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City of Gardner
Gardner Golf Course

City Council Workshop
August 7, 2017
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The Starting Point Decision Time

The Research Process

Findings:  Steps 1 - 7

Role of 
Government

Viable Alternatives

The Hurdles
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 Golf Strategist – 13 years including 7 months as GM operating golf course for client. 

 2016/17 Client Engagements:

Municipalities - Cities of Albuquerque, Arlington, Baltimore, Brookings, Enid, Gardner,  Kent, Lexington,  Minneapolis 
Park Board, Round Rock, New Braunfels, South Bend, Spokane, Superior 

Daily Fee and Resorts  – Arroyo Trabuco, Brookstone Meadows, Cutter Creek, Cypresswood, Eagles Bluff, 

Kokanee Sprintgs, Oconee Country Club, Priaire Club,  Silver Creek, Sun City, Summerlin, Timberline

Private Clubs – Craigowan, Eagle’s Bluff, Green Meadow, Ravenna

 Webinar Series:  20 golf course management teams operating 60 golf courses through a strategic planning process 
including:  Baltimore, Bloomington, Brooklyn Park,  Charlotte, Cedar Rapids, Columbus, Crystal Mountain Resort, Fort 
Worth, Oak Creek/Pelican Hills, Pine Meadow, San Antonio, Virginia Beach, participated.     

 Memberships: GCSAA.  Formerly member of NGF, NGCOA and CMAA.

 Speaker: NGCOA, NGCOA – Canada, Michigan Golf Course Owners, New England Golf Course Owners, Golf Course 

Superintendents Association, NRPA, Golf Course Builders, PGA Sections including Wisconsin

 Professor:  Clemson University, Keiser University – College of Golf, Holland College, Golf Academy, Professional Golfers 
Career College, University of Incarnate Word

 Golf Magazine Panelist:  Visited 4,000+ golf courses in 49 of the 203 countries, played 1,750+ of the world’s 34,011 courses 

 Education & Licensing:  BBA – TCU, MBA – University of Michigan, CPA – Inactive
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The Business of Golf – Series

6,367 Copies Sold – 16 Countries – 15 Colleges’ PGM Programs

Published August 17, 2016:  815 Copies Sold
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30 Years:  A Tribute to the Pruitts
They Have Provided a Recreational Amenity to the City

In  Which the City’s Investment Has Been Nominal
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The Questions We Were Asked to Answer
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The Limited Scope of Our Review

1. Should the City assume operation of the Golf Course when the lease expires in 
August, 2018?

2. Does It Make Economic Sense to Buy Out the Lease?

3. Is the Golf Course a viable economic entity as currently operating?

4. Is there a sufficient supply of golf course to serve our residents with reasonable 
proximity?

5. Would a national management company have an interest in overseeing the 
operation of the golf course?

6. Is there a third-party that may have an interest in leasing the golf course from the 
City?

7. If there is a third-party, what capital would the City likely have to invest to attract 
that third party?



©2017, JJ Keegan+

The Questions We Were NOT Asked to Answer

1. What is the Highest and Best Use of the Land on which the Golf Course is 

Located?

2. Are additional residential units surrounding the course viable?

3. What would be the cost to mitigate/curtail the drilling on the property, bury 

the electrical lines or undertake appropriate tree mitigation?

4. What is the implication of the proposed bike trail that will circumvent the 

airport?

5. Would the site be ideal for the Gardner Community Center?
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Understanding Your Challenge

• 30 year concessionaire

 Owns makeshift clubhouse
 Owns equipment
 82 years old - about to retire?
 Obligated to remove building if/when lease expires

• Golf Course Asset

 Lessee requesting $300,000 $150,000 (8 5 17) to buy fixed assets 
 Course is in extremely poor condition (1 star at best)
 The equipment is only worth scrap value
 Maintenance building is worthless
 Old clubhouse requires removal (mold and asbestos)
 Clubhouse is “modular” unit with little appeal
 Golf courses for every level of ability (novice, recreational amateur, private club 

purist) is adequately provided in close proximity
 6 homes border south side of golf course.  A single home borders the 10th hole.
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The Permutations of Various Solutions Appear Limitless
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As Stewards of Public Resources 
These Are the Most Viable Strategic Options

Is City Council Will to 
Provide Capital to the 

Golf Course

No

Extend Lease

Close Golf Course

Maintain as Open Park 
Space

Build a Community 
Center

Yes

$25,000
Assist Current Lessee & 

Extend 

1,050,000 New Lessee

$1,050,000
9 Hole City Golf 

Operated Golf Course

$1,800,000

18 Hole City Course 
Operated With 

Minimum 
Improvements

$6,500,000 -
$8,500,000

18 Hole City Operated 
Golf Course Renovated

$11,500,000
Community Links 

Concept
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What is the Role of Government?

