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DeKalb Park District Golf Operations: Recommendations for Sustainability

Executive Summary

The DeKalb Park District Board of Commissioners authorized the formation of a Golf Advisory Committee to make
recommendations for the sustainability of the District’s golf operations. Increasing golf operational expenses and
declining revenues over a period of years have resulted in the accumulation of debt to the General Fund and
deferred infrastructure repair and replacement.

The District manages two golf courses located in different parts of the City of DeKalb. The Buena Vista Golf Course
is a 9-hole executive course located on the City’s north side, with a driving range and a practice green and practice
bunker. The River Heights golf course, located near the City’s southwestern edge, is an 18-hole course that
provides a more challenging golf experience. It also offers a practice green.

Based on the committee’s analysis and findings, a series of key recommendations is outlined for the continued
operation of both the Buena Vista and the River Heights golf courses by the DeKalb Park District. A 3-year time
frame, starting with FY2021, is recommended for improvements addressing funding, management, capital
improvement, and marketing.

Suggested Operational Management Model

The Golf Advisory Committee recommends that the Park District continue to utilize a self-operating model for
District golf operations. It is likely the simplest solution to implement. It also allows the Park District to retain the
greatest control over golf operations, including control over employees, course maintenance, policies and
procedures, hours of operation, fee schedules, and operating and capital budgets.

There is an inherent community pride in owning and operating the District’s two courses. There is also an
economic incentive for self-sufficiency under self-operation, where the District is not paying a guaranteed
management fee to a course management contractor, regardless of the revenue generated.

Despite the proposal for continued self-operation, changes are required to the Park District’s current self-
operating structure. The committee’s key recommendations are outlined below.

Key Recommendations

Operational Funding Model
The Park District should commit to golf operations as a recreational amenity to the DeKalb community, similar to
other District recreational offerings. There should be no expectation of profit; most Park District programs are
subsidized to some degree. Although not expected, profitability or at least break-even is desirable. While golf
operations are no longer managed as an Enterprise Fund, they must still operate more like a business.

The District should set comprehensive and realistic budgets for golf that include operations, maintenance, capital,
and equipment. The Park District should also set ambitious but realistic revenue targets to attempt to reach a
balanced budget in terms of operating costs by the end of FY2023. A balanced budget approach provides a simple
benchmark to ascertain progress and manage expectations in terms of shorter-term achievements.

Staffing
The District must change its current golf staffing approaches and marketing to realize golf operations sustainability.
Proper staffing at both the Buena Vista and the River Heights golf courses is required to increase operational
accountability, improve customer service, and ensure that the courses are adequately maintained. Vacant
positions must be filled, changes to position descriptions implemented, and an agile staffing plan employed.

The most critical position to be filled is the proposed Superintendent of Golf position. This person must be 100%
dedicated to golf operations, managing all aspects of golf at both the Buena Vista and River Heights golf courses,
including course maintenance, clubhouse operations, programming, and food and beverage management. The
Superintendent of Golf should be established as an on-site position at the River Heights course.
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The Superintendent of Golf position should be filled by a qualified professional, using Professional Golf Association
job qualifications, as soon as possible. The Superintendent of Golf should be the first hire. This person should
recruit, interview, and hire the other positions that will report to them, as outlined in the golf operations
organizational chart.

Capital Improvements
During the past ten years, golf operations repair and replacement projects have been largely deferred due to
funding limitations. As a result, a number of improvements, systems, and equipment are well beyond their
recommended life cycle replacement period. As estimated in the Billy Casper Golf Report, $2,009,500 is heeded
over the next ten years for repair and replacement of existing facilities, course improvements, and equipment to
keep both golf courses in good working condition and accessible to golf patrons. Most of the recommended
capital expenditures are heavily weighted to the next three fiscal years: FY2021, FY2022, and FY2023. The
committee recommends capital improvements of $3,722,391.

Given that the Park District’s annual capital budget for all park operations is $1.2 million dollars, it is unrealistic to
expect that the district can invest the monies needed in the suggested timeframe without financing. To that end,
using the Billy Casper Golf Report and additional input from District golf operations staff, the committee has
outlined the most needed improvements and established priorities for implementation. The recommended
projects, in priority order, are:

e  Playability
e Equipment
e |rrigation
e Bridges

e Drainage
e  (Cart paths

Some recommendations are less costly to implement and focus on making the courses more desirable to players,
such as playability. Others are designed to protect the courses from loss, such as replacement of the irrigation
system at Buena Vista. Other projects, such as drainage and cart paths, focus on producing more revenue by
mitigating revenue losses from course closure due to weather conditions.

Playability Improve playability to dispel the rumors that the River Heights golf course will be closed. Eliminate
numerous bunkers at the River Heights course because they don’t come into play and resize or combine others.
Improve the tee boxes, especially Senior Tee #1, since this is the first impression of the course. Maintain the
courses in weed-free condition, consider mowing the roughs shorter to increase speed of play, and overseed the
fairways.

Equipment To improve the presentation and product of the courses, replace the triplex greens mowers, a rough
mower, a fairway mower, a trim mower, and a utility vehicle. Purchase a beverage cart, but consider purchasing a
used cart for cost savings. Phase in the replacement of golf carts at River Heights over the next several years.
Investigate purchasing carts from expired cart fleet leases, leasing carts, or purchasing used carts from courses that
are closing.

Irrigation To avoid losing the course altogether at Buena Vista, install a new irrigation control panel, reconfigure
the pumps, and invest in a new irrigation system.

Bridges Address some bridge repairs immediately, others later. Repair the bridges on hole numbers 5 and 6 at the
River Heights course to ensure safety. Repair the Buena Vista course bridge on hole number 2 because of wood
rot, bank erosion, and failing path approaches.



DeKalb Park District Golf Operations: Recommendations for Sustainability

Drainage Obtain definitive answers from the appropriate authorities regarding what actions the Park District may
or may not take regarding flooding at the River Heights course. If slope alteration is permissible, regrade hole
numbers 5 and 17 at River Heights to drain residual water from the course to more quickly make it playable. If
regrading is not an option, then reconfigure the 5" and 17" tees to make the course playable during flooding.

Cart Paths The cost of completing the cart path network is expensive. Complete the paths at the River Heights
course first, since drainage issues at the Buena Vista course should be addressed before the cart paths are
upgraded. Complete the cart paths on the front 9 holes at River Heights to make the course playable after
significant rain and resultant flooding. To realize significant cost savings, install 5-foot wide cart paths rather than
8.5-foot wide paths, and install gravel paths instead of paved ones where practical.

Marketing Efforts
The Park District should enhance marketing, outreach, and partnerships for golf operations to improve
participation. Digital marketing is critical, with a recommended redesign of the District’s golfnow.com website and
a more robust and active social media presence. Hire a golf marketing intern to focus solely on marketing golf.
Track all marketing efforts to determine the return on investment (ROI) and adjust marketing efforts accordingly.
Invest in a cloud-based business management system that integrates tee sheet, point-of-sale, social media,
employee schedules, inventory, and other functions to create efficient golf operations.

The committee recommends implementing ongoing efforts for communication with the golfing community for
accountability and transparency regarding management of the DeKalb Park District golf courses.
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Overview

The DeKalb Park district operates two golf courses, located in different parts of the City of DeKalb. The Buena Vista
Golf Course is a 9-hole executive course with a driving range and practice greens located in the northern part of
the city. The River Heights golf course, located near the southwestern edge of the City, is an 18-hole course that
provides a more challenging golf experience. It also offers a practice green.

The golf program is operated as a Special Recreation Fund — revenues generated from fees support operations and
capital repair and replacement projects, although not in entirety. Golf operations were changed in FY2014 from an
Enterprise Fund to a Special Recreation Fund because operational deficits had increased to such an extent that golf
was no longer functioning as a stand-alone business. Tax dollars were being routinely advanced from the General
Fund to support golf operations. In FY2020, the Golf Fund debt to the General Fund in the amount of $150,473
was forgiven because it was unlikely that the debt would ever be repaid. In addition, a budgeted $65,780 tax
advance from the General Fund was included in the FY2020 budget to account for losses expected in golf
operations.

Faced with increasing golf operational deficits over a number of years, the DeKalb Park District Board of
Commissioners decided it must address the sustainability of golf operations. The District hired golf consulting firm
Billy Casper Golf to assess the District’s golf operations for both golf courses, and provide alternatives for
improving operational and fiscal sustainability. The resulting report, Assessment of River Heights and Buena Vista
Golf Courses for the DeKalb Park District (Billy Casper Golf, October 7, 2019), proffered four scenarios:

Scenario A: Revised operational model, marketing, and rates
Assumptions:
e 13,000 golf rounds at River Heights
e 12,000 golf rounds at Buena Vista
e Minimal capital investments

Scenario B:  Revised operational model, marketing, rates, and baseline capital investment at both
courses
Assumptions:
e 16,000 golf rounds at River Heights
e 13,500 golf rounds at Buena Vista
e Revised staffing model to reflect mechanic and onsite full-time manager at River Heights
e Capital Investment of $990,000 in Year 1 with a total of $1.575 million after 5 years

Scenario C: Closure of River Heights
Assumptions:
e 18,000 golf rounds at Buena Vista
e Maintenance equipment of value at River Heights transfers to Buena Vista
e Have not budgeted full-time mechanic
e Have assumed onsite manager in clubhouse
e Total capital investment of $675,000

Scenario D: Closure of Buena Vista
Assumptions:
e 21,000 golf rounds at River Heights
e Revised staffing model to reflect mechanic and onsite full-time manager
e Maintenance equipment purchased
e 5-year capital investment of $832,000
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After receiving the written report, a presentation by Mike Cutler of Billy Casper Golf on the report’s findings and
recommendations, and with vigorous community input to keep both golf courses open, the Board authorized the
formation of the Golf Advisory Committee.

