LF071002-05R
ORDINANCE NO. 3852

AN ORDINANCE ESTABLISHING A DEPARTMENT OF GOLF BY
AMENDING TITLE 2 OF THE RAPID CITY MUNICIPAL CODE BY ADDING
CHAPTER 2.86 ASA NEW CHAPTER.

WHEREAS the City of Rapid City has not established a park board as outline in SDCL
chapter 9-38; and

WHEREAS the Rapid City Common Council controls and supervises the public parks
within the City of Rapid City, including the municipal golf courses in accordance with
SDCL §38-7; and

WHEREAS the Rapid City Common Council intends to retain control and supervision of
the municipal golf courses; and

WHEREAS the operation of municipal golf courses entails the management of a
substantial amounts of public money and resources; and

WHEREAS the City of Rapid City desires to establish a board to assist the Rapid City
Common Council in the day-to-day operation of the City’s municipal golf coursesin
order to protect the City’ s health, welfare and safety; and

WHEREAS the City of Rapid City finds it in the public interest to operate the City’s
municipal golf courses a manner that preserves and protects their quality and at the same
time ensures cost effective management of public resources;

NOW THEREFORE BE IT ORDAINED by the City of Rapid City that Title 2 of the
Rapid City Municipal Codes is hereby amended to include a new chapter as follows:

2.86.010 Department of Golf

Thereis hereby created for the City a department of golf.

2.86.020 Director of Golf

The department of golf shall be managed by the Director of Golf, who shall be
appointed by the Mayor, with the approva of the Common Council.

2.86.030 Qualifications and Duties of the Director of Golf

A. The Director of Golf shall as a minimum qualification possess a demonstrated
record of golf course management expertise.

B. Duties of the Director of Golf
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Oversee the day-to-day operation of the city’s golf operations.

Supervise all City employees assigned to the golf operation.

3. Assist the Golf Course Management Advisory Board in carrying
out its functions.

4. Other Duties as assigned.

N|=

2.86.040 Golf Course M anagement Advisory Board

Thereis hereby established a Golf Course Management Advisory Board whose
purpose is to oversee the management of the operation of the City’s golf courses and for
advising the Rapid City Common Council on guestions of management of City golf
COUIrses.

2.86.050 Composition of the Board

A. The Golf Course Management Advisory Board shall consist of seven
members who shall have a demonstrated interest in and understanding of the game of golf
and the have following additional qualifications:

1. One aderman of the Rapid City Common Council, who shall be

determined by the members of the Common Council and whose

term shall be one vear.

The City Finance officer.

One citizen volunteer with demonstrated advertising and marketing
expertise.

4. One citizen volunteer with demonstrated food and beverage

expertise.
5. Three citizen volunteers with demonstrated records of business

SUCCESS.
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B. Each of the citizen volunteer members of the board shall be appointed by
the Mayor with the approval of the Rapid City Common Council and shall serve at the
pleasure of the Mayor. When making the initial appointments to the Board, the Mayor
shall designate two citizen volunteers who shall serve for one year, two citizen volunteers
who shall serve for two years, and one citizen volunteer who shall serve for three years.
Thereafter, upon the expiration of the term of acitizen volunteer, all citizen volunteers
shall be appointed for successive three years. Citizen volunteers may be reappointed for
consecutive terms.

C. If any member of the Board fails to attend three meetings within any
twelve month period, a majority of the remaining members of the Board may recommend
removal of that member to the Mayor. The Mayor shall consider the recommendation
and determine whether or not to retain the member. |f the Mayor chooses to remove the
member, areplacement shall be appointed to complete the balance of the term.
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2.86.060 Duties of the Board

A.

Create and recommend to the Common Council a mission statement for

the City's golf operations.

Supervise the management of the municipa golf operations.

Recommend to the Mayor and Council a candidate to fill the position of

Director of Golf.

Annually review the performance of the Director of Golf and recommend

to the Mayor and Council, compensation adjustments, make
recommendations to the Mayor for hiring, firing and disciplinary actions
regarding the Director of Golf, as necessary.

The Board shall, in cooperation with the City personngl department,

develop ajob description and classification for the Director of Golf.

Oversee and make recommendations to the Mayor and Council regarding

the operation of the Pro Shops and food and beverage sales.

Submit a recommendation to the Mayor and Council for an annual budget

for the City’'s golf course operation.

Submit requests for expenditures to the City Finance Office for approval

by the Common Council.

Develop short-term and long-term business plans for the City’s golf course

operations.

2.86.070 M eetings of the board.

A.

The Board shall meet at |east once per month. The Board shall establish a

regular meeting time and location. All meetings of the board shall be open
to the public, except for executive sessions as alowed by state law.

Five voting members shall constitute a quorum of the Board.




LF071002-05R

C. The Board shall eect from its membership a Chair who shall serve for one
year or until the expiration of higher term. The Chair shall conduct the
meetings of the Board and may call special meetings of the Board as
necessary. The Chair shall have the right to vote on matters before the
board to the same extent as al other members.

CITY OF RAPID CITY

Mayor
ATTEST:

Finance Officer
(SEAL)

First Reading:
Second Reading:
Published:
Effective:
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A Speci al Note

The members of this committee came to our appointed task
possessing various motives. Each was asked to share in writing with the
group their personal agenda. While viewpoints of the many issues differed,
an understanding of these issues became universal and the group’s
capability to use this understanding to form a consensus was remarkable.
The common thread that is woven through the fabric that binds this unit has
been the intention to do our very best work resulting in the very best golf
courses possible for all concerned. To witness the dynamics of this group of
diverse personalities as well as the honor and respect shown for one another
individually and mutually for the job has been a unique privilege.

