
three categories: refined, medium or 
coarse. On a boundary planting that 
might be 100 feet or more away from 
the viewer, the texture would be only 
a small part of the problem. If the 
viewer is coming within 40 or 50 feet 
of the plant's foliage then texture 
becomes rather important. And if the 
v iewer observes the plant at close 
range, texture becomes extremely im-
portant. 

To give you an example of what we 
mean by texture in foliage, let 's take 
two extreme examples. On the one 
hand, if the reader lives in that part of 
the country w h e r e as a boy, he used to 
smoke the " c i g a r s " of the Catalpa tree, 
he will quickly recall the large leaves 
on these trees. T h e y are also almost as 
rough as sandpaper to the touch. This 
would be an example of an extremely 
coarse foliage. 

Now moving to the other ex t reme 
where we are looking for a highly 
r e f i n e d f o l i a g e , I c a n ' t t h i n k of 
anything better than the recent ly pop-
ularized Dawn Redwood. It is a cone-
bearing deciduous tree. Each tinv 
that you would hardly know that you, 
were touching it. That is a h ighly 
ref ined foliage. 

For medium texture you'd include 
such plants as Honeylocust, Scar le t 
Oak, Willow Oak, willow trees of 
various types, and many others. 

Any superintendent who has ever 
raked leaves will soon recall that cer-
tain ones were so coarse, and so hard 
to handle, that you got to dislike that 
tree purely on the basis of its foliage 
texture. 

Deciduous or coniferous? 
The logical next question is, "Do 

you plant all deciduous plants (those 
that lose their leaves during the dor-
mant season) or all conifers? Or do 
you mix the two?" The best landscape 
composition comes from a mixture of 
the two. However , you need plenty of 
depth to do a professional job in 
composition w h e r e you include both 
types. 

The best composition is to be found 
in nature. One must have years of ex-
per ience and preferably some formal 
training to sit down with a p iece of 
paper and design something for the 
next 50 to 100 or 150 years into the 
future that won't turn out to be just a 
tall, flat green wall . 

T h e inside shape of the boundary 
planting is all important, especia l ly if 
you have anywhere from 50 to more 
feet of space for planting. It should not 
be a straight wall of tree trunks. It 
should have gradual curving bays and 
i n t e r e s t i n g p r o m e n t o r i e s . O c -
cassionally you might have room to set 

a spec imen tree (see above) standing 
in one of those open, grassed bays. W e 
will cover the use of spec imen trees in 
a later article on composition and 
design. 

How many plants? 
W e can just hear the impat ience 

building up in most of the superinten-
dents and Greens Committe chairmen 
who are reading this article. " W h e n 
are they going to get around to the 
most important question of al l—how 
many plants will it t a k e ? " 

T h e answer is not so much in how 
many will it take as it is how many can 
your budget and labor force handle in 
any one planting season? 

It is much better to plan ahead for 
such projects , especia l ly if you are 
planning to do the work with your own 
labor force. We do not recommend 
this but it is a way of real ly reducing 
the total cost. 

W e are fully aware of how busy the 
superintendents are, especial ly in the 
spring. If they are in a high rainfal l 
a rea such as the Northeast , it s tretches 
their pat ience to the last thread in just 
trying to get the grass cut. We can im-
agine what would happen if they had 
200 trees sitting down in the storage 
area , and the weather was such, they 
couldn't get out and plant them. So 
careful planning is ex tremely impor-
tant. Try to envision just about how 
much could be handled in any one 
planting season. It is much better to do 
it gradually than to get discouraged 
from overextending yourselves. 

O r d i n a r i l y , on a c o u r s e that is 
a l ready blessed with some trees we 
usually add at a minimum of five to 10 
trees on each hole and a maximum of 
from 30 to 40. Most courses that handle 
their own planting take on only from 
one to three holes a year . This is just 

about all the superintendent and his 
workcrew can manage. If the weather 
is right it is not too bad. If the weather 
goes against them, it can become a 
nightmare. 

Spring or Fall? 
The next question comes, do you 

plant in the spring or the fall? Again, 
the answer is check with your local 
authorities, especial ly your Cooper-
ative Agricultural Extension Service 
or the local nurserymen in you partic-
ular area . In the northern temperate 
zones, it is usually a case of too much 
rain and mud in the spring. The Fall 
seems to be the better time because 
heavy vehic les aren't so apt to bog 
down or make ruts in your roughs or 
fairways. 

The disadvantage of fall planting is 
that if it is not done as soon as planting 
is possible, there will be pract ical ly no 
new roots set before the oncoming of 
winter. That is the big advantage of 
spring planting. Each plant can set out 
a new crop of roots be fore winter sets 
in. 

M a i n t e n a n c e and t h e p l a n t i n g 
techniques will be covered in a subse-
quent art ic le . We hope that this dis-
cussion on boundary plantings has in-
spired you to give consideration to 
your course 's individual problems. • 

With our specialized equip-
ment, we can install a com-
p r e h e n s i v e C a m b r i d g e 
Dra inage System in a green in 
less t h a n 2 days w i t h o u t 
removing the sod. 