Strategic
Vision

Tactical (Functional) 

Operational (Execution) 

To provide for citizens that 
which private enterprise 
would not undertake.

Discretionary

(Golf)

Important 

(Parks, Library, Ball Fields)

Core 

(Police, Fire, Utilities, Water)
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City Council:
Fiscally Responsible

Golfers:

1 in 6 Play Golf
Cheap Prices

Resource Consumptive Public:

Why Support the 
Recreational Leisure 

of the Wealthiest 
Group of 

Constituents?

Staff:

Capital Starved
Work Hours
Low Morale

Achieving That It is a Tough Task:
Self Interest vs. Enterprise Health
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The Headwinds in Golf

Supply Nationally - Supply Exceeds Demand.  Competitive Forces control 
the prices

Weather Rain, Snow, Sleet, Wind:  Unpredictable Variability

Technology
Internet & Social Media of endless improvements and update 
mandates have changed in a marketplace of endless choices in an 
experience based economy

Time Crunched Culture
Lifestyle integration of home, work, commuting and a child centered 
focus on the wants, needs and desires have transferred to 
millennials seeking high intensity activities of short duration.

Expenses Water, Electricity, Fertilizer, Labor, Benefits
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What Is Your Vision:
Should Golf Be Held to a Financial Standard

Or It is a Recreational Asset That Has Intangible Value that Should be Subsidized?
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Our Goal Today
Is to Help You Understand

“The Business of Golf”
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Achieving That It is a Tough Task:
Self Interest vs. Enterprise Health

The Research Process Implemented
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Start

1 2 4 5 6 7

GLMA

Weather
Impact

Technology

Financial
Metrics

Facilities Customers

Operations

Uncontrollable     Controllable                            
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1
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Six Numbers 

Define the Potential

of Your Golf Facility
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Mosaic

Income

Age & Ethnicity

Golfers Per 18

Slope

Championship

Beginner and 
Recreational

Beginner and 
Recreational

Beginner and 
Recreational

Beginner & 
Recreational

Open Park

The Critical Path
The Barriers to A Fiscally Sustainable 

Championship Golf Course

Yes

No

Median

Low

Median

Seniors & 
Young

Families

> Median

= < Median

> Course

= < Median

You Might 
Have A 
Chance



©2017, JJ Keegan+



©2017, JJ Keegan+

Number Percent

Radial Trade Area, 10 miles MOSAIC PROFILE INDEX

Number Percent 33.89%

Sophisticated Singles 1,976 1.17% -1.53%

Bourgeois Prosperity 29,101 17.28% 1.58%

Career and Family 86,211 51.20% 37.80%

Comfortable Retirement 7,128 4.23% -3.97%

Routine Service Workers 16,948 10.07% -7.13%

Hard Working Blue Collar 12,060 7.16% -3.24%

Metropolitan Strugglers 8,073 4.79% -12.31%

Low Income Elders 1,373 0.82% -1.88%

Post Industrial Survivors 5,107 3.03% -3.57%

Rural Inheritance 401 0.24% -5.66%

Total 168,376 100.00%

MOSAIC PROFILE VERY FAVORABLE



©2017, JJ Keegan+

Gardner 100 CBSA U.S.

Age (Median) 33.80 37.30 36.90

Income (Med Household) $75,088 $57,264 $52,747 

Likely Golfer Household Income $124,646 $95,058 $87,560 

Ethnicity (% Cauc.) 84.38% 66.50% 71.10%

Hispanic 9.49% 20.10% 17.00%

African American 5.04% 15.00% 13.30%

Asian American 3.59% 7.10% 5.40%

DEMOGRAPHICS ARE STRONG
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Demand
Gardner 

Overland 
Park

100 CBSA U.S.

Total Golfers 15,080 60,668 16,493,905 24,416,632

Rounds Played 242,464 1,046,831 288,126,400 451,577,900

Rounds Per Course 26,940 49,849 39,968 30,065

Rounds Played Per Golfer 16.08 17.26 17.47 18.49

Golf Participation 17.88% 18.77% 14.50% 14.20%

Golfers per Facility (Not Per 18-
Equivalent) 1,897 2,742 2,283 1,733

Likely Course Revenue / 18 Holes -
Private Course Adjusted 747,747 1,689,036 N/A 1,346,817

Green Fee Potential 27.76 33.88 N/A 83.66

DOESN’T TRANSLATE TO STRONG DEMAND FOR GOLF
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Category Gardner 
Overland 

Park

Year Opened 1988 1971

Current Green Fee & Carts 20.00 48.93

Predictive Index
(Ranking out of 15,204 golf courses)

5,587 1,516

An Uphill Battle
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Step 1 – Local Market Analysis
Facts:

 MOSAIC Profile is Very Positive

 Demand Slightly Exceeds Supply on National Basis 

 Demand Far Less if Measured Against Top 100 CBSAs

 Last decade

 30 million golfers to less than 23.5 million
 16,000 18-hole equivalents to 14,118 (vs. 15,204 facilities)
 1,882 golfers to 1,687 golfers per 18 hole equivalent
 Rounds have fallen per course from 37,572 to 32,295 per 18 hole equivalent
 Public courses now constitute 75% of all facilities.
 Time, cost and difficulty are cited ad nauseam as the reason for golf's decline.