Committee Formation

Charter and Tasks

The Golf Advisory Committee was established at the November 7, 2019 Park Board meeting in accordance with the
provisions of Chapter 6 of the DeKalb Park District Park Board Policy Manual. It was charged with advising the
Board of Commissioners on recommended actions for short term operational management and capital
improvements for the Park District golf operations at both the Buena Vista and River Heights golf courses and
offering suggestions for the future.

Membership

The Golf Advisory Committee was comprised of a combination of three Commissioners appointed by the Board
President, including the Chair, Vice-Chair, and a Commissioner; eight members appointed by the Committee Chair:
six public citizens who had expressed interest in serving on the committee and two park district golf operations
staff; and three non-voting Ex-Officio members.

Golf Advisory Committee Members

Dag Grada, Chair, Board of Commissioners, Treasurer

Gail A. Krmenec, Vice-Chair, Board of Commissioners, Secretary

Dean Holliday, Member, Board of Commissioners, Vice President

Adam Anderson, Member, DeKalb Park District, Asst. Golf Maintenance Superintendent
Tom Anderson, Member

Randy Bourdages, Member

Steve Burski, Member, DeKalb Park District, Golf Operations Maintenance
Vince McMahon, Member

Austin Sands, Member

Larry Schultz, Member

Tom Teresinski, Member

Phil Young, Ex-Officio Member, Board of Commissioners, President
Doug Eaton, Ex-Officio Member, Board of Commissioners, Commissioner
Amy Doll, Ex-Officio Member, DeKalb Park District, Executive Director

Timing and Deliverables

The Board of Commissioners requested that Golf Advisory Committee submit a report by the scheduled December
19, 2019 Board meeting. The date was established to allow sufficient time for any Board-approved committee
recommendations to be included in the district’s FY2021 (March 1, 2020-Feb 29, 2021) budget cycle planning and
for the 2020 calendar year golf season. To meet the date, committee meetings were scheduled weekly, as
summarized in the table below.
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Date Meeting Summary

Discussed committee charge and timeline; clarification of issues;
committee goals; and operational management model. Decision
made to pursue self-operation by park district as golf operational
model. Committee topics and topic champions identified: budgeting
(Tom Teresinski); staffing (Randy Bourdages); capital improvements
(Larry Schultz); and marketing (Austin Sands).

November 13, 2019

Revisited committee goals; recommended that the head of golf
operations not be an interim position; marketing approaches
evaluated and improvement suggested, including a redesigned
GOLFDekalb.com website and more robust social media presence,
traditional marketing ideas and email marketing. Tracking of all
marketing efforts for return on investment (ROI) is critical to success.

November 20, 2019

Additional marketing suggestions offered; presentation of preliminary
financial comparisons of nearby golf operations; proposed golf
operations staffing model presented; discussion of qualifications for a
Superintendent of Golf position.

November 25, 2019

Continued discussion of staffing and marketing, including business
management software; suggested capital improvements based on the
December 4, 2019 original recommendations in the Billy Casper Golf Report and input
from the golf operations staff, including recommended dollar amounts

by course and FY.

Continued discussion regarding staffing and capital improvements;
presentation on historical golf capital spending, financial performance
of other municipal and park district-operated course, and comparison

of other recreational tax subsidies.

December 11, 2019

Review of Advisory Committee Report and presentation slides for

December 16, 2019 December 19, 2019 Board meeting.

Table 1: Committee Meetings Summary

The committee agreed to submit a written report.

Committee Goals and Timeframe

The committee established goals to improve the economic performance of golf operations to become more self-
sufficient in terms of meeting operating expenses and capital improvement requirements. These goals are:

e Generate sufficient revenue to fund the facilities operations and perform timely capital improvement at
both the DeKalb Park District golf courses, Buena Vista and River Heights, at an acceptable level of
monetary investment.

e Proactively manage both course facilities to control costs without sacrificing services to the public.

e Suggest capital improvements at the golf facilities within the available funding limits

To attain the goals, the committee identified four key areas to evaluate and recommend improvements:
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e Review the current golf operations funding model and make recommendations on potential changes if
warranted.

e Provide a staffing model for golf operations to ensure improved customer service and an acceptable level
course maintenance.

e  Suggest capital improvements at both golf courses and timing implementation.

e Suggest marketing changes and initiatives to generate more golf course and facility rental interest and
revenue.

The committee proposes a 3-year timeframe for implementing the suggested changes, starting with FY2021. A
one-year time frame is deemed too short for change implementation and useable results evaluation. A two-year
time frame is better, but still somewhat truncated given the 8-month length of the golf season (March 1 — October
31). Potential adverse weather conditions are also factored into evaluating golf operations. In 2019, the River
Heights course was closed 48 days of the 213-day season due to weather-related conditions—a total of 23% of the
season. Five of eleven large (100+ golfers) golf outings were cancelled, resulting in significant losses for the course
on those days.

Recent weather events, higher than average rainfall and resultant flooding, and early and/or late snowfall may be
the new normal, and resiliency should be factored into golf operational considerations. The proposed 3-year
evaluation timeframe will provide a better measure for evaluation, since weather factors may be mitigated over
the longer time period, or, conversely, indicate that the current and proposed suggestions must be changed even
further.

Recommended Operating Structure: Self-Operation by Park District

The Golf Advisory Committee recommends that the Park District continue to utilize a self-operating model for
District golf operations, but with a number of changes to the current self-operating structure.

Advantages
Self-operation offers a number of advantages over privatization or semi-privatization:

e |t may be the simplest option to implement.

e The Park District retains the greatest control over golf operations, including control over all employees,
course maintenance, policies and procedures, hours of operation, fee schedules, and operating and
capital budgets. Several non-profit organizations use the River Heights course for fundraising events, and
the DeKalb High School and Northern lllinois University golf teams both practice at the course. Loss of
control may preclude these activities if golf operations are contracted out.

e Allrevenues are available to pay for operating and maintaining the facilities and funding capital
improvements.

e Thereis the retention of current golf employees.

Disadvantages
There are disadvantages to the self-operating model for golf:

e  Operating risks remain with park district; golf operations may be unable to meet obligations and still
require subsidies from the general fund, depending on budgeting model utilized.

e Revenues may not cover rapidly increasing costs (particularly labor, given the new minimum wage
requirements in lllinois), especially when the overall golf market has been declining.

e The Park District currently lacks necessary expertise in managing golf facilities.

e When revenue and/or operating capital is down, needed improvements may not be funded, or may be
deferred to a later date.
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e Thereis a compressed time frame for establishing and advertising positions, interviewing, and hiring
before the start of the 2020 golf season.
e Newly hired staff may not perform at level required.

Despite the disadvantages, the committee believes that self-operation of the courses is the best approach. There
is an inherent community pride in owning and operating the District’s two courses, located in different areas of the
city, with each course filling a unique niche in the golf community. Buena Vista is an executive 9-hole course,
offering golf to players of all skill levels and ages. It includes a driving range and practice greens. River Heights
offers 18 holes of challenging golf for the more serious player. Both courses provide a healthy outdoor activity to a
broad age range and differing levels of physical abilities. The courses appeal to community members who might
not otherwise participate in the Park District’s recreational offerings.

There is also an economic incentive for self-sufficiency under self-operation, where the District is not paying a
guaranteed management fee to a contractor regardless of the revenue generated.

Despite the proposal for continued for self-operation, changes are required to the current self-operating structure.
The committee’s recommendations are outlined below.

Recommendations

Operational Funding Model

The committee recommends that the Park District commit to the golf operations as a recreational amenity to the
DeKalb community, similar to other District recreational offerings. There should be no expectation of profit.
However, since golf operations are very capital-intense, profitability, or at least break-even, is desirable. Although
golf operations are no longer managed as an Enterprise Fund, they must still operate more like a business.

The District should set comprehensive and realistic budgets for golf that include operations, maintenance, capital,
and equipment. Set ambitious but realistic revenue targets to attempt to reach a balanced budget in terms of
operating costs at the end of the 3-year period, in FY2023. A balanced budget approach provides a simple
benchmark to ascertain progress and manage expectations in terms of shorter-term achievements.

The committee makes these recommendations after examining golf operations’ share of capital based on golf

depreciation dollars in relation to the overall Park District’s depreciation, comparing financials for other park
district-operated golf courses, and reviewing other park district recreational program tax subsidies.