Write for Details: 

Cambridge 
Soil Services of America 

106 Robert Gene 
Dept. GB-1 

Glencoe, AL 35905 
(205) 492-7847 
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You can turn white snow into green dollars 

W i n t e r convers ion of o therwise idle 
golf faci l i t ies into p ro f i t ab l e w in te r 
c ross c o u n t r y t o u r i n g c e n t e r s h a s 
b e c o m e i n c r e a s i n g l y p o p u l a r 
throughout the Snowbe l t states. The 
re la t ive ly low dol lar inves tment and 
m a i n t e n a n c e costs r e q u i r e d to ope ra t e 
a cross country tour ing center can 
yield except ional ly h igh re turns . In 
some cases, golf cour ses can inc rease 
a n n u a l r e v e n u e s by as m u c h as 40 pe r -
cent , p lus be t te r amor t i z e the cost of 
n o r m a l l y vacant p rope r ty , r e s t au ran t 
fac i l i t ies and hotels . 

Cross country skiing is a t t ract ive to 
a b r o a d range of r e la t ive ly a f f luen t , 
u p s c a l e people b e c a u s e it is easy to 
l ea rn , as access ible as the neares t 
snowfa l l , is an exce l len t exercise , and 
a f avo r i t e fami ly pa s t ime . According 
to i ndus t ry sources , a p p r o x i m a t e l y 4 
mi l l ion peop le en joy the sport each 
yea r . 

Sa les of cross coun t ry equ ipmen t 
h a v e i nc r ea sed by over 400 percen t in 
the past five years , and significant 
g rowth is forecas t in the years ahead . 

Recrea t iona l activit ies that can be 
p u r s u e d closer to h o m e a re expec ted 
to p rosper , especia l ly cons ide r ing the 
high cost and re la t ive scarc i ty of 
gasol ine. 

Golf course owne r s a n d m a n a g e r s 
can e i the r lease their p r o p e r t y to 
r e spons ib le local ski tour ing ope ra to r s 
or ski shops, or ope ra te the i r own ski 
ren ta l shop, cross count ry ski school, 
and concession. In both cases, turf can 
be wel l -pro tec ted by f enc ing a n d war -
n ing s igns , a n d m a p s a r e u s u a l l y 
i s s u e d to e n s u r e tha t ski t o u r i n g 
en thus ias t s don ' t s tray. 

Dick Tremblay , co-owner of Tory 
Pines Resort in F r a n c e s t o w n , N e w 
H a m p s h i r e says, "It m a d e good sense 
to use our hotel , r e s t a u r a n t a n d golf 
course du r ing the w i n t e r mon ths . " 
The resor t conver ted its 150-acre golf 
course, a n d the s u r r o u n d i n g 270 acres , 
into a ski tour ing cen te r last year . 

" O u r courses a re t r ee - l ined on both 
sides to p rov ide excel lent w i n d cover. 
A n d o u r loca t ion at t he b a s e of 
Cro tched M o u n t a i n l ends an at t rac-

tive a lp ine a t m o s p h e r e that peop l e 
s e e m to like. N o w the p rogram is so 
successfu l , we somet imes ques t ion 
w h e t h e r our p r i m a r y bus iness is golf 
or skiing." 

Turf Protection 
Tremblay , w h o es t imates a 35-40 

p e r c e n t i nc rease in year ly resor t in-
come last year d u e to the win te r con-
vers ion to ski touring, found v i r tua l ly 
no turf damage w h e n the snow m e l t e d 
a n d golfing began in the Spring. " W e 
kept peop le off the greens and tee 
a r e a s by post ing signs and keep ing 
f lagst icks up all y e a r long," he says. 

T o r y P i n e s p r o t e c t e d t h e i r turf 
f u r t h e r by d i rec t ing trails a w a y f r o m 
de l i ca te grass, and by rota t ing the 
m a i n t a i n e d ski t racks on a r egu la r 
bas i s to avoid potent ia l ly damag ing 
s n o w compact ion . Skiing w a s also 
s u s p e n d e d w h e n the re was less than a 
p l e n t i f u l a m o u n t of s n o w on the 
g round , usual ly two to th ree fee t . On ly 
two to th ree inches , howeve r , a r e ac-
tua l ly r e q u i r e d for cross count ry ski-
ing. 

Proximi ty to a p r i m e win te r ski tour-
ing marke t is an impor tan t key to the 
success of win te r cross country skiing 
convers ions , accord ing to T r e m b l a y . 
Tory Pines is wel l s i tua ted in an excel-
len t snow region. In addi t ion, it 's 
loca ted only a shor t d i s tance f r o m 
Concord , Keene a n d M a n c h e s t e r — 
t h r e e of the largest cities in N e w 
H a m p s h i r e . The faci l i ty also a t t rac ts 
m a n y Boston-area res iden t s d u r i n g 
the w e e k e n d s . 
Insurance 

Liabil i ty coverage is also an impor -
tan t cons idera t ion . Although i n j u r i e s 
to cross count ry sk iers a re r a r e — ski 
tour ing en thus ias t s se ldom d e s c e n d as 
fas t as down hill sk iers — o p e r a t o r s 
a r e just as l iable for acc idents as they 
a r e dur ing w a r m e r months . 