Our group insisted on identifying a goal and working toward it in a
manner which would make the people of Rapid City proud. We chose to
commit to confidentiality to protect all those who came before us or
otherwise supplied information. We elected to report to the City Council and
Mayor rather than the media in order to prevent premature disclosure of
sensitive judgments. Any other path would, we believed, result in valuable
opinions being withheld. It was an excellent decision.

We of this Committee and the people of Rapid City always will be
deeply honored by the many who gave their private time toward helping us
conclude this important assignment. The city staff members were all
graciously generous in sharing with us limitless personal time. Equally, all
Members of our Rapid City Common Council and our Mayor have given, too
without reservation, their time and sincere concern.

Our committee recommends that the Rapid City Common Council
create a Golf Management Board, Department of Golf Facilities and Director
of Golf as that department's director. We are confident this action is the
way to a successful future for Rapid City golf.

The Mayor’s Golf Course Assessment Committee

Mike Sanborn Pat Vidal
George Brown Tim Kretchmar.
Ted Wolk Bill Waugh

Dave Noble
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M ssi on St at enent

Qur M ssi on S to eval uat e t he ef ficiency,
ef fectiveness, nmanagenent and marketing of all current
city golf courses, with the ultimte objective to
mnimze taxpayer liability, while providing the nost
economcal and positive experience for the public
golfing comunity. The commttee wll report and
recommend to the mayor and the city council a path for

t he future.
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The Current Status



LF071002-05R

The conpetition for the golf market in the Black HIls has
been growi ng for the past several years. The contention for the
gol f business will become stronger with top-quality, highly
noti vat ed managenent directing the golf prograns at the many
fine facilities in the area. The inpact of that growth
chal l enges the Rapid City golf courses now |Its effect has been
felt wwth growi ng econom c distress by the Rapid Gty taxpayer
for the past several years.

A new public golf course, Red Rocks, opens in 2003. The
excel l ent success of the Red Rocks housing devel opment thus far
indicates a simlar prosperity for the golf facility. The
renowned Hot Springs public golf course recently announced pl ans
to expand to a full eighteen holes. An unnaned gol f course
reported to be seeking public use is proposed to be | ocated
north of Rapid City. The town of Wall opened their new nine-
hol e course | ast year. The Boul der Canyon Country Club's three-
hol e renovation of a few years ago is mature and the golf course
reports attracting significantly increased play. Belle Fourche
Country Club recently renodel ed their clubhouse buil ding and
experiences sharply increased event play. Spearfish Country
Cl ub has adopted an open play policy welcom ng public golfers.
Residents of the Black Hills and visitors are enjoying golf at
Boul der Canyon, Belle Fourche, Spearfish and the other inproved
| ocati ons of Tomahawk CGolf Course, Newell Golf d ub, Rocky
Knolls Golf Course, Devils Tower Golf Club and Lead Country
Club. Conming to the Rapid City golf courses for the area
golfers is not nearly as attractive as it once was.

CQurrent Fee Strategy

Fee changes at the city's three golf courses are first
recommended by Public Works. Assistance fromthe golf

prof essi onal has been slight, however approval by the CGolf

10
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Committee, the Public Wrrks Cormittee and finally the Common
Council formed the process. The Council began in 2000 to approve
fee schedules for three years at one tine. Generally, for the
| ast decade, the Cty saw fit to increase its golf course fees
at rates exceeding inflation. The Public Wrks Departnent’s
strategy was to increase fees as a neans to offset the ever-
i ncreasi ng expenses associated with the golf courses.

The increased fees still could be shown to be conpetitive
wi th nost golf courses in other nearby states and with sone
courses in the Rapid City area. However, they soon reached the
“wal k away point” (that price where sone of the | oyal customers
began to play el sewhere) making them | ess conpetitive with other
courses, including sone |ocal courses. Lower fees charged at
these other local courses attracted many golfers away fromthe
City courses. The mpjority of golfers who left were golfers who
pl ayed often and who usual |y purchased season passes. In
response to golfer conplaints about the Gty golf courses’ fees
and concern for the nunmber of golfers leaving its golf courses,
the Gty Council approved just prior to the 2002 season a
reduction in fees that would be charged to sone golfers. The
Counci | approved reduced fees for single adult, single senior,
and adult and senior couple season pass hol ders. The Counci
al so reduced range ball fees and provided an unlinmted season
range ball pass.

The City did not advertise these reduced fees. The
i nportance of such advertisenment to attract new gol fers and
mai ntai n revenues was pointed out to the Public Wrks Depart nent
by menbers of this Commttee. Public Wrks indicated they did
not want to advertise the |ower fees because they were concerned
about how private golf courses would viewthe City conpeting for
gol fers.

Persons can pay a daily fee to play either nine or eighteen
hol es at any of the three city courses. Discounted daily fees

are provided to Meadowbrook golfers if they are a senior or
11
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junior golfer. Slightly higher daily fees are charged during
weekends and hol i days at Meadowbr ook. Season passes can be
pur chased at Meadowbr ook. Di scounted season passes are provi ded
if you are a senior golfer, junior golfer, a couple, a famly
menber of an existing season pass holder or a City enpl oyee.
Menbers of school golf teans are provided di scount passes for
the duration of the teanis season. A fee add-on to Meadowbr ook
season passes allows the pass-holder to include play at either
of the City' s other two courses. Other than an increase in fees
charged during weekends and holidays, the City does not charge
any prime tine fees at any of its golf courses. For season pass
hol ders, one’s season pass is good for an unlimted nunber of
rounds at the golf course.

The City charges a devel opnent fee at each of its golf
courses for each nine-hole round played. The devel opnment fee was
established as a neans to raise funds for capital inprovenents
at each of the golf courses. The devel opnent fees collected at
any one course are intended to be held in reserve for
i nprovenents only at that course. The devel opnent fee is
included in the daily fees. It is charged separately to season
pass hol ders.

