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PARADISE VALLEY 
Country Club doubled its 
food and beverage rev-
enues to $3 million after 
renovating its clubhouse. 

"We designed this club-
house for little labor," Shafer 
says. "Two people can run 
this, and do it on a busy day if 
they have to." But, generally, 
there are three employees. 
With sightlines to the range, 
parking lot and several of the 
tees and greens, one counter 
person can manage the flow 
of play. Meanwhile, the cook 
and bartender are trained to 
operate both stations to serve 
the food and drinks. 

Completed last March, the 
improvements seem to be 
paying off. Rounds and beer 
sales were up through spring 
and summer — and food 
sales, never before offered, are 
adding to the bottom line. 
Golfers are often spending 
$10 or more extra in the bar 
and grill, Shafer says. 

"Our theory was to build 
it to run with a minimum 
amount of people so we don't 
have more employee costs, 
and to get the people to stay 
after a round and socialize 
with each other," he says. 

Continued on page 42 

It could be costly and inconvenient, but a clubhouse renovation 
could be fine for a course's image and its bottom line 

BY BRUCE ALLAR 

Golf courses are the best 
lawns in the world, 
but sometimes their 

owners can be house poor. If 
your clubhouse no longer 
measures up, a renovation 
could be well worth the ex-
pense and inconvenience — 
whether you manage a plush 
private club or a modest 
daily-fee facility. 

At Valley Oaks Golf Club, 
a 27-hole public facility in 
Clinton, Iowa, that charges 

$32 per weekend round, re-
vamping an outdated club-
house has been good for busi-
ness, says Chad Shafer, the 
club's general manager and 
superintendent. A facility dat-
ing back to the club's opening 
in the mid-1960s was gutted 
and redesigned to create a 
bar-and-grill atmosphere. 
"We no longer carry a pro 
shop," Shafer says. "It's hard 
to stock $50,000 worth of mer-
chandise. We can make more 
money selling beer, pop and 
food." 

Shafer won't divulge the 
exact renovation figure, but 
says the owners — the Lade-
hoff family — spent more 
than $100,000. Main features 
include a horseshoe-shaped 
bar and new windows with 
views of much of the golfing 
acreage. Point-of-sale com-
puters at the bar and the 
check-in counter are pro-
grammed to process any pur-
chases so that a customer can 
pay for 18 holes, a pack of golf 
balls and a snack or beverage 
in either location. 
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By contrast to Valley Oaks, consider 

Paradise Valley Country Club in metro-
politan Phoenix, an exclusive private 
club with golf memberships at a re-
ported $80,000 and a multi-year waiting 
list. It recently built a new $30 million 
Tuscan-style facility with two entry-
ways, one for expanded banquet facili-
ties and the other for access to the locker 
rooms. In the process, Paradise Valley 
doubled its food and beverage revenues 
to $3 million annually and has added 
employees — from a former peak of 
200 to 240 during the busy season. 

General Manager Steven Richard-
son says the club's original 1953-vintage 
ranch-style clubhouse remained stand-
ing adjacent to the new structure dur-
ing construction so Paradise Valley 
could continue to operate. Special em-
phasis was placed on easy access to the 
kitchen in the new space. "Dining 
needs to be all on one level and from a 
central kitchen," Richardson says. The 
former clubhouse struggled with serv-
ice and quality control when a kitchen 
located in the rear of the building was 
forced to accommodate dining rooms 
on various floors. 

The addition of a steakhouse-quality 
charbroiler and other top-of-the-line 
equipment gives the chef an opportunity 
to match the cuisine in upscale restau-
rants. Increased member meals and ban-
quet events are keeping Paradise Valley 
bustling. Another area of focus is a 
4,000-square-foot fitness center. 

Paradise Valley paid for the new 
facility with a one-time assessment to its 
members. A few members quit at assess-
ment time, but they were easily replaced. 
"If they're not using the club, it's a good 
time for them to drop their member-
ship," the general manager says. "Fortu-
nately, we had a long waiting list, and 
we still have a long waiting list." 

Most clubs contemplating a new or 
renovated clubhouse should go through 
a series of steps prior to construction. 