"As a resort complex , " says T r e m -
blay , " w e deal wi th a year- long in-
s u r a n c e package that inc ludes l iabi l i ty 
coverage for cross count ry skiers . Last 
yea r , howeve r , the only in ju ry w e in-
c u r r e d was a d is located t h u m b . " 

Liabil i ty i n s u r a n c e is also ava i l ab l e 
at m o d e r a t e costs for m e m b e r s of the 
Na t iona l Ski Tour ing O p e r a t o r ' s Asso-
cia t ion (NSTOA), located in Brat-
t leboro , Vermon t . NSTOA i n s u r a n c e 
is b a s e d upon a pe rcen t age of sk ier 
days , and usual ly s tar ts at a m i n i m u m 

Scenes such as 
these are the 
delight of cross 
country skiers. 
Trails should be 
carefully marked 
to avoid crossing 
the more damage 
prone areas, such 
as g r eens and tees. 
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fee of $600. 

Start-up costs 
Start-up costs for a small cross coun-

try ski touring facility are relatively 
low, c o m p a r e d to key e x p e n s e s 
for establishing a golf course, for in-
s t a n c e . A c c o r d i n g to e s t i m a t e s 
prepared by one cross country ski 
equipment manufacturer, first-year 
revenues can be as high as $19,000 for 
a small ski touring center in operation 
for 12 weeks. See table one for a 
review of basic expenses and sources 
of revenue, which illustrate the pro-
fitability of winter conversion. 

Industry assistance 
While some golf course owners may 

already be knowledgeable about cross 
country ski ing, the m a j o r i t y can 
usually benefit from assistance pro-
vided by cross country industry repre-
sentatives. The best sources are local 

ski shops or the National Ski Touring 
Operator's Association. Trak, Inc., 
located in Ward Hill, Mass. and a 
cross country ski manufacturer, has a 
strong golf course program. Their 
touring center consultants can offer 
advice on trail construction and main-
tenance, explain the set-up of rental 
equipment programs, promote and 
handle general administration of the 
conversion. 

Local ski shops might lease your 
property and assume all responsibility 
for implementing a cross country ski-
ing program. 

T h e N a t i o n a l S k i T o u r i n g 
O p e r a t o r ' s A s s o c i a t i o n p r o v i d e s 
literature and printed guidelines for 
effect ive conversion of golf facilities. 
The organization set standards for 
marking trails, and acts as a represen-
tative for ski touring operators in the 
U.S. For more information on NSTOA, 

contact: Stan Allaben, NSTOA, Box 
557, Brattleboro, VT 05301. Phone: 
802/257-4341. 

Reaching Potential Golfers 

Cross country skiing can be highly 
profitable, and yield added benefits 
during the rest of the year as well. A 
golf course touring center can help 
reach an entirely new sports crowd, 
one that might now ordinarily con-
sider golf during warmer months. 
"You can put an older person or child 
on a pair of cross country skis," says 
Dick Tremblay, "and in a matter of 
minutes they're out on your golf 
course having a ball. It's a great family 
sport and one that exposes an entirely 
new and different sports crowd to the 
golfing environment. The cross coun-
try skier of winter might very well 
turn into a golfer during the rest of the 
year. • 

M y The Canadian Golf Superintendents Association Invites you 
^ ^ H ^ ^ J r to join us at the largest Turf Conference and Show in 

Canada with over 70 Golf, Turf and Landscape related 
^ ^ H ^ K . Exhibits. For brochures and registration regarding this 

^ ^ ^ ^ educational, informative and entertaining Show . . . 
C G S A y a c s g Call C.G.S.A. (416) 767-2550 

So begin the 1980's right by attending: 

The 31st Annual Turfgrass Show 
Skyline Hotel, Toronto, Canada 

March 9th - 12th, 1980 

The Canadian Golf Superintendents Association 



COUNT THE WAYS 
CUSHMAN CAN | 
HELP CUT YOUR 
LABOR COSTS. 

With inflation driving up your labor 
costs, you've got to find new ways to 
get more work done in less time. 

That's what the Cushman 
Turf-Care System is all about. 

At the heart of our system is 
the Cushman 3- or 4-wheel Turf-
Truckster vehicle. With a rugged 
18-hp engine, and a transmission 
designed to allow the optional PTO 
to attach directly to it, the Turf-
Truckster moves people, tools and 
equipment quickly and economically. 

But the real beauty of the 
Turf-Truckster is that it also helps 
your crew finish most turf jobs fast, 
thanks to a full line of optional 
Cushman attachments. 

Each attachment 
secures to your 
Turf-Truckster's 
chassis in minutes, 
through Cushman's 
pin-disconnect 
system. You don't 
bolt or hitch, but 
just put the attach-
ment in place, 

snap-in two or three pull pins and 
you're ready to hit the turf. 

And every optional Cushman 
Turf-Care attachment is engineered 
to get its job done neatly and in as 
little time as possible. 

1. GREENSAVER® 
AERATOR. 

The Greensaver lets 
you aerate greens, tees 
or other turf areas up 
to 10 times faster 
than walk-type 
units. 

coring tines, % " coring tines or 
slicing tines—they are all inter-
changeable. What's more, both 
coring drums collect cores as you 
aerate. Or remove the side plates 
and return the cores to the turf to be 
broken up as top dressing. 

2. SHORT BOX & 
FLATBED/BOX. 

Your Turf-Truckster becomes a flat-
bed hauler with just two pull pins in 
place. Bolt on the optional side panels 
and tailgate to the flatbed, and 
you've got a 1,000-lb. capacity* 

J ^ box that can 
be dumped 
manually or 
hydraulically. 