Carts can be rented fromthe Gty at all three courses, or
private owners can bring their carts onto the courses. Linmted
cart storage facilities are available fromthe Gty for use by
private cart owners. In addition to daily cart rentals,
Meadowbr ook provides a cart season pass, which it clains to be
conpetitive with the annual anortized cost of owning and
operating one’s own golf cart. A cart season pass-hol der cannot
share his cart with a person who does not hold a cart season
pass, unless that person pays half the cost of a daily cart
pass. This policy is not enforced.

Only Meadowbr ook CGolf Course has a driving range. This year
the Gty purchased a range ball dispenser. The di spenser takes

tokens and currently provides 20 balls per token. Tokens can be
12
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purchased at the golf shop at a cost of $2.50 for one token (20
balls), $4.00 for two tokens (40 balls) and $6.00 for three
tokens (80 balls). These prices are | ess than the previous
year’s cost to purchase a small or large bag of balls. The price
per range ball ($.12-%$.10) is slightly greater than the nati onal
average, and slightly less than that charged at Meadowbr ook | ast
year. In 2002 the City approved letting golfers purchase an
unlimted range ball pass for $110.00 if purchased with a season
pass or $175.00 if purchased w thout a season pass. In 2001 an
unlimted range pass was not avail able. Instead golfers could
purchase a $100 punch card allowing themto hit 25 | arge bags of
bal | s.

Under the new system the golf shop hands out three or four
tokens at a tine to range pass holders desiring to hit balls.
There seens to be no policy limting how many tokens are handed
out at one tinme. No marshalling is done at the range to assure
t hat range pass holders are not sharing balls or tokens with
non-range pass holders. As with its reduced golf fees, the City
did not advertise that it was reducing its range ball fees or
providing unlimted range ball passes for the 2002 season.

Currently, fees are collected at the golf shops and
hopefully now recorded on the golf shop’s conputers. CGolfers are
supposed to check in at the starter shack to verify that they
paid, and the starter is supposed to indicate on his tee sheet
that each paid golfer has checked in. Apparently, no checks are
made with the tee sheets fromthe starter’s shack to determ ne
if the inventory of tee tines being used up corresponds with
revenues collected for these tee tines at the pro shop. In fact
these tee sheets have sinply been thrown away nost of this
season. That practice was corrected when it was brought to the
attention of the golf course managenent team There also is no
nmoni toring of golfers by course marshals to determne if golfers
actually have paid and checked in at the starter shack before

goi ng onto the course.
13
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The Assessnent

14
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The operation of the golf course is viewed differently
t hrough the eyes of each of the several stakeholders. The job
of managenent is to bal ance the inpact of the various views as
fairly as possible to make one policy acceptable to all. This
is difficult. [If the golf course operation could be considered
as a picture, then all parts of this picture are of equal
i nportance. The parts are conprised of the taxpayer, the
gol fer, the golf course managenent and staff, prospective |oca
or area residents, businesses seeking a home in Rapid Cty or
the area, non-golfing residents of the surrounding area, and
visitors who are yet to realize Rapid City or the surroundi ng
area is in their future. None of these stakehol ders are greater
or less inmportant than any other. Each has a notive in seeing
that the institutions of the area are all they can be. The

public golf courses are anpbng these institutions.

Revenues

The revenues produced at Meadowbr ook and Executive only
occasionally support their operations. LaCroix Links is
credited consistently with falling short of making its way. |Its
operation requires subsidy. Searching for ways to increase
revenues will |ead the future nmanagenent to focus on the daily
fee use, the golf cart revenue, and tournament revenue. This
commttee found a significant amobunt of earned revenue
opportunity is uncaptured. The marketing for the golfer’s
busi ness will either become managenent’s priority or the burden
on the taxpayers will increase. GColfers will pay for their golf
gane. They will gladly pay for play on a well-kept golf course.
To offer less and ask nore fromthese golfers will not succeed.

Fares or fees are a marketing tool.

15
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Current &olf Fees

Daily fees charged to the City's golfers are greater than
those charged to any user of any other City recreational
facility, including those with conparabl e operating and
mai nt enance costs. Fees at LaCroi x Links come close to sone
other recreational facilities, but still are slightly higher.
Daily fees charged at Meadowbr ook and the Executive Course are
much higher. This being said, it nust also be pointed out that
the daily fees at these courses are conpetitive with other |oca
gol f courses. Season pass fees also now are conpetitive with
ot her local golf courses. The |ower fees approved by the Cty
Council for 2002 did bring new season pass holders to the City’s
gol f courses and season pass revenues have increased conpared to
| ast year. However, until the season is conpleted and a ful
season’s data are anal yzed, one cannot determne if these new
season pass holders are transfers fromother golf courses or
sinply City course daily fee players who have converted to

season pass hol ders.

Cal cul ation of ol f Fees

The current manner by which fees are established by Public Wrks
does not take into consideration either the actual revenue
required to neet expected expenses at the golf courses or a
realistic estimate of the nunber of golfers that will play. The
fees sinply are increased each year at sonme arbitrary percentage
based upon the revenues needed to neet the golf course expenses,
wi thout regard to realistic projections of increased or
decreased play. This has caused (1) the fees to increase at an
unnecessarily high rate, (2) golfers to becone disgruntled with
the fees and the City's | eaders who approve the fees, (3) a | oss
of golfers who either cannot afford to pay, or choose not to pay
the higher fees, and (4) lost revenues which nust be nmade up by

t axpayer subsi di es.