Bill McMahon Sr., an architect whose 
St. Louis-based McMahon Group Inc. 
consulted on the Paradise Valley proj-
ect, says a membership survey is an im-
portant early action. He recommends 
either a focus group involving up to 100 
members or a survey of the entire 
membership, the often-chosen alterna-
tive. Begin with a simple question: Are 
members satisfied? The process should 
measure support for improvements, 
rank those upgrades in order of impor-
tance and provide a sense of the maxi-
mum dollar amount the membership 
will agree to spend for the projects. 

"Once you have the survey results 
in front of you, you can silence any op-
position," says McMahon, who special-
izes in private-club planning. 

Jerry McCoy, an independent con-
sultant based in Norcross, Ga., says 
that once the fact-finding stage is com-
plete, a strategic planning phase should 
follow involving ownership, a club's 

A membership survey is 
an important early action. 
Begin with a simple question: 
Are members satisfied? 

board of directors (if one exists) and 
outside specialists. The goal is to set a 
vision for what the club should be-
come. A capital investment program 
and master planning process can then 
be initiated. 

"I often help a club hire an architect 
and interior design team," says McCoy, 
who calls his business Clubwise Con-
sulting. In many cases, three or four 
groups will be asked to submit bids, and 
McCoy suggests that clubs or golf 
course managers request "future fees" 
quotes in advance from these firms. 
Fees that are bid nearly the same at the 
master planning stage can often diverge 
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C L U B S T O D A Y ARE selected 
for much more than golf. What 
goes on inside the clubhouse 
has much to do with the decision-
making process. 

greatly when work begins on the actual 
design. "The key is: How much are you 
going to charge me for architectural fees 
and interior design fees later?" he says. 

Daily-fee courses have the option of 
selecting from cookie-cutter architec-
tural designs when building a new 
clubhouse or renovating an existing 
structure. Like lot owners in new sub-
divisions, golf course operators can se-
lect from a number of suitable pre-ex-
isting floor plans. This option may par-
ticularly appeal to golf-only facilities, 
public or private, but club and resort 
courses are seeing a bigger emphasis on 
clubhouse function and aesthetics. 

"The club industry is an image 
business," McCoy notes. "If you want 
to compete in the marketplace, you 
have to have a very positive image. 
And the exterior and look of the club-
house are a very important first image 
for prospective members." 

Says McMahon: "For a club to be suc-
cessful it should excel at three things — 
its golf course, its clubhouse and its din-
ing program. If it has one area of weak-
ness, it can survive. If there are two areas 
of weakness, that club is in trouble." 

While the food and beverage busi-
ness in most clubs is not profitable — 
in large part because of high staffing 
and low table turnover — this aspect of 
the operation must excel and must be 
seen as a revenue center. 

Norwood Hills Country Club in St. 
Louis recently completed a massive 
$7.5 million renovation project, with 
$2.5 million directed toward expanded 
kitchen and clubhouse facilities. Gen-
eral Manager and Chief Operating Of-
ficer John Wright says memberships at 
the club, which hosted the 1948 PGA 
Championship, were suffering post-
9/1 1, down to 624 with golfing privi-
leges. There are now 750 golfing mem-
bers and 940 total and what Wright 
describes as a "modest waiting list." 
Norwood Hills added 20,000 square 
feet to its clubhouse and renovated an 
existing 30,000 square feet. 

The revamping has doubled the 
kitchen size to 3,000 square feet, allow-
ing the club to simultaneously serve 
200-plus a la carte and up to 500 in its 
banquet facilities. Bar business is up 22 
percent and a la carte food up 30 per-
cent during the first year of expanded 
operations. With food and beverage 
revenues now at $2.3 million per year, 
Wright says "I can see the ability where 
we could break even." 

Wright began the whole renovation 
process by scheduling board retreats 
away from the club, either at other well-
managed golf courses or at resorts. Those 
became the most productive board meet-
ings of the year, he says, and left time for 
playing 18 holes in the afternoons. 

"Make sure the board has a good plan 
because that plan has to be sold to the 
membership," he advises. "There's a 
point where members will agree and a 
point where they'll say, That's enough.'" 

Once it was determined the club-
house and food and beverage opera-
tions needed attention, Norwood Hills 
brought together its three principal 
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Don't Fret the Newsletter. 
Here's How to Make It Right 
BY HEID I V O S S 

E very month one staff 
member at the club is 
avoided 

like the plague. 
This person's re-
sponsibility is to 
collect an article 
from each de-
partment head 
for the newslet-
ter. The horrible 
job is usually 
given to the 
membership director or 
administrative assistant. 