It attaches easily to either the 3- or 
4-wheel Turf-Truckster. Choose the 
drum best suited for your turf: V2" 



3. SPRAYER. 
It's a 100-gallon polyethylene tank 
that holds liquids for spraying 
greens, trees, bushes or roughs 
quickly and accurately. Team it with 
the Turf-Truckster equipped with a 
standard 2 to 1 auxiliary transmis-
sion, optional PTO and 
ground speed 
governor 4 r 
for properly mm « 
controlled 
spraying. 

4. TOP DRESSER. 
Compared to self-powered or 
walk-type top dressers, this unit 
pays for itself in the hours it can save 
your crew. A rubber fabric moving 
bed and rotating 
brush are 
regulated by 

the vehicle's ground speed to 
maintain an even spreading pattern 
over a 31^" swath. And the hopper 
holds up to 1,000 lbs. of material 
from rock salt to powdered fertilizer. 

5. SPREADER/SEEDER. 
Mounted on the optional Short Box 
or Flatbed/Box, its cyclone action 
spreads up to 300 pounds of seed, 
sand, salt or fertilizer over areas up 
to 40' wide. The Spreader/Seeder is 
powered by the Turf-Truckster's 
optional PTO with extension shaft. 
And since all controls are operated 
from the driver's seat, one man can 

get the job done. 

6. QUICK AERATOR. 
We call it the Quick Aerator because 
its 46 " wide swath lets you finish big 

aerating jobs fast. 
It can also move 
from job to job fast, 
because it can be 

hydraulically lifted by controls from 
the driver's seat for ground transport 
(optional hydraulic system and 
dump set required). Three tine 
styles are available for different soil 
conditions: slicing, coring (2 sizes) 
and open spoon. 

7. GRADER/SCARIFIER. 
Now you can groom non-turf areas 
with your Cushman Turf-Care 
System. Attach the new Grader/ 
Scarifier to your Turf-Truckster 
and you're ready to break up 
compacted dirt on ball diamond 
infields or golf car pathways. As 
a professional grading tool, it will 
keep your grounds even, or create 
new surfaces. There's a built-on 
dragmat holder, driver-operated 
controls and an optional scarifier 
replacement bar 
with extra-close 
\W tooth 
spacing. 

8. POWER CONVERTER. 
The Cushman Power Converter 
turns your Turf-Truckster into a 
mobile power plant for electric 
tools, floodlights . . . anything with a 
universal motor that draws up to 120 
volts DC. So, instead of bringing 
every repair job back to the shop, 
your crew can handle them in the 
field. The Power Converter is 
inexpensive, easy to install and 
makes your Cushman 
System even more 
versatile. 

9. CUSHMAN RUNABOUT. 
If you need a vehicle for moving 
people and equipment efficiently, 
consider the Cushman Runabout. 
Either the two-man 18-hp Run-
about, or the one-man 12-hp model. 
Both give you maneuverability 
and feature a big pick-up box, 
and 3-speed transmission. And 
both Runabout models let your crew 
get to the job without tying up a golf 

car that could be on the 
course earning a profit. 

Title-

The Cushman Runabout. 
The Cushman Turf-Truckster. 
The Cushman Turf-Care System. 
They're all designed with the kind 
of quality you've come to expect 
from Cushman. And common 
sense engineering for less down-
time, helping you hold down 
rising operating costs. 

If you'd like to see our turf system 
in action on your grounds, return 
this coupon. Your Cushman Turf 
Dealer is ready to demonstrate our 
labor-saving System to you now. 

•Rating for vehicle equipped with 9.50-8 rear tires. 

© Outboard Marine Corporation 1979. 

All rights reserved. 

CUSHMAN 
The Labor-Saving Turf System 
2001 Cushman, PO. Box 82409, 
Lincoln, NE 68501 

Let's see the labor-saving System at 
work, Cushman. 
• I'd like more information on the 

• Send me your new catalog for 1980. 

Name 

Address 

State ZIP 

80-CUT-1 
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Managing with budgets 

(Editor's note: This is the third and 
final in a series of articles by Organi-
zational Systems Inc., a research-
based consulting firm specializing in 
solving organization and management 
problems. The first two articles are 
found in the October and November, 
1979 issues of GOLF BUSINESS, 
respectively.) 

In the first two articles of this series 
we dealt with two questions: (1) what 
are budgets?, and (2) how is a budget 
formulated? The second question was 
answered in two ways. One was the 
actual method of formulating a budget 
in accounting terms, the second was 
the wider process of budgeting, or 
how different actors in the organiza-
tion play different roles, and thereby 
i n f l u e n c e the o u t c o m e s of the 
budgeting process. 

It is unwise, however, to think that 
once we go through the budgeting 
process everything will take care of it-
self. What happens with the budgets 
during the budget period is equally 
important. Different organizations use 
budgets for different purposes; and 
the uses a budget is put to will affect 
not only the budgeting process in the 
next period but also a host of other 
factors. 

In this article, which is the last of 
the series, we shall look at these uses 
and their implications. There are six 
possible uses of a budget. An organi-
zation may use the budget in one, two 
or all of these ways, and other organi-
zations m a ^ forget altogether that a 
budget exists. The six possible uses of 
a budget are: (1) as a tool for control; 
(2) as a forhi of progress report on 
work; (3) as a standard for perfor-
mance evaluation; (4) as a tool for 
motivating managers; (5) as a means 
of feedback on the changes occurring 
in the environment; and (6) as a 
source of information for future plan-
ning. 

