organization as their personnel. 

And the bus inessman himself doesn't 
really see that there has been a separate, 
dist inct job of organizing done, because it 
has been done by a man whom he hasn't 
hired specifically for organization work, 
but for management ; but who has, by vir-
tue of his experience, or by virtue of his 
many native ta lents , been a good organ-
izer. 

The confusion be tween management and 
organization l ies in the fact that organiza-
t ion is a tool of management . Organiza-



In the accompanying article, Dr. Swanson likens country club organization to an 
hour-glass—two triangles meeting at a point. GOLFDOM modifies this concept slightly 
to present club organization as a tree. 

The root system represents the Ownership organization, with authority and respon-
sibility gradually narrowed, first to the Board of Governors, then to Committees who, 
through their Chairmen and finally the President, act in all club matters. 

The tree's branches represent the Operating organization of a club. At the base 
stands a General Manager (not to be confused with a "House Manager," the full and 
correct title for managers in most clubs today), who is responsible to and takes orders 
from the President only. Note that no other individual in the Ownership organization 
is authorized, under this plan, to contact the Manager on club matters. 

Following the diagram outwardly along the various branches of the tree, it will 
be observed there a re nine individuals, of varied importance to the club organization, 
who receive orders from and report to the General Manager: bookkeeper, stenographer, 
greenkeeper, head locker-man, storeroom man, housekeeper, steward, professional, and 
membership solicitor. These nine employes in turn delegate their authority to heads of 
smaller divisions under them, until eventually the individual in charge of the most 
minor duties of each branch is reached. 

Thus, every employee is responsible to only one superior, from whom he also ob-
tains his authority. No chance for conflicting orders by well meaning but contrary mind-
ed superiors. 

Obviously, the club diagrammed here is large and complex, with well over 100 em-
ployes. Many clubs have smaller and simpler organizations, but all duties indicated on 
the diagram must be performed by someone, unless the department actually does not 
exist. It is simply a case of one employe covering duties performed by two or more 
employes in a larger establishment. 

This is not the most common type of golf club organization. The average club turns 
the house departments over to a House Manager, who reports to the House Chairman; 
the grounds over to a Greenkeeper, who reports to the Green-Chairman; and the golf 
department over to a Pro, who reports to the Sports & Pastimes Chairman. This 
cannot help but result in certain overlapping of authority, with consequent waste motion 
and inefficiency. 

The great advantage claimed for the Functional plan of organization, diagrammed 
here and discussed in detail in Dr. Swanson's article, is the definite fixation of respon-
sibility and authority in smooth-flowing channels from the highest executive down to 
the lowest employee. 

t ion i s a d e v i c e that a good m a n a g e r u s e s 
to m a k e it p o s s i b l e to m a n a g e t h e b u s i n e s s 
wel l . J u s t as a carpenter u s e s a s a w and 
h a m m e r for spec i f i c purposes , a g o o d man-
ager u s e s the tool of o r g a n i z a t i o n , and he 
o r g a n i z e s h i s b u s i n e s s in o r d e r t o m a n a g e 
it m o r e e f f e c t i v e l y . 

Five Steps to Organization. 
One of the i d e a s in o r g a n i z a t i o n is the 

r e c o g n i t i o n of an objec t ive . Y o u c a n n o t 
organize u n l e s s you o r g a n i z e for a pur-
pose ; thus , i t i s e s s e n t i a l in a n e f for t to or-
gan ize s u c c e s s f u l l y that y o u d e f i n i t e l y h a v e 
in y o u r m i n d a n objec t ive , t h e t h i n g for 
w h i c h y o u a r e organ iz ing . T h a t i s t h e 
first s t e p in organ iza t ion . 

T h e s e c o n d s t e p in o r g a n i z a t i o n i s that 
you h a v e e n u m e r a t e d b e f o r e y o u , or in 
your m i n d , all the a c t i v i t i e s in t h e busi-
n e s s y o u are g o i n g to o r g a n i z e , b e c a u s e 
o r g a n i z a t i o n i n v o l v e s d o i n g s o m e t h i n g 
w i t h t h o s e a c t i v i t i e s . B y a c t i v i t i e s I 
mean, in a c lub, f e e d i n g a c t i v i t y , en ter ta in -
m e n t a c t i v i t y , s erv i ce a c t i v i t y , mainte -

n a n c e ac t iv i ty , and a l o n g ser ies of o ther 
a c t i v i t i e s . 