16
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The reduction of season pass fees for the 2002 season and
its resultant increase in revenues shows a nore detail ed
anal ysis of revenues, expenses, golfers and fees can benefit the
gol fers and the taxpayers. Wth such anal ysis one should be able
to closely estinmate the mninmumfees required to generate the
revenues necessary to neet a golf course’s projected expenses.
By keeping the fees at the mninumrequired to neet expenses,
gol f becones affordable for the greatest nunber of golfers
possi bl e at the | owest possible cost to taxpayers and gol fers.
It is generally agreed that this should be the goal of our golf
courses. However, current managenent is apparently not doing the
data collection, detailed studies and cal cul ati ons necessary to
acconplish this goal. If it is done, the data and studies are
not shown to the golfers to justify the fees they are being
charged. This comm ttee believes that such denonstration to the
golfers is a necessary step to keep the golfers’ trust of the
Cty s golf course managenent and to reduce the conplaints our
City | eaders nust field when they address fees.
Fee Structures

There basically are two factions of season pass golfers at our
City's golf courses, each of which has its own point of view
about how nuch gol fers should pay for their golf. Golfers who
pl ay an above average nunber of rounds of golf each week
represent one faction. These are persons whose schedul e all ows
themthe ability to play at their leisure, but especially

bet ween 7AM and 5PM on Monday through Friday. The tinmes these
gol fers play are when the golf course is |east crowded and nost
pl easant .

Golfers with a fixed work schedul e, and consequently use
the course less, represent the other faction. These golfers play
an average or bel ow average nunber of rounds of golf each week,
not by choice, but because of |ack of opportunity. These golfers

normal |y cannot get to the golf course until after 4PM on

17
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weekdays. They all have little choice but to play at the sane
time, so the tee times fill up quickly, crowding the course.

It is apparent that gol fers disagree about what discounts
shoul d be given to different groups of golfers. Season pass
di scounts especially are debat ed.

This Cormittee believes the entire fee structure requires
review and revision. Input fromall golfers should especially be
gi ven consi derati on when deciding on final reasonable fees. It
is an unfortunate fact of life with respect to nunicipal golf
courses that politics plays a major role in the establishnent of
fees. The nenbers of the Rapid City Common Council are el ected
and are constantly wary these special interests.

Steps can to taken to reduce the politics involved in the
establ i shnent of our golf course fees. The first step requires
regaining the trust of the golfer with respect to how the golf
courses are nmanaged and operated. The second step requires
better educating the golfing community on the econom cs of the
gol f courses, especially with respect to the inter-relationship
of the different sources of revenues. The third step requires
surveys to determ ne what subsidies, if any, the taxpayers are
willing to provide and what discounts, if any, one group of
golfers may be willing to subsidize for the benefit of another
group. The fourth step requires that the golfers thensel ves be
allowed to determ ne what their priorities are with respect to
their golfing experience, with the understanding that these
priorities will affect their fees. The final step is to
establish reasonabl e assunptions and a mat hemati cal fornula that
will use these assunptions, along with information received from

the third and fourth steps, to calculate the golf fees.

Devel opnent Fees

This Committee agrees that charging a devel opnent fee is a

reasonabl e nethod for raising capital inprovenent funds for our

18
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gol f courses. Currently at Meadowbr ook, devel opnent fees seemto
be applied only to | oan paynents for |arge capital inprovenent
projects. An increase in the devel opnent fee to pay for snal
capital inprovenent projects that currently are expensed, shoul d
be considered. This may all ow sone decrease in those daily fees
and/ or season pass fees required to cover the ordi nary expense
budget that may be | ess when small capital inprovenment projects

are renoved

Range Bal | Fees

The concept of a season pass for unlimted range balls may
attract nore purchasers of this pass, but it also allows for
sharing of the pass with others who pay nothing for the golf
ball s shared. An exanple was noted on a recent Saturday when a
husband was heard in the parking lot telling his wife that he
woul d have to get the tokens for the range because “their” range
pass was in his nanme. The unlinmted range ball pass needs to be
reconsi dered and nonitored carefully. Assuming this is not
feasible at this tinme tokens for range balls should sinply be
sold on an individual basis. The key is to price the tokens so
that the average golfer will buy a bucket to warmup before he

pl ays. The cost per bucket this year seens fair and reasonabl e.

ol f Cart Fees

Private ownership of golf carts at Meadowbrook CGolf Course
reduces the revenues that mght be realized if rental carts only
were allowed. However, private cart owners nmake up a | arge
nunber of the golfers who enjoy our public courses. It would be
detrinmental to the bottomline of our golf courses if we | ost
them Until all local courses elimnate private carts, the Gty
shoul d continue to allow themor nake it nore attractive
for private cart owers to give themup. It does not appear that
Meadowbr ook is adhering to its phil osophy of no new
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private carts. The cart shed continues to be full. A waiting

list exists for private cart spaces that open up.

Fee Col |l ection

Because tee sheets fromthe starter's shacks have been
thrown away, there is no way to check if revenues being
collected at the golf shop are being fully reported. In addition
to this informati on, the tee sheets could provide data
concerni ng who plays when at the course and what tee tines need
to be marketed nost aggressively. This commttee has advi sed
managenent of the inportance of these tee sheets, but until
recently they have not been saved. This conmttee believes the
gol f courses are | osing valuable information because of this
practice and the courses potentially are | osing revenues. This
practice would seemto be a disservice to both the golfers and

the taxpayers of Rapid Cty.

Desi gn, Construction, Playability and M ntenance

The strategy of identifying fee anobunts and the
policy/privileges accorded to the golfing custoner nust be
bal anced by the playability of the course. The Rapid City golf
facilities’ condition needs continued inprovenent. Design and
construction of a golf course are inseparable as the first and
nost i nportant consideration of fee level. The quality of
mai nt enance on the golf course is equal to the fornmer two
consi derati ons, however great upkeep on a poorly designed and/or
built facility, while comendable, will always conme up short of
what is desired. The design and construction of the Rapid City
public golf facilities is excellent, but aging has begun to
show. Quality, demand, and supply of a product or service
of fered influence the pricing of that item

Golf is no different than any product or service. The

deci sion to choose a particular golf course is based on the
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eval uati on of past or anticipated experience by the golfer,
i nfluence of others’ opinions based on their past or anticipated
experience. Oten the choice rests nerely with just getting a
“tee time.” The golf courses present a quality that is fair and
must inprove. The golf courses are deteriorating and so is
their market share. As new golf courses energe new golfers are
born. The actual pie grows and therefore if the golf course
managenent i s aggressive the piece can be full slice rather than
just a sliver.