Strategic Planning Process.ppt#18. What is Your Strategic Vision – Private Club? Circle the ...
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Start
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Uncontrollable     Controllable                            



©2017, JJ Keegan+



©2017, JJ Keegan+



2017, JJ Keegan+

Step 2 – Impact of Weather

Facts:

 The City of Gardner with 15,000 rounds is operating at 23% of capacity

 Golf Courses nationally are operating at 52% of capacity

Strategic Planning Process.ppt#18. What is Your Strategic Vision – Private Club? Circle the ...
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Step 3 – Technology

Facts:

 Massive Underutilization of Technology

– Limited online reservations
– No email database 
– No customer spending history

 For City to assume operation places you in deep hole to create historical customer 
base and spending patterns.

Strategic Planning Process.ppt#18. What is Your Strategic Vision – Private Club? Circle the ...


©2017, JJ Keegan+

Start

1 2 4 5 6 7

GLMA

Weather
Impact

Technology

Financial
Metrics

Facilities Customers

Operations

Uncontrollable     Controllable                            



©2017, JJ Keegan+

Financial Options

Option Description

Lessee 

Income

Gardner Annual 

Cash Flow

Gardner Debt O/S 

2023 Total Debt

1

Close Golf Course & Abandon Removing Two 

Buildings:  One Time $0 $(50,000) $0 $0

2

Close Golf Course & Maintain as Open Park 

Space $0 $(150,000) $0 $0

3 Extend Lease $(22,450) $5,507 $0 $0

4

Buyout Lease & Operate Without ANY 

Improvements $0 $(49,532) $233,565 $300,000 

5

New Lessee and Operate 9 Hole Golf Course 

with New Irrigation N/A $(76,353) $817,476 $1,050,000

6

Buyout Lease and Operate 9 Hole Golf Course 

With New Irrigation $0 $(220,449) $817,476 $1,050,000 

7

Buyout Lease and Operate 18 With New 

Irrigation System $0 $(157,939) $1,325,165 $1,800,000 

8

Buyout Lease and Operate 18 With Total 

Renovation (Minimum) Maximum $8.5 million $0 $(552,768) $5,060,569 $6,500,000 

9

Buyout Lease and Operate 18 with Total 

Renovation & New Clubhouse $0 $(593,692) $8,953,315 $11,500,000 

Projected Financial Results
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Interesting, natural land
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with poor green quality
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Deteriorating infrastructure 
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Deteriorating infrastructure Power line conflict 
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Increasing liability 
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Becoming “choked” by trees
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Irrigation system falling apart
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35 Excess Acres
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High priority:
1. Replace entire irrigation system

2. Rebuild/improve greens 

3. Upgrade teeing grounds

4. Renovate all sand bunkers

5. Tree management

6. New clubhouse with improved entry

7. Establish your brand
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1
2

3

6

4

5

7

8

9
Homes?

Ball Fields, Soccer Fields?

Hiking Trails, Skate 
Park, Zip Line?

Option 1:  The Little Vision – 9 Hole Golf Course:  $1.050 million for golf
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Project
City 

Responsibility
Great Life 

Responsibility
QTY Unit Unit $ Estimated Cost Priority

Irrigation System X 50 AC $15,000.00 $750,000 Required

Greens – replant X X 50,000 SF 0.75 $37,500 Shared

Tee Boxes – replant X X 43,500 SF 0.55 $23,925 Shared

Fairways – replant X X 10 AC 11,500.00 $115,000 Shared

Bunkers – edge and fill X X 800 SF 7.70 $6,160 Shared

New Maintenance 
Building

X 1 AL 97,415 97,415 Optional

Old Clubhouse 
remove

X 1 AL 20,000.00 $20,000 Optional

The Great Life Alternative
City Budget ~ $1,050,000
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Multi-uses :
1. Trail system

2. Outdoor event/festival space

3. Camping

4. Mountain bike skills course

5. Mini-golf

6. Batting cages
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Attract families & kids
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Focus on women golfers
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Design for those w/ disabilities
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For 100% of the community
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Multiple uses on the course



©2017, JJ Keegan+

Non-traditional clubhouse
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THE BIG VISION
1. Rebuild entire facility