Y o u r third s t e p is to group t h e s e act iv i -
t i e s f or the p u r p o s e of crea t ing u n i t s of 
a c t i v i t i e s . T h e s e u n i t s can t h e n be as-
s i g n e d to ind iv idua l s f or the purpose of 
s u p e r v i s i o n and for t h e purpose of execu-
t ion. 

H a v i n g grouped y o u r ac t iv i t i e s , t h e 
f o u r t h s t e p in o r g a n i z a t i o n is to a s s i g n 
t h o s e a c t i v i t i e s to ind iv idua l s , and t h a t i s 
w h e r e w e m e r g e in to m a n a g e m e n t . 

Y o u r fifth and final s t e p in o r g a n i z a t i o n 
i s t o r e l a t e t h o s e g r o u p s of a c t i v i t i e s to 
e a c h o t h e r so t h a t y o u h a v e a c o m p l e t e tie-
in f r o m t h e t o p to t h e b o t t o m of your s e t 
of a c t i v i t i e s . 

T h u s , organ iza t ion i s no t a s imple t h i n g ; 
i t i s complex , but n e v e r t h e l e s s v e r y defi-
n i t e . 

Manager Organizes Constantly 
C o n s i d e r n e x t the r e l a t i o n s h i p b e t w e e n 

m a n a g e m e n t and o r g a n i z a t i o n . I s t a t e d 
that t h e t w o are v e r y c l o s e l y re la ted , and 
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that organization is a tool of management . 
Now, in actual practice, w h e n a manager 
is operating his club, he is constantly or-
ganizing and re-organizing, he is constant-
ly doing a part of his organization work 
as a part of his management work, be-
cause business is not static. It changes al-
most every day to re-adapt itself to new 
conditions constantly coming up. 

For that reason the manager of a club 
constantly remolds and revamps his or-
ganization. That interplay of management 
and organization is a condition which is 
necessary to business, and is a condition 
which, I bel ieve, explains w h y so frequent-
ly the idea of organization is not separated 
in the minds of business men from that of 
management, because the two are so close-
ly allied in fact, as a part of the day's 
work. 

Club Make-Up Is Like Hour Glass. 
In approaching the subject of business 

organization as it is applied to clubs, I pic-
ture organization as an hour glass, two 
isosceles triangles, one s tanding on its 
apex and the other standing on its base, 
the two meet ing each other at a central 
point. 

The bottom triangle in this organization 
is your ownership organization, and the 
top triangle is your operating organization. 
An organizer of a club has two problems: 
to organize the membership, and to organ-
ize operations. 

In organizing a club, your members are 
your owners, and in these members , as 
owners, res ides the only authority and re-
sponsibil ity with which the organization 
can work. The problem in organizing 
ownership is to concentrate that authority 
and that responsibil i ty from a large mem-
bership into a small unit, neces sary in or-
der that such authority and responsibi l i ty 
can be handled and manipulated. 

Thus, we concentrate the authority and 
responsibil ity of the membership into a 
small unit, known as a board of directors, 
who will have two functions to perform: 
(1) a legis lat ive function (determining the 
policies of the organization) and (2) an 
executive function (execut ing the wishes 
and the pol ic ies of the board). 

Here is where a great deal of confusion 
enters bus iness organization, particularly 
as it applies to clubs. A board of directors 
organizes into committees for the purpose 
of legislation. It appoints a commit tee on 
admissions, another on house, another on 
maintenance, and another on finance. The 
function of such committees is to study 

their problems, and to recommend back to 
the board the policies which should gov-
ern the board in its execution and manage-
ment. 

Committees Should Issue No Orders. 
Committees, as such, have no execut ive 

function, and it frequently happens at this 
point that the boards of directors make a 
mistake by not recognizing the difference 
be tween the legis lat ive job and the execu-
tive job with which they are confronted. 
We appoint committees to study the prob-
lems, and then for some reason or other, 
that committee is g iven authority also to 
execute its own recommendations. I shall 
come back to show h o w that cannot func-
tion in line with good organization. 

In addition to the board's legislative 
function, which it performs through com-
mittees , as outlined, it has an execut ive 
funct ion; namely, that of seeing to it that 
the various act ivit ies of the club are at-
tended to and performed. It organizes for 
its execut ive work by appointing a still 
smal ler body, and eventually that body 
should organize itself into one individual, 
either a chairman or a president, who rep-
resents its s ingle executive head, so that 
for executive purposes the authority and 
responsibility tapers down to one individ-
ual. Why is that rule essential? Because 
In bus iness organization authority and re-
sponsibi l i ty are coterminous, must be iden-
tical, and must not be separated. There 
will a lways be trouble when you do. 