Each of the uses offers a different 
perspective. At the same time they are 
not independent of each other. How 
you use a budget for control will cer-
t a i n l y a f f e c t the m o t i v a t i o n of 
managers. We find, therefore, that a 
logic emerges as to when a particular 
use is feasible and when it is not. This 
logic is not the same for all organiza-
tions. Some parts of it will hold true 
for some organizations, while other 

parts may be valid for others. It is up 
to the superintendent to construct his 
own logic, and thereby derive the 
strategy for managing with budgets. 

Every superintendent 
has his own 
notion of what 
control means. 

1. Budget as a tool for control 
Every superintendent has his own 

notion of what control means. The 
diversity of such notions becomes 
manifest in the way budgets are used 
for the p u r p o s e of c o n t r o l . The 
original notion of budgetary control 
related merely to the financial control 
of organizational activities. The main 
purpose here was to ensure that the 
limits on expenditure were observed 
by individual departmental managers. 
This notion can still be observed in 
operation in the more bureaucratic 
organizations. Normally it is accom-
panied by the use of a fixed budget. 

Once the budget 
is set, the 
controller is to see 
that the budgeted 
amount is spent. 

Once the budget is set, the only re-
sponsibility of the controller is to see 
that the budgeted amount is spent. In 
the extreme cases, underspending 
is c o n s i d e r e d to be as b a d as 
overspending or even worse. 

The second prevalent notion about 
budgetary control is to keep a check 
on the employee's activities. This type 
of control is exercised in two ways. 
F i rs t is to contro l the e x t e n t of 
resources a l located to cer ta in ac-
tivities. This method is effective un-
d e r t h e c i r c u m s t a n c e s w h e r e 
authorities are clearly defined and the 
fixed form of budget is used. The 
authority of the subordinate manager 
is s t r i c t ly r e s t r i c t e d as r e g a r d s 

transfer of funds sanctioned for one 
activity to another activity. This 
restriction becomes meaningless if a 
v a r i a b l e budget is used wi thout 
sophisticated controls, because the 
subordinate manager can always peti-
tion for changes in the budget. The 
two conditions of restr ict ions on 
authority and use of fixed budgets 
therefore must exist simultaneously. 
The second way of exercising this type 
of c o n t r o l is t h r o u g h f i n a n c i a l 
information. This requires an exten-
sive information system, and inad-
vertently leads to voluminous paper 
work because every item of expen-
diture must be carefully explained by 
the subordinate manager. 

S o m e o r g a n i z a t i o n s e s t a b l i s h 
guidelines for the managers with a 
view to utilizing budgets for one or the 
other forms of control. However, once 
es tabl ished, the actual control is 
f o r g o t t e n . I f a s u p e r i n t e n d e n t 
regularly files his reports, the upper 
level management is satisfied simply 
with the regularity of reports and 
ignores the actual activity of compar-
ing the reports with the original 
budget. Invariably, the comparison is 
left until after the budget period is 
over, and by that time superinten-
dents invent a score of ways to justify 
the departures from the original 
budgets. These justifications may or 
may not be supported by the levels of 
performance achieved in terms of pro-
duction or dealing with whatever 
emergencies arose during the budget 
period. 

The ultimate effectiveness of the 
budget as a tool for control is there-
fore not dependent only on the fact 
that you have it, but also on how you 
use it. If not used properly it becomes 
blunt like any other tool that has been 
lying around in the stores. 
2. A form of progress report 

This is a variation on the theme of 
c o n t r o l . When the c o n t r o l l e r or 
manager is far removed from the 
department either physically or in 
t e r m s of u n d e r s t a n d i n g t h e 
technology, more often than not the 
budgetary information is used to 
gauge the progress of work going on in 
that department. Although this is a 
fairly common phenomenon encoun-
tered in research organizations, clubs 
perhaps will not face this situation. 



For one reason, club management is 
never so far removed physically from 
the operations, and the second reason 
is that although the general manager 
may not exactly know the intr icacies 
of every operation, the progress of 
each department can be determined 
through a visual inspection. 

3. Performance evaluation 
Apart from control of employee ac-

Slack is defined 
as the under-
statement of revenues 
or overstatement 
of costs. 

tivities, there has always b e e n a con-
troversy about the methods to be used 
for evaluat ing m a n a g e r i a l p e r f o r -
mance . A superintendent is expected 
to plan, coordinate, organize and con-
trol the activities of his subordinates. 
W h e n e v e r questions about evaluating 
his performance arise, several issues 
need to be dealt with. 

T h e first issue is how to quantify 
performance . T h e budget presents it-
self as the most obvious answer. It is 
argued that the budget itself is a 
quantif ication of goals and the results 

Improper 
implementation of 
the budgeting process 
will allow slack 
to be introduced. 

of his per formance can be translated 
in f inancial terms and compared with 
the budget as the standard. 

This argument is valid only if the 
underlying assumptions have been 
met. These assumptions are first that 
all the goals can be quanti f ied in 
f inancial terms, and second that all 
other factors have been under the 
superintendent 's control. 

B o t h the a s s u m p t i o n s c a n b e 
chal lenged very easily. If the golf 
course maintenance budget is set at x 
dollars, it still cannot capture the es-
sence of the quality of the golf course. 
In such a case, the superintendent 's 
p e r f o r m a n c e , w h i c h is e s s e n t i a l l y 
re f l ec ted in the quality of the golf 
course, cannot be judged on the basis 
of whether he kept within the budget 
limits. 