The pricing strategy al so nust be based on neeting or
exceedi ng the expenses. Questions nust be asked and answered to
understand the notive of the taxpayer that provided the golf
course in the first place. Also, that sane taxpayer stands up
each year insuring these facilities continue to be part of the
City's public commtnent to a better life for its citizens and
visitors. This Committee found no clear goal anong the
managenent as to the wi shes of the taxpayer in the perfornmance
of revenue verses expenses.

This | ack of aggressive marketing begs the follow ng

guesti ons:

Shoul d public golf in Rapid Gty continue to be subsidized
in the future?

Shoul d the operational revenue neet or exceed the

operational costs?

Shoul d the operation produce sone or all funds for capital

expendi t ures?

These operational benchmarks, surprisingly, the Conmittee
| earned are not a part of any consideration in the fee

formul ati on or budget process.
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The ol f Professional’s Contract
First, it was found that in the past (before the current

Prof essional) nuch of the direction was left to the CGolf
Professional. He was a contracted individual and was consi dered
to be the manager of the facilities. H s obligation reached to
at | east oversight of nost of the activities at the golf
courses. His return included all the nerchandi se busi ness, and
part of the golf cart rental, driving range fees, |esson fees,
and food and beverage revenue. This person also received an
anount of noney to pay the staff working in the clubhouses. The
anount of return enjoyed or the cost engaged was not addressed.
At the tinme the previous contractor choose to | eave the
Rapid City Golf Courses; the Public Wrks Director indicated a
vast change woul d be made in the revenue side of the new
contract. The current contract is counter-productive from al
angl es. Because of the inequities to both sides, the courses
t hensel ves suffers as a result. A small nunber of candi dates
applied for the position. It was offered to sone; all of whom
turned it down when the details of the contract were divul ged.
The current contractor was then offered a m ni mal arrangenent
and accepted it. Struggling through two and one-half years of
an unbal anced contract, he has expressed to the commttee that
he hopes to have the Public Wrks Director make a fair

arrangenent in the future.

The Golf Cart Contract

The rental golf cart contract between the Gty and Col f
Cars West, Inc. is inits final year. The charges of this |ease
arrangenment are based on usage or "rounds" operated. This type
of contract was devel oped at a tine (long past) when the risk of
| easing golf cars was thought to be greater than is realized
currently. In this agreenent the golf cart supplier is given
greater reward because of his perceived “greater risk.” A nore

nodern, sound econom ¢ basis for providing the golf course a
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golf cart fleet is to lease with a flat nonthly fee on a four-
or five-year fixed fee arrangenent or outright ownership.

The nunber of golf carts needed in the shoul der seasons
(spring and fall) should be determ ned and applied to the
contract. Then, the per-cart nonthly paynent to the provider
coul d be doubl ed during the best income-produci ng nont hs when
cash flow is better

Short-termrental of older golf cars in good condition
makes good busi ness sense for four nonths such as My, June,
July, and August. This provides for the tournanent and
i ncreased usage needs in a strategy that provides anple units
when they are needed and applies the cost to the nonths when
income is being earned. The current contract is unattractive
because it nmaxi m zes the revenue to the supplier, reduces the
City’'s share, and maintains the obligation of danmage repair and

mai nt enance with the golf course.

The Managenent

Over the past el even years the current Public Wrks
Director has been involved in the golf course operation. 1In his
interviews with the conmttee he estimted he devoted al nost no
time to nmanagenent of the golf facilities before the current
contract (2 1/2 years) and currently devotes five percent or
| ess of his tinme. He explained his nethod of del egating nmuch of
t he managenent to others is, in his opinion, the way to nanage
this business. The Public Wrks Director estimated his tinme
contribution since he has been in charge to be no nore than 100
hours annual |l y.

Several different flow charts were presented to the CGol f
Course Assessnent Conmittee. (See exhibit) The chain of conmand
was referred to as “it really was” or “as it was witten.”
Confusion exists as a result of the city enployees and the

prof essional contractor relationship. In the past the
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contracting professional/ mnager was an advisor to the
mai nt enance function. Wen the current Public Wrks Director
assumed the managenent role at the golf courses, both the golf
professional’s contract and its adm nistration changed. The
grounds superintendent and the contracting golf professional
became conpetitors rather than contributors in the decision
maki ng process.

Publ i c Works personnel, who are not held responsible by the
Director for their control, influence greatly the adm nistration
of golf course matters. The result is that too nmany bosses nake

the process ineffective. |In their book, Strategic Managenent,
Concepts and Cases, A. A Thonpson, Jr. and A J. Strickland |1
say, “.the nost inportant |eadership trait is a strong,

confident sense of ‘what to do’ to achieve the desired results.”
The primary problemthis commttee identified in Rapid Cty's
gol f course managenent is that the | eader doesn’'t know “what to
do.” In fact, he does not know “the desired results,” and
relies too heavily on others, who also don’'t know “what to do”
or “the desired results” to performinportant jobs. Thonpson
and Strickland go on to say, “Knowi ng what to do comes from a
savvy understandi ng of the business and the organi zation’s

ci rcunmst ances.”