Golf Capital Spending, by Depreciation

The history of Park District golf capital spending is shown in Table 2 below for fiscal years 2009 through 2020:

COURSE 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 TOTALS

BV 40,000 | 38,000 | 33,000 | 21,000| 92,000 19,000 6,000 2,000 | 38,000 2,000 0| 97,000 388,000

RH 64,000 | 66,000 | 55,000 | 87,000 | 171,000 | 120,000 | 131,000 | 45,000 | 114,000 | 27,000 | 79,000 | 67,000 | 1,026,000

TOTALS | 104,000 | 104,000 | 88,000 | 108,000 | 263,000 | 139,000 | 137,000 | 47,000 | 152,000 | 29,000 | 79,000 | 164,000 | 1,414,000
Table 2: Golf Capital Spending History

Golf’s overall share of capital, based on depreciation, has decreased 14 percent since 2013, the last year that golf
operations operated as an Enterprise Fund. Golf’s share of capital based on depreciation decreases from $131,000
to $112,000 in 2019 (-14%), indicating a declining investment. See Table 3 below.

10



DeKalb Park District Golf Operations: Recommendations for Sustainability

FY 2013* FY 2016 FY 2019
Golf Depreciation S $ 131,000 $104,000 $ 112,000
Park District Depreciation $664,000 S 658,000 S 809,000
Golf Operations % of Total 20% 16% 14%

Table 3: Golf's "Share" of Capital Based on Depreciation

*Enterprise Fund in 2013

The average depreciation of golf is 16.5%, as calculated from the figures in Table 2 above. Compared against the
Park District’s overall capital budgeting, as shown below, golf operations were underinvested by approximately

$954,000 over a twelve-year period, from FY2009 to FY2020.

Average Golf Depreciation (from Table 2)

16.5%

Park District Capital Budget

$ 1,200,000 per year

Golf’s Estimated Allocation

$ 198,000 per year

Actual Average Capital Spent (12 years)

$ 118,000 per year

Shortfall/year

$ 80,000 per year

Estimated Shortfall over 12 years

$ 954,000

Table 4: Golf's "Share” of Capital Based on 12-Year Average Depreciation

Golf Course Comparison Data

Using data compiled by Park District staff from websites, the golf committee compiled a historical report relating
to the financial performance of selected golf courses operated by several lllinois municipalities and park districts.
Included in the evaluation were in the Sycamore, Rochelle, St. Charles, Decatur, Sterling, and Freeport courses.
The intent was to determine whether the DeKalb Park District golf operations finances were comparable to the
other courses. With the exception of the Rochelle Fairways Golf Course in 2016 and 2017 and the Park Hills Golf
Course in 2015, the evaluation indicates that the other courses are not covering their costs. The DeKalb Park
District golf courses are being subsidized at approximately the same amount as other park district-operated

courses.
Comparison results are shown in the table below.

Loss as %
Golf Actual Actual Profit/ of
Golf Course Season | Revenues Expenses (Loss) Expenses
Buena Vista Golf Course 2018 205 230 (25) -11%
DeKalb Park District 2017 210 228 (18) -8%
2016 211 207 4 2%
2015 209 228 (19) -8%
River Heights Golf Course 2018 390 510 (120) -24%
DeKalb Park District 2017 446 504 (58) -11%
2016 477 522 (44) -9%
2015 435 470 (35) 7%
Sycamore Golf Course 2019 - - - -
Sycamore Park District 2018 399 497 (98) -20%
2017 421 498 (77) -15%
2016 449 598 (149) -25%
Fairways Golf Course 2018 268 321 (53) -17%
City of Rochelle & 2017 312 287 25 9%
Rochelle Park District 2016 308 234 73 31%
Pottawattamie Golf Course 2018 419 523 (104) -20%
St. Charles Park District 2017 425 480 (55) -11%
2016 486 530 (44) -8%

11
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Decatur - All courses 2017 2,164 2,288 (124) -5%
Hickory Point Golf Club 2016 664 870 (205) -24%
Emerald Hill Golf Course* 2019 412 545 (134) -24%
Sterling Park District 2018 449 581 (132) -23%
2017 405 541 (136) -25%
2016 416 562 (146) -26%
Park Hills Golf Course 2018 796 808 (12) -2%
Freeport Park District 2017 795 866 (71) -8%
2016 850 885 (35) -4%
2015 927 908 19 2%

Note: All numbers in thousands.
*All numbers are budget only.

Comparison methodology: All courses presented are managed in-house by a park district. Numbers
have been taken from the Comprehensive Annual Financial Report (audited numbers) whenever
available. Budgeted numbers were used if audited were not available. The included numbers

do not represent an exact comparison. Depreciation is not included. Differences in accounting among
Districts may include: enterprise vs. special revenue fund accounting, depreciation, pension (IMRF),
FICA, and capital.

Table 5: Golf Course Financial Comparison Data

Recreational Tax Support
The committee compared golf operations support level to other DeKalb Park District programs. The tax support
level for the programs ranged from a low of twenty-two percent to a high of fifty-five percent, with the level of
support for golf at 23 percent.

For FY2020, budgeted expenses were $743,000. Using a full benefits allocation similar to other programs, at 23 %
golf’s tax subsidy would be $171,000.

Given the committee’s findings on golf operations underinvestment over a period of years, the financial
comparison to other, similar courses operated by park districts, and the evaluation of tax support to other
recreational programs, the committee believes that the Park District should commit to golf as a recreational
program on par with other recreational offerings. Although desired, there should be no expectation of profit. The
district should strive for a balanced operating budget by the 3-year mark, which is the end of FY2023.

Staffing

The committee believes it is critical for the District to change current golf staffing approaches and marketing to
realize golf operations sustainability. More specific marketing ideas are addressed in the marketing section of this
report, but golf marketing staff is addressed along with other staffing needs in this section.

The committee recommends improving staffing management by filling vacant positions, changes to some position
descriptions, and employing an agile staffing plan. Proper staffing at both the Buena Vista and the River Heights
golf courses is required to increase operational accountability, improve customer service, and ensure that the
courses are adequately maintained.

Keeping key employees employed is critical, but the use of seasonal employees is essential to maintain agility in
budget management. Clubhouse operations and course maintenance requires flexibility in schedules and hours to
address needs during weekends, longer summer days and around golf play hours. There must be close
coordination between an on-site Superintendent of Golf who is overseeing course use and feedback from players
about course maintenance.

12



DeKalb Park District Golf Operations: Recommendations for Sustainability

Suggested Staffing Model
The Committee suggests a golf operations staffing model similar to the one shown in Figure 1 below. Each of the
organizational chart positions indicates whether the position is a newly proposed position or an existing, vacant
position, and whether the position is full time (FT), part time (PT), with benefits (WB), or with no benefits (NB).

There are three new positions indicated, including a Clubhouse Manager at the Buena Vista Course, a Food and
Beverage Manager at the River Heights course, and a Golf Marketing Intern. Descriptions of each new position and
the proposed wage ranges are detailed after the organizational chart.

There are two vacant, existing positions, not including the part time staff with no benefits (seasonal staff). One
position is the Golf Maintenance Superintendent. The other position is a Mechanic, which the committee
recommends to be filled as half-time assignment to golf and half-time assignment to park maintenance. However,
a greater portion of the mechanic’s time should be allotted to golf during the active golf season.

Key to Abbreviations
FT-Full Time

PT-Part Time
WB-With Benefits
NB-No Benefits

Figure 1: Proposed Golf Operations Staffing Model
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The organizational chart is suggested as a framework for the new Superintendent of Golf. The new
Superintendent will have specific ideas on what is truly necessary and should have the flexibility, and be given the
authority, to adjust staffing to the short-term and longer-term needs of sustainable golf operations.

Superintendent of Golf (formerly Superintendent of Golf and Marketing)
The Park District should establish a “Superintendent of Golf” position, which replaces the vacant “Superintendent
of Golf and Marketing” position that currently exists in the District’s organizational chart.

The Superintendent of Golf should be 100% dedicated to golf operations. This position should be responsible for
managing all aspects of golf operations at both the Buena Vista and River Heights golf courses, including course
maintenance, clubhouse operations, programming, and food and beverage operations. The Superintendent of
Golf should be established as an on-site position at the River Heights course.

The Superintendent of Golf position should be filled by a qualified professional, using Professional Golf Association
job qualifications, as soon as possible. Suggested golf professional recruiting sites are listed at the end of this
section. The Superintendent of Golf should be hired first so that they may to recruit, interview, and hire the other
positions that will report to them.

This position is full time with benefits. The Billy Casper Golf report suggested a salary of $60,000. In the Park
District’s salary range table, this position would be classified as salary Level 7, with a starting pay range of $65,700
to $78,840. It is an FLSA (Fair Labor Standards Act) Exempt position.

Clubhouse Manager, River Heights (Existing Position)

The committee recommends the existing Clubhouse Manager position be changed to a full-time position with
benefits. The clubhouse manager’s time would be divided between the River Heights Clubhouse and the Terrace
Room. The River Heights Clubhouse staff (carts and golf shop) and the Food and Beverage Manager would report
to the Clubhouse Manager.

Clubhouse Manager, Buena Vista (New Position)

The Park District should establish a Clubhouse Manager position at the Buena Vista course. This person will be
responsible for all food and beverage, youth activities, course events, the driving range and practice greens, and
member service.