2. Maximize unused land

3. Add multi-use functionality 

4. Re-brand facility, establish vision statement and 
marketing plan

5. Focus on fun golf, sustainability and 100% of the 
community – Community Links!
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The Big Vision
$6.5 (minimum) to $8.5 million (maximum) 

without new clubhouse
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Zip Code

Number of 

Respondents

66030 466

66021 13

66083 7

66062 6

66061 6

66212 3

66092 2

66071 2

66102 1

67217 1

66216 1

65030 1

64083 1

66203 1

66025 1

66067 1

37402 1

66964 1

66577 1

66018 1

66109 1

66223 1
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All
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Male
54%

Female
46%

What is your gender?
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0.0%

5.0%

10.0%

15.0%

20.0%

25.0%

30.0%

35.0%

40.0%

45.0%

Up to 17 18 - 23 24 - 34 35 - 44 45 - 54 55 - 64 65 +

What is your age group? 
Average Age:  44.7
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0.0%

5.0%

10.0%

15.0%

20.0%

25.0%

30.0%

What is your household income range?
Average Income:  $93,945
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0.0%

10.0%

20.0%

30.0%

40.0%

50.0%

60.0%

70.0%

80.0%

90.0%

100.0%

What Best Describes Your Race?
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0.0%

5.0%

10.0%

15.0%

20.0%

25.0%

30.0%

35.0%

Generate sufficient cash
flow to cover all

operational, capital
expenses and debt

obligations.

Generate sufficient cash
flow to cover all

operational and capital
expenses.

Generate sufficient cash
flow to cover all

operational expenses.

The golf course is an
important recreational

asset enhancing the quality
of life.  Like other park and
recreational amenities, the

operating deficit and
capital programs should be

covered by the City's
General Fund even if that

meant an increase in taxes.

To what financial benchmark should the City of 
Gardner's golf course be held?
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Have no interest 
in the sport

27%

Do not play golf but 
will watch the sport on 

TV
6%

Occasional (Play less 
than 8 rounds per 

year)
42%

Core (Play 8 to 24 
rounds per year)

16%

Avid (Play more than 
24 rounds per year)

9%

What is your interest level in golf?
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Golfers
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0.0%

10.0%

20.0%

30.0%

40.0%

50.0%

60.0%

70.0%

Haven't
played in

the last 12
month

1 - 4 5 - 8 9 - 12 13 - 16 16 - 24 More than
24

How many different golf courses did you play in the 
last 12 months?
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0

1,000

2,000

3,000

4,000

5,000

6,000

Number of Rounds Played Annually by Respondents
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0.0%

10.0%

20.0%

30.0%

40.0%

50.0%

60.0%

What Are The Primary Barriers that Prevent You 
from Playing More?
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0.00

0.50

1.00

1.50

2.00

2.50

3.00

3.50

4.00

4.50

5.00

What factors are important to you in selecting one 
course over another? 
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-60.00%

-40.00%

-20.00%

0.00%

20.00%

40.00%

60.00%

80.00%

Would You Recommend the Golf Course to Family, Friends 
or Associates
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Best Price
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Non Golfers
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The Limited Scope of Our Review

1. Should the City assume operation of the Golf Course when the lease expires in August, 
2018? NO

2. Does It Make Economic Sense to Buy Out the Lease? NO

3. Is the Golf Course a viable economic entity as currently operating? NO

4. Is there a sufficient supply of golf course to serve our residents with reasonable proximity? 
YES

5. Would a national management company have an interest in overseeing the operation of the 
golf course? NO

6. Is there a third-party that may have an interest in leasing the golf course from the City? 
Perhaps:  Current Lessee or Great Life Golf

7. If there is a third-party, what capital would the City likely have to invest to attract that third 
party? Capital requirements from the City could be as little as $25,000 to as much as $11.5 
million.  The likely minimum capital commitment would near $1.050 million to render course 
“playable.”  To be competitive, $3.0+ million would be required.
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“If I had asked 

people what they 

wanted, they would 

have said faster 

horses.”

- Henry Ford
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Your Call



©2017, JJ Keegan+

What You Should Decide As Stewards of Public Resources?

1. Is There A Compelling Need to Have a Golf Course?   Yes or No.

2. Is City Council Willing to Provide Capital to the Golf Course?  Yes or No

3. Should a Study Be Done for <$20,000 to Determine the Highest and Best Use of the 
Land by a Park and Recreation Accredited Firm? 
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Start Finish
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Thank you
A Winning Playbook for Golf

J. J. Keegan, Managing Principal
4215 Morningstar Drive
Castle Rock, CO  80108

t 303-283-8880
c 303-596-4015

jjkeegan@jjkeegan.golf