A s a business organization, we have 
learned that the one sure way of keeping 
responsibi l i ty and authority together is to 
finally taper down this authority and re-
sponsibil i ty to one individual. 

Checks to Control Individual. 
Immediate ly the question arises: "How 

do you dare to place in that individual all 
authority and all responsibil i ty? What are 
the checks and balances?" Business 
recognizes that there must be checks and 
balances; we have three ways of doing it: 

(1) By the board of directors laying 
down very definite pol ic ies for the chief 
execut ive to follow. 

(2) By laying down a very definite bud-
get, which is a detailed plan of control of 
operations. 

(3) By auditing the results of the in-
dividual. 

By us ing these three methods, you get 
the full benefit of correct organization, be-
cause you get your authority and respon-

(Continued on page 142) 



Hallmark of Good Architect 
By DR. ALISTER M A C KENZIE 

Dr. Alister MacKenzie, veteran and successful golf architect, is the author of a 
golf course book that will be published in the near future. 

MacKenzie's international fame is considerably due to his high ratings of finality 
of design and insistence upon a pleasurable character of courses for dubs as well 
as stars. 

In the advance publication of some chapters from Dr. MacKenzie's forthcoming 
book, G O L F D O M brings to light in the United States the inside of some historic, 
friendly arguments he had with noted English professionals. 

MacKenzie doesn't stray from the ultimate idea of thrift in golf course architec-
ture, and in attaining this economy by finality of design he has had a prominent 
place in defining today's first-class course architecture. 
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Enduring Course De S i q n I S 

ECONOMY in course construction con-
s i s t s of obtaining the best possible re-
sults at a minimum of cost . The more 

one s ee s of golf courses, the more one re-
alizes the importance of doing construc-
tion work really well, so that it is likely 
to be of a permanent character. It is im-
possible to lay too much stress on the im-
portance of finality. 

Every golfer knows examples of courses 
which have been constructed and then 
rearranged over and over, and the fact 
that in every country thousands of dollars 
are frittered away in doing bad work 
which will ultimately have to be scrapped 
is particularly distressful to a true econ-
omist. As an example of unnecessary la-
bor and expense, the writer has in mind 
a green which has been ent irely relaid on 
four different occasions. In the first in-
stance, it was of the r idge and furrow 
type; the turf was then l i f ted and it was 
made dead flat. A new chairman was ap-
pointed, and he made it a more pro-
nounced ridge and furrow than ever; it 
was then relaid and made flat again, and 
has now been entirely reconstructed with 
undulations of a more natural outline and 
appearance. 

In discussing the quest ion of finality, it 
is well to inquire if there are any really 
first-class courses in ex i s tence which have 
been unaltered for a considerable number 
of years and still remain, not only a good 

tes t of golf, but a source of pleasure to all 
c lasses of players. Is there any golfing 
course which not even the rubber cored 
ball has spoilt? And, if so, what is the 
cause of its abiding popularity? 

The only one I know is the Old Course 
at St. Andrews, Scotland. It was the most 
popular course in the world in the days 
of the feather ball, the guttie and the Has-
kell, and today Bobby Jones considers that 
not only is it the bes t course in the world, 
but that he ge t s more joy in playing it 
than a hundred other golf courses. 

Today, with the exception of lengthen-
ing some of the t e e s St. Andrews remains 
substantial ly the same as it was 70 years 
ago. 
Joy for the Duffer 

It (as well as some of the other British 
championship courses to a lesser extent ) 
sti l l retains its popularity among all 
c lasses of amateurs. In fact, it is charac-
terist ic of all the best courses that they 
are just as pleasurable (possibly even 
more so) to the long handicap man as to 
the player of championship rank. This 
fact knocks on the head the argument 
which is often used that the modern ex-
pert tries to spoil the pleasure of the 
player by making courses too difficult. 

The successful negotiat ion of difficulties 
is a source of pleasure to all c la s se s of 
players. 