This position is part time with no benefits. Wages are budgeted at $12.00/hour, maximum $4,800/year.

Food and Beverage Manager, River Hejghts (New Position)

The Park District should establish a Food and Beverage Manager position at the River Heights golf course. This
person will have full responsibility for the food and beverage operations, including the beverage cart. They control
costs of all food and beverage by assisting management, as requested, in purchasing through contracted food and
beverage supply, maintaining effective profit and loss controls and monitoring labor costs following demand
patterns. They supervise and support the seasonal concessions and bar staff, including maintaining and
distributing their work schedules. The position is responsible for maintaining bi-weekly food and beverage
inventory, cash handling, and accountability.

The Food and Beverage Manager must maintain consistency of service by being aware of and prepared for all
course events, parties and reservations that may affect food and beverage service operations. They are
responsible for assuring the highest standards of service are met, including the appearance and hospitality of
service staff, as well as meeting or exceeding guest expectations.

This position is part time with no benefits. Wages are budgeted at $15.00/hour, $12,000/year.
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Golf Marketing Intern (New Position)

The committee recommends hiring a golf marketing intern, who would report to the Superintendent of Golf. The
golf intern must coordinate golf marketing efforts with overall Park District marketing efforts to avoid duplication
and/or conflicting information and campaigns.

The position is part time with no benefits. Wages are budgeted at $15.00/hour, maximum $5,250/year.

Based on the suggested wages and benefits for the positions outlined in the staffing model, the budgetary staffing
impact for FY2021 is a potential increase of approximately $49,000 over FY2020.

Recruiting
All vacant golf operations positions should be advertised and filled competitively. This does not preclude current
staff from applying for any position, but they must be qualified and ranked as any external candidate would. The
Superintendent of Golf position should be the first hire. The Superintendent should be able to decide which staff
are needed within established budget constraints. They are responsible for recruiting, interviewing and hiring the
staff that will report to them.

The primary method of advertising positions should be through digital advertising, not print media, including
through associations in which the Park District maintains membership. The list of suggested advertising sites,
depending on cost, is:

e lllinois Parks and Recreation Association (IPRA) Job Board

e National Recreation and Park Association (NRPA) Career Center

e Linkedin (if the Park District does not currently have a LinkedIn profile, the Human Resources Manager
should create and maintain the profile and advertise the position(s).

e Indeed.com

e ZipRecruiter.com

e Glassdoor.com

In addition, there are a number of golf employment websites that specialize in careers in the golf industry and golf
employment opportunities for golf professionals. Many of these websites are at no cost to employers. Itis
important to note that the job vacancy announcement created by the Park District should be consistent across all
job/career sites, and not be customized based on interaction and recommendations by specific job/career
websites or their representatives.

e PGA.org The PGA of America offers complimentary hiring and job posting assistance for employers
looking to hire PGA Professionals, Associates or Students.
https://jobs.pga.org/
https://www.pga.org/career-services/hire-a-pga-professional/post-an-open-position

e Nextgengolf.org/job-board NextGenGolf hosts a jobs board that allows employers to list golf jobs for
free by emailing a Microsoft Word or .PDF with job responsibilities qualifications, and application
directions.
https://nextgengolf.org/job-board/

e Golflobs.com Golflobs.com allows an employers to submit a golf job or classified ad. All golf jobs
submitted to GolflJobs.com are promoted to 20,000+ members, as well as promoted heavily on social
media.
https://qolfiobs.com/post-a-classified/?ref=79

e GCSAA.org: Golf Course Superintendents Association of America job board at
https://www.qgcsaa.org/career/job-board
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e USGolflJobs.com Online golf employer recruitment and distribution services are free. Employers can post
as many jobs as desired for any length of time.
http.//www.usqolfjobs.com/employers-qolf-job-post

There are likely other websites that offer golf-related job postings. Those listed above are just suggestions for a
recruiting starting point.

Capital Investment

During the past ten years, golf operations repair and replacement projects have been largely deferred due to
funding limitations. As a result, a number of improvements, systems, and equipment are well beyond their
recommended life cycle replacement period. The Billy Casper Golf Report indicated that an estimated $ 2,009,500
is needed over the next ten years for repair and replacement of existing facilities, course improvements, and
equipment to keep both golf courses in good working condition and accessible to golf patrons. The majority of the
capital improvement budget allocations recommended in the Billy Casper Golf report are weighted to the first
three fiscal years (FY2021, FY2022, and FY2023): $772,500 for the River Heights course and $732,500 for the
Buena Vista course, for a combined total of $1,505,000. This represents 75% of the 10-year capital plan total of
$2,009,500 to be spent in the first three years.

The capital improvement recommendations made in the Billy Casper Golf Report included:

e Modernization

e  Playability — Bunkers/Tee boxes

e Safety

e  Turf Quality/Type

e Signage — Directional/Informational
e |rrigation

e Equipment

e  Cart paths

e  10-year capital plan

The committee solicited further input from Park District golf operations staff to determine whether there were
other needed capital improvements beyond those identified in the report, and of those, which were the most
critical. The recommendations were combined into a single table, shown in Appendix A. The committee used this
table to establish which capital improvements were most critical, the estimated investment, and for
recommending the year to make the improvement. For the most part, the committee utilized the figures and
recommendations from the Billy Casper Report.

The committee suggests that capital improvements for the courses be made in priority order, as listed below:

1) Playability — Bunkers/Tee boxes/Weeds
2) Equipment (Lease, Lease to own)

3) Irrigation
4) Bridges
5) Drainage

6) Cart paths (Consider gravel rather than asphalt for selected paths)

Playability (Bunkers, Tee Boxes, Weeds, Roughs, and Fairways)
Playability is ranked as the top priority because of a public perception that the Park District plans to close the River
Heights Golf Course. One of the simplest and least expensive options to demonstrate the District’'s commitment to
keeping the course open is to improve the course for the 2020 season. Providing a quality product to the golf
community should help dispel any closure rumors.
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Bunkers: Eliminate numerous bunkers at the River Heights course because they don’t come into play and resize or
combine others. Fill them with soil and plant grass. Repair the remaining bunkers, filling with sand, especially
those that contain unplayable shale and rock. Maintain sufficient sand to ensure good playability and replace sand
as needed. Sand particle size should meet USGA specifications.

Appendix B contains the committee’s suggestions for removal, resizing, or combining bunkers.

Tee Boxes: Remove thatch where present on some of the tee boxes and implement hollow core aeration, along
with an intensified fertility plan. Prune trees, elevate the tree canopy, and remove trees as appropriate on
selected tee boxes to provide more sunlight and air circulation. The District should pay special attention to
improving the first impression and “gateway” to the River Heights golf course by improving Senior Tee #1.

Weeds: Maintain the course in a weed free condition, with the possible exception of areas with drainage issues.
Adjust the current chemical control program to achieve the best results. Routinely weed the flower beds, and
maintain the flower beds at the main road entrance.

Roughs:
Consider mowing the rough shorter in some areas to speed play. Last season the rough was allowed to grow in
some areas, which slows down play because golfers are spending more time searching for balls.

Fairways:
Overseed all fairways. Use a slit seeder on tees 5 and 17.

Maintenance Equipment (Lease or Lease to Own)
Much of the golf operations maintenance equipment is due for replacement. In order to improve the presentation
and product of the courses, replace the most-needed equipment before other equipment. Higher priority
replacement includes the triplex greens mowers, a rough mower, a fairway mower, a trim mower, and two utility
vehicles. Refer to Appendix A for the costs and suggested replacement schedule.

The replacement of the beverage cart in FY2021 is a must, estimated at $15,000 for a new cart. Investigate the
purchase of a used beverage cart; utilize the insurance payout from the wrecked beverage cart towards the
purchase.

The availability of a sufficient number of working golf carts is a concern. When there is a large (100 or more
golfers) tournament or outing, the District must lease carts to accommodate the players, which erodes or entirely
eliminates any profitability from the tournament/outing. There is $28,000 for golf cart replacement/enhancement
shown in the River Heights line item capital purchases, starting in FY2021. The district should investigate the cost
of purchasing used golf carts from expired leases, purchasing used equipment from courses that may be closing, or
leasing carts if the price is reasonable.

Further research should be also be conducted on the possibility of leasing or leasing to own some of the other
equipment.

Irrigation
The pump station and irrigation system at Buena Vista are critical priorities. The current irrigation panel at Buena
Vista is no longer functional and the irrigation system itself is obsolete. The committee recommends installing a
new irrigation control panel and reconfiguring the pumps for the irrigation system at Buena Vista in FY2022. There
is $90,000 already budgeted in FY2020 for the pump station, with an additional $30,000 estimated for FY2021, for
a total of $120,000.
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The cost of replacing the Buena Vista irrigation system is expensive at an estimated $450,000, but not replacing it
could prove even more costly. If the irrigation system fails, then it is likely the course would be unusable.
Spreading this expensive capital improvement over several years was considered and then abandoned, since this
approach may prove to be much more costly than total replacement in a single year.

There is also $50,000 in irrigation expenditures suggested in each of the FY2022 and FY2023 capital improvements
for the River Heights course.