Department heads have 
been known to use back en-
trances and hide out in the 
locker room to avoid being 
cornered. I would invariably 
turn my article in late. I al-
ways wished that someone 
would publish a book called, 
"Monthly Newsletter Articles 
That You May Plagiarize." 

This monthly —- or at 
some clubs, bi-monthly — 
ordeal has been the cause of a 
great deal of undue stress and 
drama. My challenge in this 
article is to try to guide you 
toward making the process 
better for all and creating 
something that your mem-
bers will read. The very scary 
statistic is that the members 
actually read only about 20 
percent of the newsletters. So 
after we have gone through 
all of the agony, it's getting 
pitched in the garbage. 

First, the advice that I 
would like to give the person 
in charge of collecting the ar-
ticles is to blatantly lie about 

the date you actu-
ally need the arti-
cles. Give yourself 
a seven-day cush-
ion. But don't let 
the others know 
about your cush-
ion. Also, if you 
have a person on 
your staff who has 
difficulty writing 

an article, step up and help 
out by writing something. It 
is easier to critique some-
thing that you have put to-
gether and for him to put his 
spin on it than starting from 
scratch. I'm sure he will 
pitch in and help you in the 
future. This is what we call 
good newsletter karma. 

Second, use a professional 
printer to format your 
newsletter. Show him sam-
ples of newsletter formats 
that you like. This should in-
clude size, paper samples and 
colors. Then determine a lay-
out that can be used each 
time for consistency. Clubs 
that buy color copiers and try 
to put this job on a staff per-
son generally end up creating 
a newsletter that looks like it 
was made in house. The 
newsletter should be some-
thing that your members are 
proud of and that they leave 
on the coffee table or kitchen 

counter where friends may 
peruse it. To increase the 
chance that they will show it 
off to friends, be sure to in-
corporate as many pictures as 
possible of members having 
fun. Make sure they are flat-
tering photos and be sure to 
crop kindly for the best look. 

To increase their reliance 
on the newsletter, publish a 
calendar of events that can 
easily be removed and placed 
on the sacred "refrigerator" 
shrine in each home. You 
may want to publish the cal-
endar with hours of opera-

Be s u r e to i n c o r p o r a t e as m a n y 
p i c t u r e s as poss ib le o f m e m -
b e r s h a v i n g f u n , M a k e s u r e 
t h e y a r e f l a t t e r i n g photos . 

tion in each dining room, 
aeration and topdressing 
schedules for the golf course, 
special outings or course 
closings, contact numbers for 
reservations and tee times, 
and other important items 
relevant to your club. 

Third, publish a PDF 
version of your newsletter on 
your Web site each month to 
which members can continu-
ally refer. This is very easy 
for the printer to create and 
for your Webmaster to post. 
In the future, hopefully this 

is where members will go to 
find out what is going on at 
the club. We are just begin-
ning to gather positive data 
on how many members 
choose to view it online. 

Finally, if you are a new 
club or in need of members, 
print an overrun of a partic-
ularly good newsletter and 
direct mail it to 5,000 of your 
closest neighbors that are not 
members with a cover letter 
telling them about the club 
and welcoming them to in-
quire. We have found, from 
a marketing dollar, this is the 

largest generator of 
new inquiries for 
membership. The 
key is to be sure the 
newsletter is well 
written, has no typos 
and presents the 
right image. 

I hope these tips 
will help alleviate 

some of your stress. If not, I 
recommend hiding out with 
the shoeshine folks. They 
can help you keep your shoes 
shiny and they generally 
have advice on how to make 
the world a better place. 

Heidi Voss is the president of 
Bauer Voss Consulting, a club 
marketing consulting company. 
She specializes in new develop-
ment, conversionsfrom public 
to private and member buyouts. 
For more information, visit 
www.bauervossconsulting.com. 

http://www.bauervossconsulting.com
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players early — the architect, interior de-
signer and contractor. "Having them on 
board from the beginning really helped," 
Wright says. The large addition is a win-
dow-wonderland, offering views to the 
course. The kitchen was given a central 
location, negating long walks by servers 
that had affected promptness and from-
the-grill freshness. 

The club also added a 2,100-square-
foot fitness center. "That's attracted a lot 
of young families," Wright says. 