The origin of St. Andrews is shrouded in 



The thrill of playing a well laid-out golf hole, such as this 13th at Cypress Point, a Mao-
Kenzie course, is never destroyed by " improvements" in clubs or ball. 

mystery , but t h e fac t of the m a t t e r i s that 
St. A n d r e w s d i f f ers f r o m o t h e r s in tha t it 
has a l w a y s b e e n d e e m e d a s a c r i l e g e to 
in ter fere w i t h i t s na tura l b e a u t i e s . , and it 
has b e e n l e f t a l m o s t u n t o u c h e d for cen-
turies . N o g r e e n k e e p e r h a s e v e r dared to 
s h a v e d o w n i t s natural u n d u l a t i o n s . Most 
of the b u n k e r s h a v e b e e n l e f t w h e r e na-
ture p laced t h e m , and o t h e r s h a v e origi-
nated f r o m t h e w i n d s and t h e r a i n s en-
larg ing d i v o t m a r k s l e f t b y the p layers , 
and s o m e of t h e m p o s s i b l y by the green-
k e e p e r s c o n v e r t i n g t h o s e h o l l o w s w h e r e 
m o s t p l a y e r s c o n g r e g a t e d , in to bunkers , 
o w i n g to t h e dif f iculty of k e e p i n g t h e m 
free f r o m d i v o t marks . T h e b u n k e r s at 
St. A n d r e w s are t h u s p laced in p o s i t i o n s 
w h e r e p l a y e r s are m o s t l i k e l y t o g o — i n 
fact , in t h e p r e c i s e p o s i t i o n s w h i c h the 
ordinary g r e e n - c o m m i t t e e w o u l d s u g g e s t 
should be filled up. T h i s i s a s i g n i f i c a n t 
fact , and t e n d s to s h o w that m a n y of our 
e x i s t i n g i d e a s in regard to h a z a r d s h a v e 
b e e n e r r o n e o u s . 

I f r e q u e n t l y h a v e m e n t i o n e d w h a t John 
L. L o w p o i n t e d out y e a r s a g o t h a t no 
hazard is u n f a i r w h e r e v e r i t is p laced , and 
th i s par t i cu lar ly app l i e s if t h e h a z a r d is 
v i s ib le , a s it s h o u l d be o b v i o u s t h a t if a 
p layer s e e s a hazard in front of h i m and 
prompt ly p l a n k s h i s ball in to i t h e h a s 
c h o s e n t h e w r o n g spot . 

I o n c e heard a Y o r k s h i r e ta le of an old 
f a r m e r finding a m a n in h is coa l -house 
d u r i n g a r e c e n t coa l s t r ike . H e put h i s 
h e a d t h r o u g h t h e w i n d o w and said, "Now, 
I've c o p p e d y o u p i c k i n g out all the big 
l u m p s . " A v o i c e f r o m t h e d a r k n e s s c a m e , 
"You're a liar, I'm t a k i n g t h e m as t h e y 
c o m e . " 

Take Them as They Come 
On t h e old t y p e of c o u r s e l ike St. An-

d r e w s , t h e p l a y e r s h a v e to take the haz-
ards a s t h e y c o m e , and do their b e s t to 
a v o i d t h e m . 

T h e r e i s n o t h i n g n e w about the i d e a s 
of t h e gol f a r c h i t e c t : h e s i m p l y w i s h e s to 
r e p r o d u c e the old i d e a s a s exempl i f i ed in 
the o ld natural c o u r s e s l ike St. A n d r e w s , 
t h o s e c o u r s e s w h i c h w e r e p layed o n be-
fore o v e r - z e a l o u s g r e e n - c o m m i t t e e s demol-
i s h e d t h e natural u n d u l a t i o n s of the fair-
w a y s a n d g r e e n s , and m a d e g r e e n s l ike 
l a w n s for croquet , t e n n i s or a n y t h i n g e l se 
e x c e p t go l f , and e r e c t e d e y e s o r e s in t h e 
s h a p e of s t r a i g h t l i n e s of cop bunkers , in-
s t e a d of e m p h a s i z i n g t h e natural c u r v e s 
of t h e l inks . 

In t h e old v i e w of go l f , there w a s no 
m a i n t h o r o u g h f a r e to t h e h o l e : the p layer 
had to u s e h i s o w n j u d g m e n t w i t h o u t the 
aid of g u i d e pos ts , or o t h e r a d v e n t i t i o u s 
m e a n s of finding h i s w a y . St. A n d r e w s 
st i l l r e t a i n s the old t rad i t i ons of go l f . For 



example , I have frequent ly s e e n four in-
dividuals playing the long h o l e (the four-
t eenth ) , and del iberately a t tack ing it in 
four di f ferent ways , and three out of the 
four probably right in p lay ing it in the 
w a y s they se lected. 

Play with the Head 
At St. Andrews "It n e e d s a heid to play 

gowf," as the caddie said to the professor. 
St. A n d r e w s is a l iv ing e x a m p l e of the 
possibi l i ty of obtaining f inal i ty. 