Bridges
The bridges at both courses are in various states of disrepair. Address some bridge repairs immediately, others
later. Repair the bridges on hole numbers 5 and 6 at the River Heights course in FY2021 to ensure safety. The
estimated cost is $15,000. Repair the Buena Vista course bridge on hole number 2 because of wood rot, bank
erosion, and failing path approaches. The estimated cost is $5,000 in FY2021.

Drainage
Obtain definitive answers from the appropriate authorities regarding what actions the Park District may or may not
take regarding flooding at the River Heights course. The Kishwaukee River is in a protected watershed, so any
alterations in slope to prevent flooding may not be allowed, or may be allowed, but only within certain
parameters. Send a formal letter to the Army Corps of Engineers requesting the jurisdictional status of the River
Heights course. Depending on the response, seek additional authoritative status by formal request to other
watershed agencies, which may or may not include the South Branch Kishwaukee Watershed District, the Federal
Emergency Mapping Agency (FEMA), and the Natural Resource Conservation Service (NCRS).

If slope alteration is permissible, regrade hole numbers 5 and 17 at River Heights to drain residual water from the
course to more quickly make it playable. If regrading is not an option, then reconfigure the 5" and 17t tees to
make the course playable during flooding, as outlined below.

The River Heights 5% tee includes the Kishwaukee River and the floodplain. The average player has difficulty
carrying the river and usually ends up in the floodplain, which is a problem when the fairway is flooded. The
current configuration requires the player to hit a 175-yard tee shot and a 190-200-yard approach shot to the
green. This slows play as golfers hunt for lost tee shots by the river, and especially since most players need 3 shots
to reach the green. Move the 5% tee to be near the current 4" tee, or replace the 4 tee altogether with the 5% tee.
A second option for the 5™ tee box is to move the current 4" tee box to what is now the ladies’ tee, which would
shorten the hole and speed play by reducing out of bounds tee shots. Tee 4 would become the new number 5 tee
which results in a longer tee shot at a more realistic 180 yards. Refer to Figure 2 for an illustration of the 5% tee
reconfiguration.
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4 Tee [possible
new 5 teg)

4 Red tee (possible new 4 tee)
L ]

165 yards

(Floodplain)

) -4 X
Figure 2: River Heights 5th Tee Reconfiguration

Shorten the 17t tee. The tee is over the floodplain, which is frequently flooded. This tee shot puts the average
golfer in a position of laying up on their second shot to take the river out of play, which leaves them with a 150-
yard approach to the green. If the layup shot goes long, it leaves the player at the edge of the river, often hunting
for their ball, slowing play and usually frustrating the golfer. See the figure below for the suggested tee
reconfiguration.

18 green
Old{(could be new) 10 tee
New 17tee

sp.eA Q0T

. (A 200-yard drive leaves you about 160 yds. to green)

Figure 3: River Heights 17th Tee Reconfiguration

To make up for the stroke lost to par by shortening the 17t tee, turn tee number 10 into a par 4, which is how it
was originally configured. The tee box already exists, just mow it. This had been changed to a par 3 because the
tee shot was originally too tight with the 17" tee. That concern no longer exists with the 17t tee reconfiguration.
Tee 10 becomes a fun par 4 instead of a needlessly difficult par 3. Retain the existing location for the red tees
because they are realistically a par 4 anyway.
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Cart Paths
The cost of completing the cart path network, upgrading existing paths with overlays, patching, and sealcoating is

expensive, especially when both golf courses are considered. Because of the considerable cost, it is critical to

establish priorities for cart path construction and maintenance.

There is a significant price differential between 5-foot wide and 8.5-foot-wide cart paths. There is a potential
savings of $588,607 by installing 5-foot wide cart paths rather then 8.5-foot paths. Based on an informal staff
design to complete cart paths with asphalt, including the engineering fee, the cost breakdowns for differing cart

path width is:

CART PATH 8.5 FOOT COST
el lizs LENGTH WIDTH SECORIST DIFFERENTIAL
Buena Vista 5,500 feet $ 555,390 $ 326,700 $228,690
River Heights
Front 9 holes 3,075 feet $ 310,514 $ 182,655 $127,859
River Heights
5,581 feet $ 563,569 $331,511 $232,058
Back 9 holes
TOTAL $1,429,473 $ 840,866 $ 588,607

Cart paths might also be able to be shared. Paths 2 and 8 are completely separate, but they could potentially be

Table 6: Cart Path Width Price Differential

combined into a single path. When teeing off on 2 or on 8, a shared cart path may present a safety issue, but for

the most part, it may only be an issue when it’s wet. Sharing would reduce cost, and signage could be could be

added to address any safety concerns.

Another consideration for cost savings is cart path materials. Aggregate materials, such as stone and gravel used in

combination, are a less expensive alternative to a paved path surface. Aggregate can be used on level surfaces
where erosion is not an issue. In addition to low cost, aggregate materials absorb the impact of stray balls.
Consideration should be given to gravel paths in areas which often come into play. Aggregate surfaces are also

permeable, contributing less to runoff. Gravel paths, once they have settled and stabilized, can later be used as a
base for paving if desired.

Due to the considerable cost of finishing all the cart paths, the committee recommends completing the cart paths

for the front 9 holes of the River Heights Golf Course. Finish the paths for holes 2, 7, 8, and 9. This should allow

the course to remain playable with carts even after significant rains would otherwise close the course to cart use.
The additional playability should generate more revenue. Even if the back 9 holes are unplayable due to flooding,
golfers may still want to play the front 9. The estimated cost for finishing the front nine holes of the River Heights

course is $200,000 in FY2021

Existing cart paths should be patched and sealed in FY2021, as shown in Appendix A.

There is $522,720 recommended by the committee for completing the cart paths at Buena Vista, but until FY2024.
The committee is not recommending the upgrade at this time because drainage conditions must be first improved
before cart paths are installed/upgraded.

Miscellaneous Improvements

There were some capital improvements suggested by Park District staff that the Billy Casper Golf Report did not
include. One was the west parking lot at River Heights. The committee recommends waiting to address the
parking lot until FY2024 since it was recently sealed and striped. Another was the connecting drive because of
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damage to the pavement from garbage truck traffic. The drive can be patched and speed bumps installed. The
concrete pad is needed, but it doesn’t have to be completely repaved.

The flooring at the River Heights Clubhouse should be replaced, along with the heating, ventilating, and air
conditioning (HVAC) system.

Marketing

The committee recommends that the Park District implement changes to several key components of golf
marketing. The current sales and marketing approach focus is more on advertising to general audiences rather
than on actual marketing to targeted audiences, with no tracking mechanisms for evaluating marketing methods
and results.

Changes to digital marketing are critical, and suggestions include a redesigned GOLFDekalb.com website; a more
robust presence on social media, and an email marketing campaign. Traditional marketing approaches should be
employed, but only if effective.

The District must also track the return on investment (ROI) for each marketing approach. Tracking by calculating
ROI provides objective data to discontinue ads, strategies or campaigns that are unsuccessful, and thus wasteful,
and focus on expanding and refining those that are.

The District should invest in modern golf management software. Preferably the software should be cloud-based,
providing the ability to manage both courses from anywhere, including a smart phone or tablet. It should include
tee sheet and point of sale (POS) integration, online booking, customer relationship management, reports, and
depending on the overall cost, accounting capabilities.

Marketing approaches are outlined below.
Approaches

Digital Marketing
The Park District should hire a marketing intern whose only job is digital marketing for the golf operations. This

person should be an internet specialist. This person must keep the golfdekalb.com website up-to-date and make
regular social media postings for each of the courses as outlined below. Computer skills are a necessity, along with
marketing expertise, the ability to take good pictures and video, and write effectively. More information about the
marketing intern position can be found in the staffing section.

Website

The GOLFDeKalb website golfdekalb.com may be the most important facet of marketing. Properly used, it can be
helpful to current customers and also can play a major role in attracting new customers. Existing customers need a
reason to regularly check the GOLFDeKalb website. These reasons could include offering specials, providing league
and tournament results, posting a calendar of events, pictures of golfers, and more. The website must be
constantly updated so there is always something new to view.

Redesign the GOLFDeKalb.com website. The website should feature a professional, modern design. It is essential
that key components be visible at the top of the first page, including a menu, a dramatic picture of the course, and
a highly visible link to online tee time booking. Although some desired elements are present on the current
website, others are not.

Searchability: The website seems to be sufficient for searches for golf opportunities in DeKalb. The GOLFDekalb

website pops up for searches when searching for “Golf DeKalb IL”, “Buena Vista DeKalb”, and “River Heights
DeKalb”.
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Course Description

The course descriptions should
be revised. The course
description and information are
probably the first thing a
prospective customer reads.
Refer to Figure 4 for an example
of the River Heights course
description page.

Home

Courses
River Heights Golf Course
Buena Vista Golf Course
Rates
Online Tee Times
Golf Instruction
Outings & Private Events

Contact Us

Buena Vista Golf Course
131 Buena Vista Drive
DeKalb, IL 60115

(815) 758-4812

River Heights Golf
Course

1020 Sharon Drive
DeKalb, IL

(816)758-1550

GET DIRECTIONS

GOLFDEKALB

golfdekalb.com

~—
—_—

LEJCOURSE

Affordable, challenging golf is closer than you think. Enjoy golf the way it should be, at River
Heights Golf Course in DeKalb, IL

Operated by the DeKalb Park District, River Heights offers 18 holes of scenic golf along the
Kishwaukee River and is located on the south side of DeKalb off Annie Glidden Road.