T h e second assumption can again b e 
chal lenged because it is a rare situa-
tion when all the factors are under the 
s u p e r i n t e n d e n t ' s contro l . T h e r e is 
a lways the weather, breakdowns of 
equipment , non-availabil i ty of skil led 
people , and a host of other factors that 
can cause hard, concrete problems for 
the superintendent . 

T h e second issue is whether we are 
trying to evaluate the superinten-
dent 's compliance with the budget or 
his ability to innovate and use dis-
cret ion. If the budget is used as a stan-
dard for per formance , we may b e 
fa l lac iously seeking to evaluate the 
superintendent 's compliance . In this 
case , it may be a case of punishing in-
itiative. If a ba lance is to be struck be-
tween the two aspects of his job, then 
the budget cannot be used as a stan-
dard but rather should be used as a 
guidel ine. 

T h e third issue is the adequacy of 
funding as put down in the budget. If 
the budgeting process is used as a 
m e a n s of striking compromises , the 
a d e q u a c y of f u n d i n g is a l w a y s 
quest ionable . In such instances, com-
pl iance with the budget could at best 
re f lec t partial achievement of goals 
w h e t h e r they be the organization's 
goals or the superintendent 's goals. 

T h e fourth issue is that of the 
p r e s e n c e of slack in the budget. S lack 
is def ined as the understatement of 
r e v e n u e s or overstatement of costs. 
Super intendents introduce slack in 
the budgets mainly for the reason that 
the three above ment ioned issues 
have not been resolved in the organi-
zation. The use of budgets as a stan-
d a r d for p e r f o r m a n c e e v a l u a t i o n 
wi thout a reso lut ion of the t h r e e 
issues creates an anxiety amongst 
superintendents . As a result, they in-
troduce slack in their budgets. S lack 
will help a superintendent come out a 
winner no matter what happens. For 
e x a m p l e , if revenues have b e e n un-

d e r s t a t e d t h e n u n d e r n o r m a l or 
f a v o r a b l e c o n d i t i o n s t h e a c t u a l 
r e v e n u e s will a lways e x c e e d the 
budgeted revenues. Under adverse 
conditions the revenues will match 
the budgeted revenues. S imilar ly an 
overstatement of costs will always 
place the superintendent in a situation 
where his actual costs are e i ther lower 
than or equal to the budgeted costs. 

The phenomenon of slack is entirely 
related to the match be tween the 
budgeting process and the perfor-
mance evaluation. Improper imple-

Quite a few 
superintendents 
strive for a 
zero variance . . . 

mentation of the budgeting process 
will allow slack to be introduced, and 
then per formance evaluation b e c o m e s 
m e a n i n g l e s s . On the o t h e r hand, 
i m p r o p e r p e r f o r m a n c e eva lua t ion 
will create a motivation for the in-
troduction of slack. M a n y organiza-
tions get caught up in this vicious 
circle. 

4. A tool for motivating 
The budgeting process gives rise to 

three o u t c o m e s — organizat ion of 
work, e s t a b l i s h m e n t of goals and 
c lar i ty of i n f l u e n c e pa t te rns . T h e 
budget then means more than just an 

. . . the General 
Manager may not 
exactly know the 
intricacies of 
every operation. 

allocation of money. Super intendents 
know exact ly what the board and club 
.members want and will be looking for. 
Superintendents also know exactly 
what activities are to be performed to 
provide the members with what they 
want. As a consequence , criteria for 
per formance get c lar i f ied. The super-
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intendent is not in a di lemma as to 
whether he should strive to achieve 
the stated goals of the c lub or whether 
to go for the hidden goals of the most 

A budget 
prevents wasting 
energy on diverse 
political activities. 

influential members. 
This has two implications for the 

superintendent. First, the superinten-
dent is no more anxious about this 
d i l e m m a and he can use all his 
energies for the purpose of accom-
p l i s h i n g what h e is e x p e c t e d to 
achieve. Second, the superintendent 
has no more reason to try and play up 
to individual members of the board or 
the budget committee in order to 
maintain support for his position. 

Such a budget not only directs the 
e n e r g i e s of t h e s u p e r i n t e n d e n t 
towards what is to be done, but also 
prevents wasting energy on diverse 
political activities. It may sound as if 
t h e s u p e r i n t e n d e n t i s b e i n g 
manipulated through budgets, but this 
is not the case. It al lows the superin-
tendent to use his competence for his 
per formance and growth. This is what 
management is all about. 

5. F e e d b a c k on changes 
T h e budget can serve as a very 

useful m e a n s of f e e d b a c k on the 
causes of variation be tween planned 
per formance and actual performance. 
A number of techniques have been 
developed in the f ield of managerial 
accounting for the analysis of perfor-
mance . W e shall i l lustrate one techni-
que with an example . 

Any operation will at least involve 
two factors— materials and labor. The 
cost of each one may be a f fec ted by 
either the quantity (units of materials 
or hours of labor) or the rate (price 
per unit or wage rate). Est imates of 
quantity and rate are used in the 
preparation of budgets. During the 
budget period, however, the actual 
usage of quantities and actual rates 
will vary from the estimates. These 
variations will create d i f f e rences be-
tween actual and planned perfor-
mance. Analysis of these d i f ferences 
will give us information on the causes 
of variance. 