There are many golf arch i tec t s w h o s e 
courses have never b e e n appreciably al-
tered. I do not suppose Abercrombe's or 
Harry Colt's courses h a v e e v e r required 
any materia l alterations, and I am quite 
certain that Max Behr's Lakes ide at Los 
Ange le s and his other e x c e l l e n t courses 
will a l w a y s remain as t h e y are at present . 

It o f ten happens that a c lub employs an 
archi tect and contrary to h i s advice car-
ries out the work t h e m s e l v e s so as to 
avoid pay ing for his supervis ion . Ne i ther 
the construct ion of a new course or altera-
tion to an old one can be a complete suc-
ces s by these methods. 

Some years ago I advised the Pres twick 
club ( o w n e r s of a magni f i cent piece of 
l inks land and of one of the m o s t famous 
of the championship c o u r s e s ) regarding 
new 7th, 8th, 9th, 10th, 11th and 12th holes . 
The c o m m i t t e e decided to carry out the 
work themse lves . 

The genera l opinion of the club is that 
the c h a n g e s have a great improvement on 
the old holes , but I know, and doubtless 
other golf architects know, tha t they have 
made a m e s s of some m a r v e l o u s natural 
golfing territory. 

I w a s particularly d i s t re s sed regarding 
the 11th hole . I v isual ized it a s becoming 
the most famous of all one-shot holes , 
whereas the design and construct ion has 
been so badly carried out that it is a very 
indifferent hole. 

W h e n green-commit tees carry out an 
architect 's plans it is rarely e v e n a par-
tial succes s , and in any c a s e the commit-
tee takes credit for any i m p r o v e m e n t and 
the archi tec t gets the b l a m e for any fail-
ure. Thi s i s so much so that bitter experi-
ence has taught us to re fuse work un less 
we are a l lowed a free hand in interpret ing 
our own plans. 

In the a t t empt to obtain finality it is of 
primary importance that the advice of the 
architect be taken in i ts ent irety . 

Cases not infrequent ly ar i se when clubs 
have not sufficient money to carry out his 
plans complete ly ; then, the work should 

be in the form of improvements made 
from year to year a s more funds are avail-
able. 

Millions for Alteration—BUT— 
Founders of golf c lubs are o f t en deterred 

f rom cal l ing a first c l a s s architect because 
t h e y think he m a y be expens ive . 

A n architect 's f e e is o f ten l e s s than 
one-hundredth part of the total capital ex-
penditure, and sure ly this is a smal l s u m 
to pay for the a s s u r a n c e of perpetual pros-
perity. The wri ter cannot recal l a s ing le 
example of the fa i lure of a golf c lub that 
has taken the adv ice of a first c la s s 
architect . 

E v e n men of educat ion have a curious 
dis inc l inat ion to pay for menta l labor; 
t h e y are wi l l ing to pay s tupendous s u m s 
for manual labor but mental labor, N o ! 
It is s trange that a commit tee c o n s i s t i n g 
of doctors, lawyers , architects , exper t engi-
neers , etc., who no doubt recognize the im-
portance of menta l training and experi-
e n c e in their o w n profess ions , a t tach so 
l i t t le importance to it in golf course archi-
tecture. 

W h a t does it mat ter what the f ee of the 
expert is if owing to his advice the total 
c o s t can be reduced to 50 per c e n t and 
in addition far bet ter results obta ined? It 
is fa l se economy to a t tempt to s a v e a f ew 
thousand dollars in mental labor w h e n 
wi thout it there wi l l be an addit ional cos t 
of t ens of thousands of dollars in manual 
labor. 

T h e unfortunate th ing about golf courses 
is that every profess iona l and a lmos t 
e v e r y gol fer th inks h e can lay out a golf 
course . Only th is w e e k I had a le t ter 
from a Scotch profess ional h int ing that 
the t ime might c o m e w h e n I might be re-
tiring, and s u g g e s t i n g that I should adopt 
h im with a v i ew to h i s carrying out my 
work. 

I replied to h im inquiring about h i s edu-
cat ion and asked h im if he had made a 
s tudy of psychology , if he had b e e n edu-
ca ted at an agricultural col lege and had 
acquired a k n o w l e d g e of chemis try , bot-
any, geology, and engineer ing , and above 
all, had he any tra in ing and love for art? 