The Public Wrks Director is not golf savvy, does not
conprehend the golf business, nor does he understand the
organi zation’s situation. The work is passed to subordi nates
for whomthe Director says he "cannot speak.” This situation
woul d not be tolerated in private enterprise or any effective
gover nnent organi zati on.

The failure to conmt to the tinme necessary to | ead or gain
an understandi ng of and accountability for the matters of
running a golf course systemas conplex as Rapid Cty's is
apparent to the commttee. A better path to successful

| eader ship exi sts.
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Mar ket i ng

This commttee found the current annual
Mar ket i ng/ Adverti si ng budget of $1,500 to be a fracti on of what
is needed for a nmulti-mllion dollar operation |like the golf
cour ses.

However, if the budget intention was designed to avoid
mar keting or advertising it succeeded. The current web page is
difficult to access and is not of an acceptable quality. GOLF

I N THE BLACK HILLS, a panphlet printed several years ago renains

on racks throughout South Dakota. It is old and does not neet a
reasonabl e standard for telling the Rapid City Golf Course story
or attracting business to the public golf courses. The

Commttee was told there were no other marketing tools enpl oyed

or planned.

Course conditions

The conditions of the golf courses are reflective of
difficult conditions in the winter nonths and the summer nonths.
In his second year the golf course superintendent is
denonstrating inprovenent. The Commttee finds less than fully
effective irrigation at LaCroi x Links throughout the course
mani f ested by under watered dormant. These dry areas occur on
tees as well as adjacent to greens. Oten the details required
of good responsi ble golf course managenent are found to be
| acking on all three courses. A case in point is a tee bench
pl aced directly in line wth another teeing ground. The bench
and ot her equi pnent can easily be noved, but it remains. It has
occupied this location on the LaCroi x Links course for severa
years and unl ess sonmeone assunes the responsibility to change
the position of this bench it will continue to be a possible
accident cause. Irrigation systemleaks causing saturated,
mushy areas are evident while dry spots are equally evident. A

net on the edge of the property designed to protect adjoining
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homes is full of holes. The responsibility to protect the
nei ghbors’ property seens | acking and the appearance is abysnal.
The concept and design of LaCroix Links is artfully achieved,
yet surprisingly neglected.

The Executive Golf Course building has siding off adjacent
to the front door. Dereliction of the duty to repair al
buildings in a tinmely manner is w thout excuse. The effect of
this sad appearance reflects upon the i nage of the golf course.
If this is howthe building is taken care of one can expect the
golf course to be maintained simlarly. While the perception
may be faulty, these things nmake selling a golf course
difficult. The Golf Course Assessnent Comm ttee found the severe
time constraint of the Public Wrks Director to be too great to
overcone a host of shortcom ngs. The Public Wrks Departnent and
its Director have little expertise, education, or background in
Col f Course Managenent to qualify as an effective | eader for the

golf course operation of the City of Rapid City.
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The Recommendati on
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The Rapid Gty Golf Courses Managenent Advi sory Board

The Mayor’s Gol f Course Assessnent Conmittee recommends the

creation of a Golf Course Managenent Advisory Board to oversee

t he managenent of the operation of the City's golf courses and

for advising the Rapid City Comon Council on matters pertaining

to the golf courses and their operation.

Expectations resulting fromthe establishnment of the

Managenent Advi sory Board:

1.

A consistent and nore business-like nmethod for setting fees
shoul d be established. The fee fornula should be reasonable
and understandable to the golfers. The fees established
shoul d provide total revenues that will cover reasonable
estimates of the expenses, which will be incurred at the golf
courses for the follow ng season. They shoul d be based on a
reasonabl e estimate of the nunber of golfers that will play
during the season, which will require an accurate accounting
of the golfers who played the previous season. They al so
shoul d take into consideration any taxpayer subsidies which
the City may all ow and any new expenses or capital

i nprovenent paynents which are foreseen for the upcom ng

year.

Col l ection and preservation of accurate data concerni ng who
uses our golf courses and when and how often they us them
should be a priority. It is only with such data that one can
truly calculate the mninmumfees necessary to raise the

m ni mum revenues required to neet projected expenses for an
upcom ng season. This data al so woul d be absol utely necessary
to determ ne marketing strategies to increase use of the golf
courses. This data also would be required to | ook at the

feasibility of different fee structures.
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3. A survey of the golfers should be conducted to determ ne the

fol | owi ng:

a. What percentage discounts do the golfers believe are
fair for different golfers, e.g. seniors, juniors,
couples, City enployees? Once these percentages are
est abl i shed, they should be used consistently in
establ i shing fees.

b. Are the season pass hol ders receptive to naeking nore
prinme tee tinmes available to daily fee golfers in

order to reduce season pass fees?

4. The Gty has three different golf courses of varying |length
and difficulty. The fees charged at the golf courses should
i kewi se vary so that any City golfer of any age and econom c
background should be able to afford to play at | east one of
the City courses. It is especially inportant that the Cty's
yout h be provided an econom c gol fing opportunity. The Gty's
t axpayers made it clear in 2012 hearings and town neetings
that the Gty should support recreational opportunities for
our youth. Also, the youth are the future resident custoner
base for our golf courses. For these reasons golf at one of
our courses should be made very affordable, even if it should
requi re taxpayer or other subsidies to maintain that course.

5. Valuabl e data, such as the tee sheets at the starter shack
shoul d be saved. Al original entry accounting materials and
supporting docunents give inportant details to aid the
managenent process. A few weeks ago, after the practice of
di scardi ng these tee sheets was brought to the attention of
gol f course managenent the pattern was reversed. The types
of golfers and the fees they paid at the pro shop that are
i ndi cated on those tee sheets should be sumari zed by the

starter at the end of every day and conpared to the figures
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collected in the pro shop. The tee sheets should then be
saved for further periodic analysis to determ ne slack tines
of play during the golf season, so steps can be taken to fill
those slack tines in the future. These steps woul d generate
nore revenues at the golf courses that in turn would all ow
golfers’ fees to stay | ower and taxpayer subsidies to be

m ni mal or not necessary at all.