Let us say that for a part icular 
material the following quantit ies and 
rates were estimated and actually 
used. 

TABLE 1. 

Material X Actual Budgeted 

Quantity re-
quired (units) $ 2,000 $ 1,800 
Rate (price/ 
unit) $ 7.50 $ 8 
Direct 
material cost $15,000 $14,400 

We find that the actual expenditure 
exceeded the budgeted amount by 
$600. Both quantity and price fluctua-
tions have caused this d i f ference . The 
extent of the effect of each quantity 
and price can now be calculated. The 
effect of quantity is cal led the usage 
variance, and the effect of pr ice is 
cal led the rate var iance . 

Usage var iance is calculated by the 
following formula: Budgeted Quantity 
( 1 8 0 0 ) - A c t u a l Q u a n t i t y ( 2 0 0 0 ) 
X B u d g e t e d R a t e (9) = U s a g e 
V a r i a n c e (-1600). The negative sign in-
dicates that the usage var iance is un-

favorable and has led to increase in 
the overall expenditure. 

T h e rate variance is computed using 
the following formula: Budgeted Price 
(8) - Actual Price (7.50) X Actual 
Q u a n t i t y (2000) = Rate V a r i a n c e 
(+1000) . The positive sign indicates 
that rate var iance is favorable and 
had the effect of reducing the overall 
expenditure . 

T h e overa l l d i f f e r e n c e b e t w e e n 
budgeted and actual expenditure is 
the sum of the usage variance and the 
rate variance. In this case: (-1600) + 

Unskilled 
personnel are 
cheaper but 
need more hours. 

(1000) = -600. 
This is only one of the techniques of 

computing the effects of different fac-
tors on the d i f f e r e n c e s b e t w e e n 
budgeted and actual expenditures. 
Depending on which factors caused 
the di f ference , we can start exploying 
what changes in the organization or 
the environment are going on. 

For example , usage variance due to 
labor may be caused by unavailabil i ty 
of skilled personnel . Unskilled per-
sonnel are cheaper to get, but they 
need to put in more hours for the same 
job. An imbalance between the ef fects 
of skills and wage rate can be under-
stood through such analysis. Ques-
tions may then be raised as to why 
skil led personnel are not available. It 
is possible that other organizations are 
luring away skilled personnel by of-
fer ing higher wages. On the other 
hand, unfavorable wage rate var iance 
may indicate that the club is paying 
out higher wages to the people with 
low skill levels. 

Quite a few superintendents strive 
for a zero var iance between their 
budgets and actual performance. This 
is due to the fact that variances are 
used for evaluation purposes. S o m e 
superintendents resort to the use of 
slack to keep within their budgets. Top 
management needs to look into those 
d e p a r t m e n t a l b u d g e t s w h e r e 
var iances are e i ther zero or always 
favorable . They will most likely find 
the exis tence of slack. 
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H e r e a g a i n we f i n d t h a t the 
information obtained through such 
analysis can be used for control as 
well as performance evaluation. A 
restricted use of this information for 

A budget can 
serve as a 
source for 
future planning. 

play. Similarly budgets are necessary 
and vital to any organization, but the 
way they get formulated and way they 
are used determines how they will af-
fect the functioning of the organiza-
tion. 

Each topic that has been discussed 
in these articles is related to every 
other topic. All the topics together are 
related to other things that go on in the 
organization. These articles give you 
only a glimpse of the total organiza-

tional reality It is possible that some 
organizations carry out the budgeting 
process in a proper way and yet face a 
host of problems. Budgeting is not a 
panacea for all the organizational 
problems. These articles should not 
give such a picture because it would 
be a mistaken view. If these articles 
make some golf course superinten-
dents ask themselves, "Are we doing 
our budgeting right?", then the pur-
pose of the articles would be served. • 

control and evaluation would be inef-
fective if the causes of variance lie 
outside the control of the manager 
concerned. The use of budget as a 
m e a n s of f e e d b a c k p r o v i d e s an 
avenue for the top management to see 
what is going on around them. 

6. Information for future planning 
A budget can serve as a source of 

information for future planning when 
all the other uses of a budget are prop-
erly matched with one another. The 
use of budgets for control and evalua-
tion must be coupled with the use for 
feedback on environment. Together 
t h e s e t h r e e w i l l m o t i v a t e the 
managers towards performance and 
valid record-keeping. The information 
generated out of record-keeping and 
other analyses can then be used for 
future planning. Since future planning 
occurs through the budgeting process, 
we go back to the actual imple-
mentation of the budgeting prcess. 

Summary 
Budgets are used in different orga-

nizations for different purposes. In 
most cases we find only partial utiliza-
tion of budgets even for the two or 
three purposes they are used towards. 
It is not our intention to prove any in-
competence on the part of the practis-
ing superintendent. The day-to-day 
activities sometimes force the super-
intendents to skip a few steps. This 
almost inevitably leads to skipping a 
few more steps. Unwittingly the orga-
nization relinquishes proper use of a 
management process which is an in-
tegral part of any economic organiza-
tion. 

In this series of three articles we 
have tried to focus on the complete 
meaning of budgets and budgeting. 
Fertilizers, seeds and water are neces-
sary to grow a quality turf. It is not 
enough, however, to just throw these 
on the ground. The sequence and 
amounts in which each one is applied 
determines the quality of turf and the 
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Luck or Skill 
T h e bes t players of the game are 

programmed beings that have spent 
untold hours and dol lars becoming 
m e c h a n i c a l " .men". T h e s e creatures 
possess powers and skil ls to control 
the spin and flight of the golf ball in an 
almost mystical fashion. O n e needs 
only to visit the prac t i ce tee be fore 
any big tournament and marvel at the 
exper t i se of both the famous and the 
unknown. 