A mix of traditional and links style holes challenge both weekend golfers and the more serious
player. The friendly, professional staff provides first rate golf and excellent service for an enjoyable
golfing experience

Figure 4: Course Description & Information

e There are too many clicks required to get to the course description pages.
e The course descriptions are lackluster, should be rewritten.
e Descriptions should include par, length, slope and USGA rating.

e Add unique information to make the course more appealing (driving range, practice greens, renovations,
etc.) Note: Buena Vista site has some of these features listed.
e Include links to scorecard and course layout.

e Post drone videos, 1 for each course, on the course description page.
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Rates: The link to the rates is on the
home page, which is desirable.
However, it takes too many clicks to
get to the actual rates. Rates MUST
be kept current, including any
specials. Refer to Figure 5 for the
rates page.

GOLFDEKALB

golfdekalb.com

Home
Courses

Rates

Membership Rates

Daily Rates & Fees

Online Tee Times
Golf Instruction
Outings & Private Events

Contact Us

Email Sign Up: Retain the email sign-up
on the golf home page. Add a section
where golfers can create an account. Ask
for mobile phone number, whether their
texting is active, gender, age group, birth
month and day, players in HH,
rounds/month, Average Score, Plan
Tournaments (Y/N), Play in Tournaments
(Y/N), etc. The sign-up page should feed
the e-mail marketing database. There is
much wasted space on the web pages,
misalignment of elements that results in

an unprofessional look. Refer to Figure 6.

Figure 5: Rates Page

BOOK A TEE TIME

&3 colf pexalb © -

gy Watchlater  share
> .
a

—~—

Stay Connected...
Sign up to receive periodic emails with special news and offers

* Email

e serviced by Constant Contact.

Sign Upl

Figure 6: E-Mail Sign Up
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Online/eSpecials: The home page should
always have an incentive. People must
provide their email, which is a great method
for building an email database. Online
specials do not necessarily have to be a
discount on playing fees. It can be a
merchandise sale (there should always be
something on sale), or a food and beverage
special. Highlight a regular feature. Refer to
Figure 7 for an example of a specials from
the Sycamore Golf Course webpage.

Events Calendar: The website should have a
calendar of events, including:

Tournaments and Events:
e Include links for participation

Nov Nov Nov Nov Nov Nov Nov
19 20 21 22 23 24 25| 26

Tue

Tue Wed Thu Fri Sat Sun Mon |
Fom 11/19/2019 T To 112502009 (LI Sorer Piee | sancs [IERES

Tuesday, November 18, 2019

No online tee times available

Wednesday, November 20, 2019

No online tee times available

Thursday, November 21, 2019

7:00 A, 7:30 Ak, 8:00 A, 8:30 A,
Sycamore GC Sycamore GC Sycamore GC Sycamore GC
$18.00/player ] $18.00/player $18.00/player $18.00/player !
You Save 38% You Save 38% ‘You Save 38% ‘You Save 38%
Players|1-4 Players[1-4 - Players [1-4 ~| Players |1-4 ~|
18 &d 18 &b 18 &b 18 &4
. ) I j l K . k)
9:00 A, ) 9:30 A, b 10:00 A8 . 10:30 £ 5,
Sycamore GC Sycamore GC Sycamore GC Sycamore GC 1
$18.00/player ] $18.00/player $18.00/player % $18.00/player 'i
You Save 38% You Save 38% ‘You Save 38% You Save 38%
Players[1-4 - Players [1-4 + Players[1-4 | Players [1-4 ~|
18 &4 18 &b 18 &b 18 &4

( J ( )
11:00 A%, 11:30 A%,

Sycamore GC Sycamore GC
$18.00/player $18.00/player
ol Save 3850 A OITISEIKEL))

[ Book ] ( ]
12:00 K, 12:30 18,

<,
Sycamore GC %% Sycamore GC .
»

$18.00/player $18.00/player

i
¥
Xou Save 3% YouSavedish

Figure 7: Example of Online Specials at the Sycamore Golf Course

e Results from recent events, which helps to sell future events
e  Sign-up options for course-sponsored leagues

L4 Post tournament results

Leagues and Clubs:

e Add a page/link to information about leagues at courses(s)

e  Provide a sign-up option for course-sponsored league

e  Provide links to league organizers for outside leagues

e If leagues are full, provide an option for interested parties to start new league or be a substitute

e  Post league results

Maintenance activities that impact play:

e Include any activities that impact play, such as aeration

It is imperative that calendar be kept up to date.

Food and Beverage: Post the menu on the website as well as any specials. Post hours of operation for food and
bar service; indicate the days and times beverage cart service is available. Post the catering menu (or a list of
approved caterers for the facility), and event bar pricing for River Heights room rentals.
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Newsletter: Create a monthly newsletter that is both emailed to customers in the email database and posted to
the website.

Pictures: The website should have lots of pictures. Make sure there are pictures of happy customers, and include
diverse population of customers. Presently there are too many pictures on the sites of park district staff (staffing
booths, lifeguards etc.). People like to search for pictures of themselves, family, or friends at events, facilities, and
like, not park district staff.

Profiles: Add an “About Us” page that provides background information on key staff. Include a picture, email, and
phone number and a short professional biography. The Superintendent of Golf biography should be more
extensive than the others.

Merchandise: Offered logoed merchandise, like golf shirts, quarter zip sweater/sweatshirt and hats with the
course names. To reduce costs, consider not maintaining an inventory, instead placing orders periodically for
customer pre-orders. Consider selling merchandise off a web page if practicable, or use a webpage to gather
orders.

Lesson Requests: Retain the Golf Instruction link on the webpage, but perhaps redesign the Lesson Request
webpage, since it is a lengthy page which requires quite a bit of scrolling.

Social Media Platforms

Like the website, social media plays a critical role for customer retention and attracting new players. Content must
be fresh, so posts must be made on a regular basis. The Park District should participate in the Facebook, Twitter,
and Instagram social media platforms.

Connect with us: T

The Park District has Facebook, Twitter, and
Instagram accounts specific to golf, apart from
regular Park District social media platforms.
These icons are missing on golfdekalb.com
page: they should be added at the top of the

page.

GOLFDEKALB

golfdekalb.com

Howe River Heights & Buena Vista Golf Courses

Courses

The DeKalb Park District is prou r the golfers of all skill levels, River

Rates Heights is an 18 hole (par 72) fa side of DeKalb, Buena Vista is a9 hole (par
32) course that also features a driving range and practice area.

Online Tee Times

Golf Instruction River Heigths & Buena Vista Golf Courses are both
outings & Private Events closed (Thurs, Oct. 3rd) due to wet course conditions

Contact Us

News & Events

Figure 8: DeKalb Park District GOLFNow Website
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Facebook: Facebook (FB) serves as both a second webpage and a communications method. The same
recommendations made for the website also apply to the Facebook page:

e Increase the number of posts substantially by routinely posting

e Regularly post deals/specials, holidays, black Friday, National Golf Day, National Mental Health Day, etc.

e As with the website, tournaments, leagues, and outings should be posted on Facebook

e Post instructional articles and general golf articles, which keep the courses in people’s FB feed

e Post more pictures (course pictures, tournament/league winners, deal ads, etc.) to stand out in FB feeds

e Include an interactive pop-up on the Facebook page, where the user can ask any question they may have.

e Update the “About” section on the FB page

e Include rates

e Include background information on key staff: a picture, email, and phone number and a short
professional biography. The Superintendent of Golf biography should be more extensive.

The key is constant updates.

Twitter
Twitter can be used to share the latest news, events, and last-minute discounts and more.

Instagram
Much like Facebook, the Instagram account should include specials, course updates based on weather conditions,
youth programs, memes, and professional golf coverage.

E-Mail Database Marketing
Golf operations must create and maintain an email database that can be used at any time for direct marketing, as
needed, and for monthly newsletter distribution.

e  Collect email addresses for seasonal pass holders AND daily players

e Collect out-of-town players’ email addresses

e Place business-type cards in the pro shop and bar with “Win a Free Round of Golf” message and

preprinted name and email lines
e Send email blasts routinely to fill unsold tee times
e Advertise unsold tee times via email with special deals, especially during the week

Collecting golfers’ email addresses whether seasonal pass holders or daily players. This includes collecting of-of-
town players email addresses. Place Business-type cards in the pro shop and the bar area with “Win a Free Round
of Golf” message and pre-printed lines for entering name and e-mail address. Routinely send e-mail blasts to fill

unsold tee times and to stay in customers’ consciousness.

Advertise unsold tee times by advertising special deals, especially during the week.
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Traditional Marketing

Signage

Increase directional
signage for the River
Heights golf course on
Annie Glidden Road to call
attention to the course.
Move the River Heights
Park sign to be
perpendicular to Annie
Glidden Rd. rather than
parallel.