I pointed out that though it w a s e s sen-
tial a golf course arch i tec t should h a v e an 
in t imate knowledge of the theory of the 
g a m e of golf and m a k e a c lose s t u d y of 
all the best courses , y e t the abi l i ty to play 
the g a m e was o f t e n harmful as first-class 
p layers only too frequent ly w e r e subcon-
sc ious ly inf luenced by their own part icular 
type of play and on ly too prone to disre-



Real architecture consists in taking full advantage of all natural features, modifying 
them only to the extent necessary to simplify maintenance and expedite play. Fifteenth 

green at Cypress Point. 

gard p l a y i n g r e q u i r e m e n t s of s o m e others . 
I r e m a r k e d before , that a l t h o u g h I k n o w 

s c o r e s of e x c e l l e n t golf c o u r s e s d e s i g n e d 
by a m a t e u r s , o u t s t a n d i n g o n e s d e s i g n e d by 
p r o f e s s i o n a l s are not f r e q u e n t l y seen . N o t 
that t h e r e are not p lenty of p r o f e s s i o n a l s 
w h o are m e n of c o n s i d e r a b l e educat ion , 
but the f a c t t h a t t h e y are c o n s t a n t l y play-
ing c o m p e t i t i v e golf m a k e s t h e m v i e w w i t h 
r e s e n t m e n t a n y t h i n g that is l i k e l y to dis-
turb the ir s e q u e n c e of t h e i r t h r e e s and 
fours . 

I h a v e a g r e a t a d m i r a t i o n for J. H. Tay-
lor. H e i s o n e of nature ' s g e n t l e m e n , i s 
e x c e e d i n g l y w e l l read, h a s or ig ina l and 
c o m m o n s e n s e v i e w s on h e a l t h , po l i t i c s 
and m a n y o t h e r subjec t s , and m o r e o v e r i s 
a born orator and wri ter . On t h e o ther 
hand, in m y op in ion , he i s n o t a succes s 
in d e s i g n i n g golf courses . 

At o n e t i m e , b e c a u s e he w a s u n a b l e to 
play it w i t h a pitch, h i s f a v o r i t e shot , h e 
c o n d e m n e d t h e 17th ho le a t St . A n d r e w s in 
m o s t e m p h a t i c t e rms . R e c e n t l y , he ad-
m i t s tha t h a v i n g g iven up c o m p e t i t i v e golf 
he h a s c h a n g e d h i s v i e w s a n d in pic-
t u r e s q u e l a n g u a g e puts a c u r s e on a n y one 
w h o w o u l d dare to a l t er it . 
Picks Taylor as Pro Prize 

I h a v e s e l e c t e d J. H. T a y l o r a s the rep-
r e s e n t a t i v e of t h e p r o f e s s i o n a l s not o n l y 
b e c a u s e of h i s marked ab i l i ty b u t b e c a u s e 

in E n g l a n d h e is t h e s p o k e s m a n of t h e 
P r o f e s s i o n a l Golf A s s o c i a t i o n and for 
m a n y y e a r s w a s the i r p r e s i d e n t and m a y 
be s o s t i l l a s far a s I k n o w . 

W e h a v e a l w a y s to ld e a c h other in t h e 
f r a n k e s t p o s s i b l e m a n n e r our r e s p e c t i v e 
v i e w s and one t h i n g I admire m o r e in J. 
H. t h a n a n y t h i n g e l s e i s the f a c t t h a t h e 
is n o t a fra id of c h a n g i n g h i s i d e a s and 
a d m i t t i n g h e h a s c h a n g e d them, w h e n o n e 
h a s g i v e n h im su f f i c i en t ly log ica l r e a s o n s 
to c o n v i n c e h i m he i s w r o n g . 

M a n y y e a r s a g o w h e n Harry Colt and 
I w e r e d e s i g n i n g m o s t of the golf c o u r s e s 
in Br i ta in , J. H. T a y l o r s tarted an agi ta-
t ion t o p r e v e n t u s d o i n g so and m a k e golf 
c o u r s e a r c h i t e c t u r e a pro monopoly . 

W e c o n t e n d e d t h a t if it w e r e n o t for 
t h e a m a t e u r golf c o u r s e arch i t ec t t h e r e 
w o u l d be v e r y f e w p r o f e s s i o n a l s , and i t 
w a s a s a d irec t r e s u l t of m o d e r n golf 
a r c h i t e c t u r e tha t t h e r e had b e e n s u c h a 
b o o m in golf and gol f courses . Subse -
q u e n t e v e n t s , I th ink, h a v e proved tha t w e 
w e r e r ight , and t h a t t h e very e x i s t e n c e of 
m o s t of the p r o f e s s i o n a l s is due to t h e 
f a c t t h a t golf a r c h i t e c t s h a v e m a d e in land 
go l f c o u r s e s popular . T h e r e would be 
v e r y f e w p r o f e s s i o n a l s if golf w a s s t i l l 
c o n f i n e d to s a n d d u n e c o u n t r y by t h e sea-
s h o r e . 