A careful exam nation of organization structures will show
that in recent years, there has been a decided shift from
aut horitarian, hierarchical structures to flatter nore
decentralized structures that stress enpl oyee enpowernent. (See
Exhibits) The new preference for | eaner managenent structures

and enpowered enpl oyees i s grounded three ways.

1. The best performance will denonstrate an ability to act
and react quickly. In short, managenent nust reinvent

their organi zati onal arrangenents.

2. Decision-nmaking authority should be pushed down to the
| owest organi zational |evel capable of meking tinely,
i nformed, conpetent decisions.

3. Enpl oyees bel ow t he managenent ranks shoul d be enpowered

to exercise judgnent on matters pertaining to their jobs.

The work The Rapid City Golf Courses Managenent Advi sory
Board proposed by the Mayor’'s Golf Assessnent Conmittee is to
manage the operation of the nunicipally owed golf facilities in
Rapid City. This group shall be nmade up of five voting nenbers
and three non-voting nenbers. Five of the voting nenbers shal
be citizen volunteers. The non-voting nenbers shall be a Rapid
City Common Council nenber, the Rapid Gty Finance Director and
the Director of Golf. The new board (RCGCVMAB) shall devel op and
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timely update their mssion statenent, goals, and objectives.
They shall submit this body of work to the Rapid City Conmon
Counci | for approval upon creation and renewal. The new board
shall create and submt to the Rapid Cty Common Council for
approval budget proposals. Monthly they shall vigilantly nonitor
each city golf course's inconme and expense as well as capital
expenditures to determ ne and assure their intended perfornmance.
The board shall take the steps necessary to protect the funds of
the taxpayers of the City of Rapid City.

The Rapid City Golf Course Managenent Advisory Board shal
be charged with form ng an effective strategy nmaxi m zi ng revenue
by creating a fee structure achieving equity between the
t axpayers and the golfers alike consistent with the revenue use
phi | osophy determ ned by the judgnent of the Rapid Cty Conmon
Council. These operational fees charged for golf course
products and services shall be part of the budget activity and
shall, also, be tendered to the Rapid City Common Council for
t heir approval .

The nmenbership of the RCGCMAB shall consist of |oca
busi ness peopl e who have proven expertise, education, and
interest in managenent of the several types of businesses of a
golf course. One of those types of pursuance having speci al
interest to the Assessnment Committee is having a RCGCMAB nenber
with food and beverage aptitude. Furthernore, this individua
shall have denonstrated a high | evel of success in the food and
beverage industry.

The purpose of food and beverage at a golf course is to
first serve the needs of the golfing public in order that the
experience of comng to the golf course is the best it can be
and second to successfully serve the wishes of others. Oten
t he bl ending of these two goal s causes the second to dom nate
the first.

Anot her menber of the RCGCMAB shall be one who has

denonstrated successful achi evenent in advertising and
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mar keting. To achi eve the revenue potential of the public golf
facilities in Rapid Cty, an aggressive program of pronoting our
gol f courses shall be required. Leadership for positive action
in devel oping play (revenue) for all of the Cty's golf
facilities nust cone fromthe entire, new Rapid City Managenent
Board, but the board nenber identified with the speci al
background in marketing and advertising wll be in a crucial
position to overcone the accumul ati on of the past years |ack of
an any appreciable effort.

Five positions of the new Rapid Cty Managenent Advi sory
Board will be filled with persons who have denonstrat ed
consi derabl e achi evenent in the field of business managenent
under conpetitive conditions. The inportance of the selection
of these board nenbers is that their field has relevance to the
mul ti ple tasks of the golf course operation. A wi de range of
backgrounds shoul d be considered that could include, but may not
be limted to: business managenent, banking and finance, | aw,
retail managenment, operations managenent, education managenent,
hospital ity managenent, sal es managenent, grocery managenent, as
wel | as many ot hers.

The Rapid City Finance Director shall serve on the RCGCVAB
along with a nenber of the Rapid City Common Council. Both wll
provi de guidance to the RCGCMAB on city governnent matters as
wel |l as contribute their considerabl e background to the affairs
of the business of managi ng the rnunicipal golf courses in our
city.

The five voting nenbers of this new board shall have an
equal vote in all matters. Their selection of the volunteer
citizens and their election to this nanagenent team shoul d be
very carefully and thoughtfully carried out. Consideration
shoul d be given to avoid potential nenbers who have a bias or
represent an association of citizens. Such an alignnment w ||
of fer the perception of managenent through prejudice rather than

by circunspect judgnent.
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The Departnent of Golf and the Director of Colf

The Mayor’s Golf Course Assessnent Conmittee recommends the
creation of a Departnent of Golf that is managed by the Director
of Golf. The duties of the Director are established in the
proposed ordi nance.

The purpose of this change in the organi zation structure is
to focus accountability and responsibility on those who can best
respond to the needs of the public, on those who can cause
econony in the use of these public funds, on those who can
i ncrease the revenues, and on those who are properly equipped to
neet these chall enges.

No cost will be required in the creation of this new
departnment. Currently the contract between the City and the
Gol f Professional supplies nonies to underwite the cost of
| abor for the Professional’s staff. This staff and this noney
woul d beconme the City's staff and the City’'s funds to pay them
The nerchandi se sal es revenue and food/ beverage sal es revenue
(now all or part the Golf Professional’s contract) would revert
to the CGty. This revenue with the “Professional’s staff |abor
noni es” nentioned above will neet the cost of the new Depart nent
of Colf.