Add feather flag(s) during
in-town events, like NIU
Orientation, Move-in day,
Dad and Mom’s Day,
Homecoming, etc. and NIU
Convocation Center
Events: conventions and Figure 9: River Heights Golf Course Sign and Feather Flags
concerts

Direct Selling/Tournaments

The River Heights golf course has traditionally hosted a number of large golf outings throughout the season.
Expand this practice through focused targeting of local organizations and event planners (DeKalb County
Convention and Visitors Bureau, Chamber of Commerce, etc.), promoting the course as great facility for a golf
outing.

Create and sell business packages: “Enjoy an afternoon at the golf course as a company outing”. Offer different
format options for golf (maybe including a crash lesson for beginners), a Buena Vista outing rather than River
Heights for a shorter time period. Offer different amenities in the packages (lunch, cocktail hour, or dinner) or
allow the business to create its own package. This could be an effective way to fill the less-used tee times during
the week.

Market the River Heights clubhouse facilities for weddings, meetings, and banquets for the off-season as a way to
offset the fixed costs of maintaining a clubhouse.

A critical element to positioning River Heights as a desirable place to hold events must be the follow-through by
providing a good experience. Tournaments and outings are as much about entertainment and fellowship as they
are about golf. Tournaments/outings may also be someone’s first exposure of the River Heights golf course. By
providing an exceptional experience, the staff should attempt to rebook each annual event immediately after an
outing.

Offer Specialized Rates to Fill Tee Times

The District should attempt to fill less used tee times by offering rates to attract more golfers to those tee times.
e Discount daily rates during specific hard-to-fill tee times during the week for non-residents
e  Offering 3-day weekday passes at reduced price
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Offer Seasonal Cart Passes, Cart Rental Punch cards

Offer pre-paid golf cart passes for the season. The fee must be paid in advance, with no refunds. The prepayment
option will make cart rental fees available at or near the beginning of the season, while the potential of lost cart
rental revenue is decreased due to adverse weather conditions.

Initiate Cooperative Marketing

The Park District should create cooperative marketing efforts by promoting package deals with lodging properties,
especially those near Northern lllinois University and close to the River Heights golf course. The Hampton Inn is
across Annie Glidden Road, and the Baymont Wyndham and Red Roof Inn are nearby. However, do not exclude
any hotels in the area.

Sponsor a contest to create a tagline similar to “Stay & Play” to promote the package deal. (Note: Stay & Play is
already an existing tagline which cannot be used, provided for illustration purposes only).

Consider partnering with the Northern lllinois Convocation Center, again based on proximity to the River Heights
golf course and conventions being held at the Center.

The District should invest in information rack cards to be placed at the local lodging properties, the Chamber of
Commerce, the Ellwood House Visitor Center, The Convention and Tourism Bureau, and other locations
throughout the community likely to generate interest. The rack cards should have “GOLF DEKALB” or the new
tagline prominently displayed across the top.

Partner with NIU for golf promotion as an activity during Orientation, Move-in Day, Dad’s and Mom’s Days or as a
Homecoming outing.

Offer a discount or “Welcome to DeKalb” package so people return on their next visit to campus.

Offer a free round of golf to families moving to DeKalb as part of the City “Welcome” package.

Request the City of DeKalb to include the golfdekalb.com link on its website under on the “Living Here” page.
Refer to Figure 10. Although the page currently lists the “DeKalb Park District” and “Parks & Facilities” under the
“Explore” heading, the user has to click on either of these two links to initiate a search for a golf course. This is too

many clicks, and only someone who is actively seeking out a golf course and already knows the courses are
operated by the Park District would know to click on the park links.

28



DeKalb Park District Golf Operations: Recommendations for Sustainability

City 4 DeKalb

opportunity - innovation

‘Community Partnerships

‘Community Services

DeKalb Taylor Municipal
Airport

DeKalb Public Transit
Education
Airport
Explore
Getting Around
Public Transit

Online Payments

Registered Voter Search

ccount our prof ' your experience, and engage in information you care about

Government Living Here

Home » Living Here

LIVING HERE

Community Partnerships
Community Services

DeKalb Taylor Municipal Airport
About Us
Facilities & Services
Tenants
Arrival Info

Area Attractions

DeKalb Public Transit
How to Ride
Maps & Schedules
Fares
About Us
Get in Touch

Business Development How Do ...

sign In

Getting Around
Drivers Licenses
Maps & Transportation
Residential Parking
Vehicle Registration

Online Payments
Registered Voter Search
Report a Concern
Service Requests
Stay Connected

City Notifications

DeKalb eNews
Emergency Notifications

Search..

Report a Concern Education Police News Releases
Social Media
Service Requests E);ﬁ:c:;ems
DeKalb County Forest Preserve District Add ”GO/f COUI’SES” Gnd hyper/ink tO the
Stay Connected DeKalb Park District .
Detcals Photo supmssion GOLFDeKalb.com website
Utilities Parks & Facilities

Shabbona Lake State Park

Figure 10: City of DeKalb “Living Here” Webpage

Sponsorship Initiatives

The Park District should create and actively promote a corporate and business, agency, and individual
sponsorships. Sponsorship opportunities should include hole sponsorships and cart path sponsorships. Perhaps
local printing or flag-making businesses would consider in-kind donations for sponsor flags or signs, as long as they
are acknowledged as sponsors, too.

Initiate cart sponsorships. Put corporate or business logos and/or names on carts for an established seasonal
sponsorship fee. Allow private individuals to sponsor carts, perhaps with their names on the cart. However, it
must be made explicit that sponsored carts are not reserved for sponsors.

Promote Clubhouse Rentals, Especially for the Off-Season
Marketing staff should promote clubhouse rental during the off season for weddings, bridal showers, meetings,
luncheons, class reunions, and other events.

Redesign the Outings and Private Events webpage, depicted in Figure 11, to include facility pictures and to present
rental rates in a logical fashion. The page lacks any pictures of the River Heights facility to attract interest, even
though the verbiage states there are scenic golf course views and a wrap-around deck with a covered patio.
Include both summer and winter (with snow-covered grounds) pictures. The rental rates are presented illogically
in a disorganized fashion, which makes the reader work too hard to figure out rates for any given time period.
Most event planners would likely bypass the venue based on the webpage presentation alone, since it appears
unprofessional and disorganized.
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GOLFDEKALB

golfdekalb.com

Home -
Events in DeKalb
Courses
Buena Vista Golf Course
Rat Our Clubhouse is a great venue for your casual to semi-formal ) ]
ates h . ; ! 131 Buena Vista Drive
events such as holiday parties, reunions, corporate meetings DeKalb 1L 60415
eKal 60115
i baby showers, and more

Online Tee Times ! (815) 798-4812
Golf Instruction Features include

outings & Private Events + Seating for up to 150 people River Heights Golf
¢ * Scenic golf course views Course )
1020 Sharon Drive

= professional bar service

Contact Us
« wrap-around deck with covered patio De'félb_ - .
(815)758-1550
For available dates and any further questions call: Cindy
. slinkard, (815)758-1551 or by email
Need PlCtUreS cslinkard@dekalbparkdistrict.com

GET DIRECTIONS

Room Rates: Weekends
May through October 2019: $675 Saturday/Sunday ($500 - T
November, January - March 2019: $400 Friday - Sunday

December and April 2019° $500 Friday - Sunday fusi
Saturday/Sunday Afternoon 2019: $350 Very confusing,

months out of

Room Rates: Weekdays

Monday - Thursday $175 (events under four hours) Orde r
$225 (events over four hours) ’
& hour event maximum, additional time is allotted for decorating un p rofessiona |

efc

Figure 11: River Heights Clubhouse Outings & Private Events Webpage

Loyalty Program/Rewards Card/Season Pass Holder-Only Events

The District should offer a Rewards Card to golfers on carts, greens, and range fees, which encourages use and
allows the user to track their playing habits.

Provide discounts on Pro Shop merchandise to season pass holders.

Hold season pass holder-only events and guest of passholder discounts to promote season pass sales.

Golf Clinics
Proactively schedule golf clinics for a particular date and time. This is in addition to the golf lessons that individuals
can request on the Lessons Page, not in lieu of lessons.

Demonstration Day

The Park District should host a golf “demo day”, a scheduled event at which golfers have the chance to try
different clubs and equipment. Buena Vista might be the logical course choice since most demo days take place on
outdoor driving ranges. The event should be free of charge. Invite golf club companies, golf ball manufacturers,
and golf accessories companies. A Demo Day might be a way to introduce the game of golf to someone, and
might also be a good way to introduce newer or younger golfers to affordable equipment, especially if the golf
company offers used clubs for sale.
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Local Radio Ads, Call-ins

Consider advertising on local radio, although this is usually expensive. And because this is advertising, not
marketing, it can be ineffective. However, if there are free public segments offered as a service to the community,
use this outlet for golf promotion, especially when there is a tournament or other events scheduled. Use call-in
radio segments for promoting events, specials, etc.

Newspaper Advertising

Because the older demographic may not be as engaged in internet activity as the younger demographic, especially
social media, they may rely more on traditional means of advertising contact, especially print advertising. Very
targeted marking to potential customer segments through print advertising can be explored, both locally and
within a prescribed distance from DeKalb. It is imperative that all print advertising be tracked for return of
investment (ROI).