{To be continued in June GOLFDOM.) 



Staff Education in California Major 
Job of Local Greensmen 

By ARTHUR LANGTON 

An ARTICLE, in an eastern golf pub-
l ication, dealing w i th methods of 
handl ing labor on the golf course 

caught the eye of a California greenkeeper 
and immediate ly he gave v o i c e to his ob-
ject ions. It s e e m s that the of fending arti-
cle sugges t ed that all g r e e n k e e p e r s give 
each of their men personal directions 
every morning as to the course of the day's 
work. This , according to the bel l igerent 
one, w a s utter nonsense and should not be 
countenanced by a se l f -respect ing green-
keeper, Tact fu l enquiries e l ic i ted the in-
formation that a greensman w h o had to be 
told w h a t to do every morning wasn't 
worth h i s salt . 

All of which may be a trifle extreme, but 
the methods employed on various Cali-
fornia golf courses would indicate that the 
writer of the article could not have meant 
his sugges t i ons to apply to th i s state. Off-
hand, perhaps, it would s e e m that the 
variety and change of condi t ions would 
make it imperat ive for the greenkeeper to 
direct personal ly every m o v e to be made 
on his golf course. But exper ience has 
taught that the frequent ly e x t r e m e condi-
tions in California are bes t combatted by 
spec ia l i s ts who are able to handle a par-
ticular set of kindred t a s k s to perfection. 
Thus there are greensmen , tractormen, 
truckmen, irrigation men, and only two or 
three who might be termed "general prac-
tit ioners" on every course . 

The degree to which th i s specia l izat ion 
is employed varies on every course accord-
ing to the s ize of the course , the number 
of men employed, and the e c o n o m i c situa-
tion of the club. The ex treme , of course, 
is represented by the club w h i c h has one 
man equipped with a power m o w e r to cut 
the greens , one or two men to cut the fair 
ways , o thers to do nothing but care foi 
traps, and so on down the l i s t of tasks 
each one having a separate man to take 
care of it. This method is particularly ef-
fect ive on a course equipped wi th plenty of 
machinery and which has h e a v y daily play 
neces s i ta t ing all work to be done as speed-
ily as possible . On such a course, men 

w h o continual ly had to be watched and 
told what to do would st ick out l ike sore 
thumbs, and the greenkeeper w h o put such 
a pract ice into e f fec t would be spe l l ing his 
o w n doom. 

Zone the Tasks. 
Modifications of the ex treme method 

s e e m to be m o s t popular throughout 
c o u r s e s of the Paci f ic Southwes t . Many 
greenkeepers agree w i th the spec ia l i s t 
s y s t e m but apply it in a different manner ; 
that is, they g ive the ir men var ious sec-
t ions of the course for which the individ-
ual workers must be responsible . In th is 
w a y the worker is able to acquaint him-
self with the many l i t t le traits pecul iar to 
his sect ion of the course and thus b e c o m e s 
an expert in his one locality. Th i s m a y 
sound very e l ementary , but the pract ice of 
d iv iding the course a m o n g a group of work-
ers has a new s ign i f i cance in Cal i fornia 
due to the fact tha t topographic and 
geo log ic condit ions vary so much in any 
g i v e n locality that dif ferent s e t s of g r e e n s 
wil l require abso lute ly unrelated treat-
ment . It is the e x c e p t i o n rather than the 
rule that four or five greens on one course 
should require un i form treatment . 

Another advantage of the sect ion s y s t e m 
becomes apparent w h e n the g r e e n s m e n be-
c o m e consc ious of a certain compet i t ive 
e l e m e n t enter ing into their work. Close 
upon the hee l s of th is e l ement c o m e s an-
other—pride, and m a n y courses have 
s h o w n the benefit of the greenkeeper al low-
ing the two to be judic iously mixed. The 
fact that this s ta te h a s long boas ted s o m e 
of the most pol ished courses in the coun-
try may be attr ibuted to the m e n o n the 
courses not wa i t ing to be told w h a t to do 
but obtaining a s ick le or a hoe and putt ing 
a f e w finishing t o u c h e s here and there 
around their a s s i g n e d areas. 