S i n c e there is so l i tt le rea l di f fer-
e n c e b e t w e e n the hitting skil ls of the 
best p layers , it b e c o m e s obvious that 
the real " s e p a r a t o r " is menta l attitude 
and luck. In few instances is one able 
to design or maintain a golf course 
boldly enough to menta l ly int imidate 
the best players . For even if we took 
the best p layers and would al low them 
to play golf holes l ike the ones depic-
ted in the now famous drawings cal led 
" T h e Most Infamous Holes in G o l f " by 
Bud C h a p m a n , they would do so with 
a verac i ty that would h a v e made the 
Spar tans proud. Perhaps some pros 
would e v e n play these holes under 
par. 

But w h y t h e n a r e t h e r e s o m e 
courses w h e r e his tor ical ly winning 
scores hover near par? T h e answer is 
luck. T h e s e golf courses a re so con-
structed or mainta ined so that skill is 
no longer the fair " s e p a r a t o r " , but 

rather the w i n n e r is se lec ted not just 
by the rub of the green but by the 
vicissitudes of Lady Luck. 

What then permits some courses to 
be viewed as tests of luck ins tead of 
skill? To b e spec i f i c and to use proper 
n a m e s w o u l d b e e x t r e m e l y un-
popular, if not totally construed as a 
miscarr iage or defamat ion. I would 
prefer to a l lude to physical e l e m e n t s 
of some of the more notable e x a m p l e s 
and let you dec ide which ones they 
are. 

The first indicator of a luck golf 
course is w h e r e some of our very me-
chanical art isans of the game shoot 69 
on one day and come back with an 82 
on the next. None of these profes-
sionals go off their game that much 
that quickly. So one must ask what 
c a u s e d t h e i r g a m e t o b e s o 
dramatical ly a f fec ted as to result in 
this major inconsis tency. S o m e t i m e s it 
is the easi ly understood fac tor of 
nerves or strong gust winds or rains 
that causes the lucky to prevai l . Other 
times it is the art i f ic ial use of heavy, 
matted rough that denies the e x e c u -
tion of a proper golf shot. Roughs such 
as this must b e cons idered in the 
scope of luck for a wel l -p layed shot 
may be only a f e w inches off the fair-
way but yet to advance the bal l with 
skill is for fe i ted . 

T h e s a m e may be said of a water 
hazard or sandtrap, but these a r e con-
s idered hazards expec ted to exac t a 
penalty and rare ly extends on both 
sides of the fa i rway from tee to green 
on every hole . Roughs i m m e d i a t e l y 
border ing fa i rways should, t h e r e f o r e , 
not be cons idered and d e v e l o p e d into 
penal hazards. Actual ly, I e n d o r s e the 
philosophy of Dr. M a c K e n z i e who 
used no rough at Augusta Nat iona l or 
a l ternat ively a f r iendly rough that is 
cut at an in termedia te height b e t w e e n 
the fa irway and the heavy rough. But 
the greatest perpetrator of luck has 
not yet b e e n discussed and that is 
unfair putting greens . 

A few years ago, the U.S. open was 
h e l d at a prestigious club and b e c a u s e 
of the high scores, that even was to 
b e c o m e dubbed as the " m a s s a c r e " . 
T h e reason, for these soaring scores 
was not the length of the course , it 
roughs, hazards, or c l imatic factors ; 
but rather it was b e c a u s e the greens 
w e r e impossible to putt. 

A review of the souvenir program 
from that tournament would show 
contour drawings of the greens with as 
much as seven percent fall across the 
green , while the commonly a c c e p t e d 
pitch of a green today is about three 
percent . T h e s e old greens w e r e not 
cons idered a b n o r m a l l y steep in 1923 
when they w e r e built , because it was 
common pract ice to seed greens to 
mixtures of bentgrass , f ine f e s c u e s 
and redtop. In addition, during that 
per iod we did not have the overal l 
technology to maintain greens much 
shorter than % " , so the height of cut 
and grain of the grass was matched to 
the s lope and these s lower greens per-
mitted control over a putted bal l . 

Within the last decade , with our 
modern m a i n t e n a n c e procedures we 
can double cut our putting s u r f a c e s 
down to 3 / 6 4 " . T h e net e f fec t of all 
this was that the greens during this 
open w e r e made so fast that luck was 
m o r e important than skill. It was not 
uncommon for a putted ball to pick up 
speed well after it left the putter 
b lade . T h e result was that the gol fer 
could e x e r c i s e little, or no, skill in con-
trolling the ball . W h e n the l ikes of 
Nicklaus, Player and Palmer have a 
20-foot putt and l e a v e the ball many 
feet beyond the hole , skill has b e e n 
obviated. 

Such an analysis is not meant to tar-
nish the image of the victor, for he in-
deed may have b e e n the most skil l ful 
p layer on the course those four days. 
But you cannot he lp but wonder if our 
fet ish to protect par has not led us to 
m a i n t a i n f a c i l i t i e s that s e p a r a t e 
p layers on some bas is other than skil l . 
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