Partnerships with large employers

Create golfing partnerships with major DeKalb County employers to offer employee discounts, golf outings, facility
rentals, and the like. Pursue partnerships with 3M, Panduit, Nestle, Goodyear, Target, Northwestern Medicine
Kishwaukee Hospital, Northern lllinois University, and others.

Tracking
The District should track all golf marketing strategies to determine the return on investment (ROI). The website
and social media pages should include digital counters that count the number of times they are accessed. The
point of sale (POS) system should have a special key for each promotion. Cashiers should record the special, but
spot checks are required to ensure that the cashiers are actually recording the special, and also not giving the
special rate to customers that don’t qualify. Much of this tracking can be accomplished with an integrated,
intelligent business management software.

Business Management Software

The District should invest in modern golf management software. Preferably the software should be cloud-based,
providing the ability to manage both courses from anywhere, including a smart phone or tablet. Cloud-based
technology installs regular updates, new features, and improvements automatically, with few to no actions
required by golf staff, minimizing the need to maintain a system locally.

The management software should include tee sheet and point of sale (POS) integration, social media, employee
schedules, inventory, online booking, customer relationship management, reports, and depending on the overall
cost, accounting capabilities. There are any number of products on the market to investigate, including but
limited to GolfNow One (G1), EZLinks, Jonas, Chronogolf, and foreUP. Cost is a consideration, but so is the ability
to effectively manage golf operations.

Summary

The DeKalb Park District has the opportunity to provide an enjoyable golf experience at a reasonable price to
players. The Park District should adopt creative ideas and implement a change of thinking from the current way of
providing golf services. This includes reviewing the golf funding model, staffing, capital improvement investments,
and marketing approaches. In the end, the rewards are substantial and the dividends satisfying for the benefit of
the staff, park district, and the community served.

31



Appendices



Recommendations for Sustainability

DeKalb Park District Golf Operations

Capital Improvement Recommendations Table

Appendix A

000°09 000°09 Suined yied 1D HY 354n0)
0000T 000°0T Ped ysem Hd 9sIn0)
000°s 000°‘S AsasanN Jn1 HY 951n0)
000°0T 000°0T juawuleIuo) |1ds HY 354n0)
000°0T 000°0T I11ds/ped SuIxiA HY 9sin0)
000001 00005 000°0S uonesil| Hy 954n0)
0000€ 000°ST 000°ST 9geurelq HY 3s1n0)
000°0ST 00005 000°0S | 00005 uopeAouay Ixung HY 954n0)
0000€ 000°ST | 000ST s93pug HY 951n0)
0cL'Tes 0cL'Tes uons|dwod yied ue) Ag 954n0)
SEV'SS SEV'SS 000°0S syied Sunsixa AejuanQ Ag 3954n0)
0919 0919 Suineo) [eas yied Ag 351n0)
8L1°C 8LTC syled yoled Ag 9s54n0)
000°ST 00S'L 00S'L uey Al Ag | uswdinby
000°0S 00005 J19MON ySnoy Ag | auswdinb3y
000°0L 000°0S SISMO|N SU33ID Ag | 3usawdinb3
000ze 000°2T 000°ST Jojep Ag | juswdinby
000°SS J1aMo|\ Aemuie Ag | juawdinbl
000°ST sayey Jdjung Ag | uswdinb3
000°s 000°s AsasinN yin1 A8 9sIno)
000°0T 000°0T juswuleluo) |ids Ag 954n0)
000°'ST 000'ST 04d pues Ag 351n0)
0000¢ 000°0€ 00006 uonels duind Ag 354n0)
000°0S¥ 000°0S¥ -233 ‘Suidid ‘uonesiu| A 351n0)
000°'ST a8eulesq A9 351n0)
000°0T 00002 uoljeAoudYy Jxung A9 E[aloe}
000°s 000°'S saspug Ag 9sIn0)
0009T 0008 0008 RAAG | esnhoyanpd
0 Jauonipuo) Iy Ag asnoyqn|gy

ETEVT 0SZ‘T9€ | 000LT6 000‘s | 000‘s | 000°Z6 00S‘2T | 000°09 | 000‘S 000°s 000°0T 000°0Y 005289 VISIA YNINg

0S2‘9s 0SZ‘TZE | 00S‘260T | 000‘s | 000‘S | OOO‘OET | 000‘OE | 000°06 | 000‘S 000°SS 000°0ET | 000‘SEE | 00SLOE S1HOIIH Y3IAIN

0T-€ SIA TTSIA 0€Ad 6CAd 8TAd LTAd 9TAd SCTAd PeAd €A [44¥] TCAd 0CZAd S|ej0] uonelo|y 59

Sny

Say

33



Recommendations for Sustainability

DeKalb Park District Golf Operations

AjlJoLd JJB1S 1013SIQ YJed

119 pay

uollepUBWIWOI3Y Juawanoidwy [erde) :1xa] yoe|g

uollepuawW W02y 1oday HIHg 3yl ul papnjoul 10N
‘uonepuswWoday awanrosdw| [eyde) J4e1s 111sIg dded 12D paiysiysiy-uon

1oday (929) 410D Jadse) Ajjig ul papusawiwoday Juswaroidwi jende)

ADII1GVL

[ ]

]

005756 0 0 0 0 0 | ooo'set | ooo‘sc | 000'0Z | 000°8T | 000°88 | 0Sz'6Te | 0ST'6€C | 000°8ST Ajuo oy1dads asino) Hy

T6€'CTLE 0 0 0 0 | ooo'ztz | 00S‘ze | 000‘seT | Sev'es | 0zL0TL | 899'%SL | 0SL'v68 | 81€'618 | 00006 [e30L puelo

868TYT'C 0 0 0 0 | ooo‘set | ooo‘sz | 00002 | 000'8Z | 000°88T | 899'6vL | 0ST'69C | 086'L89 0 [e301 SIYBI9H 3ty

€61'6L5'T 0 0 0 o | ooozs | o00sz | o000'ss | sev'ss | ozLzes 000‘s | 00s‘sc9 | 8e€TeT | 000°06 |BIOL BISIA BUSNG
00€°60T 00€°60T syied 8uinsixa AelJanQ Hy 954n0)
8Tt'0€S 8T'0€S uo1a|dwod yied g soeg HY 351n0)
8YT'T6 000°00Z uona|dwod yied 6 3U0id HY 951n0)
0 SELLT syied yoled HY 351n0)
0 0€LLT Bunneo) |eas yied HY 954n0)
000°0T 000°0T PooH a8uey HY | 3snoydn|d
000'ST 000°ST 8unoo|d HY | asnoyqnpdy
000°0L 000°0L aAQ BuipddUUO) HY | asnoyqn|)
000°TT Jauonipuo) v HY | asnoyqnpd
STT'69 STT'69 Aepiang Buppied 1S9 HY | @snoyqnpd
000°00T 000°00T 10718uppied HY | asnoyqnpdy
00008 0000 0000 JamoN wul HY | 3udwdinb3
000091 00058 00052 000°0S SIIMOIA SUIID HY | uswdinb3
000°0€ 000°ST 000°ST Jo1ep HY | uswdinbg
000°S0T 000°SS 000°5Z 000°5Z JamoN Aemutes HyY | uswdinbg
000'ST 000°ST 1e) a8elanag HY juawdinb3
00S°LY 000°sT 0ST'TT 0ST'TT sued Aujnn z HY | juswdinby
000°0T 000’8z | 0008 | 0008z | 0008z | 000°8T asea] Med 0g | juawdinbg

ETEVT 0SZ'T9E | 000°LT6 000‘s | 000‘s | 000'zé | 00S‘zT | 00009 | 000‘s | 000‘s 000‘0T | ooo‘ot | 005z89 VLSIA VN3Ng

0S2'9s 0SZ‘TZE | 00S°260'T | 000‘s | 000‘s | ooo‘0€T | 000‘0E | 00006 | 000's | 00O‘sS | 000°0€T | ooo‘s€e | 0Os‘LoOE SLHDIFH ¥3AIY

OT-€ SIA TTSIA 0EAd | 6ZAd 8ZA4 LTM 9ZAd STAd vZAd €TAd [£7%] TZAd 0ZAd s|el0L uonedo|y 5I8

Say

Shy

34



DeKalb Park District Golf Operations: Recommendations for Sustainability

Appendix B: Committee Recommendations for Bunker Elimination, Resizing and Reconfiguration

Remove greenside left.

Combine bunkers, reduce and center
to eliminate one.

u
o
[
m
*
w

Has no bunkers.

HOLE # 4
Has no bunkers.

Remove greenside right.

Combine the fairways. Reduce greensides by eliminating
the outside portions of each bunker.

HOLE #7

Remove front right.
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Remove greenside right.

Reduce in size by removing
Portions from front and back.

HOLE # 10

Remove entirely

HOLE # 11

Combine and center greenside left

HOLE # 12

Remove greenside right.
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HOLE # 14

Has no bunkers.

HOLE # 15

Remove both fairway and greenside.
Replace with trees.

Keep both bunkers.
Reduce greenside left to alleviate drainage issues.

Keep as is.

Keep both bunkers.

Remove far bunker. Reduce front bunker.
Remove pine tree.
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