The president of I.R.I. Golf Develop-
ment, Debbie Pedersen, says her com-
pany, which owns and manages both 
daily-fee and private clubs, would not 
consider adding a fitness center at the 
public facilities. (However, I.R.I. Golf 
Management recently added fitness cen-

ters in two Dallas clubs in residential de-
velopments.) As the company's point 
person on clubhouse facilities, Pedersen 
instead looks at the dining facilities at 
daily-fee courses. Expansion makes 
sense, she says, if the dining room only 
seats 100 and many events are drawing 
150 or more. So does the ability to host 
groups of varying sizes. I.R.I has more 
smaller outings of between 20 and 60 
players, who use the course and require a 
smaller dining room. 

Particularly at daily-fee courses, 
kitchen operations are designed so that 
one person can run things during non-
peak hours. They're also laid out so that 
cold-prep items can be managed in an 
area with a view to the golf shop and the 
food counter, allowing employees to 
move from one station to another. 

For Pedersen, there are always tough 
choices any time capital dollars become 
available. "Most of the time we make de-
cisions based on what will generate the 
most revenue or save the most expenses," 
she says. "Sometimes aesthetics lose. If we 
have a bad mower that's costing us $2,000 
a month, we'll replace that mower." 

Clubs today differ from their prede-
cessors. Where 20 years ago the man of 
the house selected a club largely for its 18 
holes and business benefits, now it's a 
family decision based on programs for 
children and juniors, swimming, tennis, 
fitness and a rounded social program. 

As McCoy says, "The clubhouse fa-
cility plays a bigger role today." • 

Bruce Allar is a frequent contributor to 
Golfdom. 
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This Letter Could Help Your 
Course 'On Any Given Day' 

Editors note: This column, which will 
run occasionally in this section, focuses on 
superintendent and owner relationships 
from a superintendent's perspective. 

BY JIM BLACK 

I've written a letter that I'd like to 
share with the front 
office. It's a letter that 

was written from a place of 
awe and respect for the 
greatest of all games, in an 
attempt to help shrink the 
triangle gap between crew, 
clubhouse and customer. 

It was written mainly for 
the golfers who come to play 
my course and, even if only a 
small percentage of them read 
it, I think the course will be 
better for it. 

The letter was also written 
to make an attempt to say some-
thing in a new way— some-
thing that golfers see and read 
and hear everywhere they go but 
seems to slip their minds once 
they're actually playing golf. 

I was also making an attempt 
to give the golfers a new perspec-
tive on who we are — that is, my 
crew and me. Sometimes it seems 
the players think we're out to get 
them and make their lives miser-
able by somehow foiling their 
games, which is never the case. 

I'm offering this letter for you to 
consider for your club. If you would 

Jim Blacky a veteran superintendent and 
frequent contributor to Golfdom, can be 
reached at greenl^eeperjim @yahoo.com. 

like to put your own per-
sonal spin on it, then by all 
means help yourself. Cus-
tomize it for your club and 
rewrite it in a way that your 
members will remember 
when they're playing golf. 

Maybe you even like it 
just the way it is. If that's the 
case, go ahead and cut it out, 
sign it, make some copies 
and post it where it can be 
read. Here goes: 
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TURFGRASS TRENDS 
F E R T I L I Z A T I O N 

Smart Fertilizer Provides K 
When and Where Needed 
By Jonathan Lynch and Eric Lyons 

A 
new fertilizer technology developed at Penn State University offers several 
potential benefits for turfgrass cultivation. 

The new technology employs a phosphorus buffering system (PBS), which 
, maintains a steady phosphorus concentration in the soil solution over time. 

The PBS has the size and consistency of sand (Fig. 1) and can be mixed with any 
soil media. Once charged with phosphorus, the PBS establishes an equilibrium with 
the surrounding soil at a pre-established phosphorus concentration. This is useful for 
several reasons: 

• First, the PBS permits synchronization of phosphorus supply from the fertilizer and 
phosphorus demand by the plants. This is in contrast to traditional fertilizers, which are 
either immediately soluble or are released over time as a function of moisture and tem-
perature, resulting in excess phosphorus supply soon after application and inadequate 
phosphorus supply some weeks later. Because the PBS is in equilibrium with the soil 
around it, phosphorus is released from the PBS only as it is being used by the roots. 