The val ue of better utilization of staff and a cohesive
rel ati onshi p between staff nenbers contribute to the
advisability in support of the recommendation. However, the
strongest reasons for noving to this form of organization for

t he managenent of the City's golf courses are:

1. To reduce rate increases by seizing revenue opportunities
at all courses through marketing and pronotion.
2. To provide proven |ocal guidance for full tine

managenent .
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Col | ect and report accurate operating data on which to

base busi ness deci sions concerning the golf course and
i ts managenent.

To better control expenses and capitol inprovenent costs.
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The Summary
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The Mayor’s Golf Course Assessnent Conmittee, having come
together nore than thirty tinmes, experiencing remarkable
attendance, interviewed golf course stakehol ders, have anassed a
consi derabl e volune of information fromwitten docunentation
and verbal accounts. The nenbers carefully exam ned the facts
presented and thoughtfully assessed their effect upon the
operation of the golf courses owned and operated by the City of
Rapid City.

This Commttee expects a positive change in nmanagenent
per formance when a managenent board conprised of proven busi ness
peopl e gui de a professional nanager toward achieving stated
goals. Al business dealings should be bal anced, thoughtful,
and fair to all concerned. Managenent shoul d be predictable and
swft in the execution of its obligations and opportunities.
Know edge t hrough educati on, experience, and dedication to
gui ding each of the golf facilities provide the best solution to
the task of operating a golf conplex such as Rapid Cty's. The
current managenent has m sled council on budget revenue and
expenses. Miltiple accounting nethods and | ayer after |ayer of
m cro managers confuse m ddl e and | ower nmanagenent. The m ssion
is not nutually stated and the organi zational structure is
uncl ear causing the operation to be unplanned. The
deterioration of the relationship between the superintendent and
the golf professional is caused by an obvious inbal ance in
consideration for the position of the golf professional
denonstrated by the Public Wrks Departnment. The Conmmittee
found this difference results in mnimzed revenues and
services. The lack of balance of the Golf Professional’s
contract led himto focus on matters that profited himrather
than the issues profiting the golf course operation. The
operational function of driving range, golf cars, and golf
course managenent (starters and marshals) are delegated to the

gol f professional. The budget, however, remains under the golf
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course superintendent. This effects a question of “who’'s
runni ng the show?”

The Golf and Grounds Committees are nmanned by staff and
dom nated by a single Public Wrks staff nenber. This nethod of
adm ni stration allows the senior managenment the |uxury of never
bei ng accountable and permits part-ti ne managenent to occur.
This method all ows the avoi dance of duties such as marketing or
effective strategic planning by circunventing the responsibility
of | eading a business organization. It allows the enploynent of
consul tants, surveys and studies using limted, inaccurate
statistical information seeking an easy “fix”, but the product
of such devices are only used if they serve to support the
fl awed organi zati on.

I ncorrect informati on has been used to support budget
proposal s and fee structures and the budget process has not
foll owed the path designated. Menbers of Golf Conmittee report
t hat next year's budget has not been shared with themor the
group has not met since |ast February.

The organi zati on of a Managenent Advi sory Board responsible
for giving | eadership where needed to an enpowered Director of
ol f is designed to elimnate favoritism utilize proven | ocal
expertise in marketing, food and beverage, operations
managenent, financial managenent, conmunity relations and
interpersonal relationship. As a team the Board and Director
will identify needs and wi shes of the community and target
solutions to achieve themby crafting and executing a realistic
busi ness plan. This Board and The Director of Golf in the
performance of their duties shall provide the adm nistration of
Rapid City’'s Golf Courses’ activities in a manner in which the
t axpayer, golfer, visitor, Common Council Menbers and Mayor w ||
share pride and confidence. It is the clear path of the future
to bring the citizens of Rapid City the very best golf course

operation. This Comrittee believes they certainly deserve it.
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A Conparison with O her Minicipal O ganizations

A conparison of the operation of nunicipal golf courses in
cities in South Dakota and how the organization is shaped
between the elected body, oversight mnmanagenent, and the golf

course staff.

M tchell:

Gol f Course Ei ght een- Hol e Regul ati on

Director of Cenetery/ Golf Course Depart ment Head

ol f Course Board Answers to Mayor who can
and often does overrule
Di rector.

Gol f Prof essi onal Wor ks under the Director
and t he ol f Boar d.
Board is referee.

Type of Gover nment Mayor and Common Counci

Hur on:

Gol f Course Ei ght een- Hol e Regul ati on
Two Ni ne- Hol e Shor t
Cour ses.

Director of Finance Depart ment Head who
handl es payroll, submts
budget .

ol f Course Board Answers to Mayor and is
supposed to direct
Pr of essi onal . Board i s
weak.

Pr of essi onal Strong, effective and is

over the superintendent.
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Br ooki ngs:

Gol f Course

Director of Parks & Rec.

CGol f Course Board

Pr of essi onal

39

LF071002-05R

Ei ght een- Hol e Regul ati on
Depart ment Head who
handl es payroll, submts
budget .

Answers to Mayor and
Directs Professional.
Board i s strong.

Strong, effective and is
a contractor.



Organizationa Chart

Improved

Jerry Munson
Mayor
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Exhibit A

Rapid City Council

Golf Courses

Management Advisory /

Board

Director of Golf

Golf Course
Superintendent

Food & Beverage
Mar. Or Lessee

Golf Course Staff

Golf Shop Staff

F&B Staff
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Golf Course Organizational Chart

M ar ch 2002
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Exhibit B

Jerry Munson
Mayor

Dan Bjerke
PW Director

Ted Vore
Asst. PW Director

JR Hamblet
Golf Professional

Rapid City Council

Rodell Grosz
PW Project
Administrator

Pro Shop Staff

JJWalraven
Golf Course
Superintendent

Full Time City Employees
(5)

Seasonal Workers
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