Mexicans Are Good Laborers. 
In southern Cal i fornia work on the golf 

courses is done large ly by Mex icans who 
have maintained the ir place over a long 
period of t ime in sp i te of ef forts to dis-
lodge them. It is the writer's h u m b l e opin-



ion t h a t t h e M e x i c a n is a v e r y m u c h 
m a l i g n e d p e r s o n and the c o m m o n concep-
t ion of h i m , b a s e d upon s c e n a r i o wr i ters ' 
f er t i l e i m a g i n a t i o n s , i s a b s o l u t e l y unjust . 
H e is p i c t u r e d as be ing i n d o l e n t but there 
are f e w m e n w h o can s c r e e n a s m u c h sand 
or cut as m u c h g r a s s u n d e r a b laz ing ho t 
sun . M o s t of t h e m h a v e large f a m i l i e s and 
are w i l l i n g a n d e v e n e a g e r to w o r k over-
t i m e u n d e r a l m o s t any c o n d i t i o n s to earn 
ex tra pay . F u r t h e r , l e f t to h i s o w n dev ices , 
the M e x i c a n golf course w o r k e r w i l l trans-
fer the g r o u n d in his care i n t o a th ing of 
b e a u t y b y t h e de f t p l a c e m e n t of a f e w 
plants a n d s h r u b s . 

Greensmen Not Common Laborers. 
It is u n f o r t u n a t e that the labor on a golf 

course is c l a s s i f i e d a s u n s k i l l e d , but noth-
ing can be d o n e about it unt i l c l u b s s e e 
fit to p a y a w a g e on a par w i t h t h e a m o u n t 
of s p e c i a l i z e d k n o w l e d g e n e c e s s a r y for ef-
ficient work . W e s t e r n g r e e n k e e p e r s find 
tha t f or a b o u t three m o n t h s an inexperi -
e n c e d l aborer on a golf c o u r s e i s more of 
a l iab i l i ty t h a n an a s s e t in s p i t e of the fac t 
t h a t t h e y a r e s u p p o s e d to h ire s u c h a man 
on $4.00 a d a y to turn out a first c l a s s 
brand of w o r k . In the first p l a c e n e w m e n 
f r e q u e n t l y k n o w n o t h i n g a b o u t t h e e s sen-
t ia l s of the g a m e and in such a s t a t e he is 
not s a f e to b e a l l o w e d on t h e c o u r s e . 

It t a k e s t i m e to e d u c a t e a m a n to t h e 
p o i n t w h e r e he d o e s n o t ques t ion the san-
i ty of a g o l f e r w h o d e m a n d s a b s o l u t e si-
l e n c e w h i l e he is p l a y i n g a s troke . It 
t a k e s t i m e for the laborer to l earn h o w to 
be of u s e to h i s e m p l o y e r s w i t h o u t b e i n g 
a n u i s a n c e a s we l l . T h i s m u s t all c o m e 
b e f o r e he c a n l earn t h e more t e c h n i c a l 
m a t t e r s c o n c e r n e d w i t h the finer po in t s of 
g r e e n k e e p i n g . 

T o t e a c h a m a n to be a good g r e e n -
k e e p e r requires p a t i e n c e , part icu lar ly in 
regard to t h e m a t t e r of weed ing . In t h i s 
m o s t n e c e s s a r y pract i ce , the h u m a n pen-
c h a n t for f o l l o w i n g t h e l ine of l e a s t res i s -
t a n c e i s v e r y m u c h in e v i d e n c e . It i s no t 
t h e p l e a s a n t e s t k ind of work to be d o w n 
o n h a n d s and k n e e s on s o g g y turf under a 
b l a z i n g s u n h u n t i n g for B e r m u d a runners , 
c rab g r a s s , burr c lover , or any o t h e r un-
w e l c o m e invader , a n d m a n y good g r e e n s -
m e n h a v e been k n o w n to rebel at t h i s la-
bor. One s o u t h e r n Cal i forn ia g r e e n k e e p e r 
r e l a t e s the f o l l o w i n g e x p e r i e n c e in connec -
t ion w i t h w e e d i n g : 

" S o m e y e a r s back I h a d the m i s f o r t u n e 
to s u f f e r a year ly i n f e s t a t i o n of B e r m u d a 
g r a s s in m y g r e e n s . A l t h o u g h I k e p t up a 
r e g u l a r w e e d i n g s c h e d u l e I did no t s e e m 
to be m a k i n g a n y p r o g r e s s unt i l I dis-
c o v e r e d t h a t t h e m e n , w h e n m y b a c k w a s 

The setting of La Cumbre G. & C. C. at Santa Barbara, Calif., gives an idea of 
the geological conditions that make specialization of greens force advisable. 