Under conditions of rapid growth and phosphorus uptake, more phosphorus is released, 
whereas under conditions of slow plant growth and slow phosphorus uptake, little phos-
phorus is released by the PBS. This occurs automatically by chemical reactions and does 
not require any monitoring or intervention by the grower. The synchronization of phospho-
rus supply with phosphorus demand assures that the plants are getting a sustained, opti-
mal level of phosphorus nutrition over time, regardless of other environmental conditions. 

• Second, the PBS can be treated to maintain phosphorus at higher or lower equilib-
rium concentrations, allowing precise control of phosphorus supply to the roots. 

This is useful for turf cultivation since excessive phosphorus supply leads to reduced 
root growth, increased 
drought sensitivity, 
increased shoot growth, 
weaker leaves, lower 
leaf chlorophyll con-
centration and interfer-
ence with micronutri-
ent nutrition. 

Precise control of 
phosphorus supply via 
the PBS permits the 
grower to stimulate 
root growth, reduce leaf 
growth, improve leaf 
color and toughness, 
and improve drought 

Continued on page 50 
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H F E R T I L I Z A T I O N 

Root mass in the bottom 6 inches of the rootzone of turf grown with liquid 
phosphorus fertilizers (solid line) and with the PBS placed throughout the 
rootzone (Squares Dashed Line) and PBS placed in the bottom 4 inches of 
the rootzone (Diamonds hashed line). 

Continued from page 49 
tolerance, while avoiding outright phosphorus 
deficiency. This level of control is not possible with 
conventional fertilizers. 

• Next, the low solution phosphorus concen-
trations maintained by the PBS result in greatly 
reduced phosphorus leaching into the environ-
ment (Fig. 2). 

This is beneficial since phosphorus runoff 
and leaching is a significant threat to water qual-
ity in many parts of the United States. As an 
indication of the seriousness of the problems 
caused by phosphorus in conventional turf fer-
tilizer, the city of Minneapolis has enacted an 

ordinance banning the use of phosphorus in 
lawn fertilizer. 

• Fourthly, the PBS permits spatial control 
of phosphorus availability. 

The PBS can be placed at specific depths in 
the soil profile, favoring the growth of deeper-
rooted species such as Agrostis while starving 
undesirable species with shallow roots such as 
Poa and moss. Since roots proliferate in areas 
with high nutrient status, deep placement of 
the PBS will increase rooting depth, with ben-
efits for drought tolerance and traffic resist-
ance (Fig. 3). 

Implications of PBS 
It is well known that turfgrass established in the 
absence of adequate phosphorus is slow to 
establish and has minimal root development. 
This has prompted many turf managers to 
ensure that they have excess phosphorus avail-
able to encourage root growth. While this may 
be the quickest way to a dense canopy, this is at 
a cost to root development and also has an 
environmental cost. 

Phosphorus is known to be a potential pollu-
tant causing eutrophication, such as algal 
blooms, in fresh water ecosystems. As early as 
1948 it was observed that low phosphorus fertil-
izers produced a bentgrass turf with greater root 
mass than fertilizers with high phosphorus levels 
(Holt and Davis, 1948). Low phosphorus rates 
have been linked to darker green color, greater 
drought tolerance and decreased presence of 
annual bluegrass (Waddington et al. 1978). 

The PBS has been evaluated in several indoor 
and outdoor horticultural production systems, 
and has been shown to provide adequate phos-
phorus in turf systems in controlled environ-
ments while virtually eliminating phosphorus 
from leaching through a sand profile (Fig. 2). 
Under greenhouse conditions, we have also been 
able to increase rooting depth of unmowed turf 
by placing the PBS deeper in the rootzone (Fig. 
3). The PBS providing low phosphorus levels was 
adequate for creeping bentgrass growth and 
appeared to limit the establishment of annual 
bluegrass (Fig. 4). For most plants growing in soil, 
the components of the soil itself act as a buffer. In 
the case of constructed sand root-zones, this 
buffering capacity is absent. It is possible that 
PBS and other smart fertilizer technologies will 
someday allow turfgrass managers to have the 

Continued on page 52 

Phosphorus in the leachate of bentgrass established in sand with a PBS deliver-
ing three different phosphorus levels compared to a 15-15-15 liquid fertilizer 
and traditional starter fertilizer. 

Leachate after 4 weeks 




