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SUBJECT: Golf Course Lease with Montgomery County Revenue Authority

SUMMARY and RECOMMENDATION:

Recommendation: Authorize continuation of Revenue Authority operation
of park golf courses under a long-term lease, which incorporates the terms from
the letter of intent and the operating agreement.

This action 8 bemg pursued in sccordance with Section [-500 of the Commaission’s
procurement regulations s an intergovernmental ayreement, and is therefore not
subject to competitive bidding provisions.

The provision and business terms of the operating agreements remain the same with
the two exceptions: 1) how the lease deals with the deferred maintenance issues,
including storm water management facilities and the water allocations at Little
Bennett, and 2) if in the extremedy unhkely event that the Commission should decide
{o sell any of the properties during the Lease Term, MCRA would have first
opportunity to purchase, subject to our legal réguirements.

On April 6, 2006 the Planning Board approved an operating agreement with the
Revenue Authority that transferred the operation of the four Park golf courses from
the Enterpnise Divisaon 1o the Revenue Authonity (RA). The RA is opersting the
courses as part of a nine course public system, which includes the four courses they
hove operated for some ttme. . This memorandum reviews: the background that lead
toy the recommendation of last spring. the challenges that the RA has identified during
the 2006 season and how staff proposes 1o dea] with them; the 2006 operating season
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including preliminary castomer reactions; and, the preliminary plans the RA 15

pursuing for the courses,
Background:
During the past three years, there have been three studics conducted that analyzed
different aspects of the operations of the Park golf courses. Management practices,
financial comparison to the RA, and strategies to improve the performance of the system
have been studied. Changes were made in the operations, marketing was strengthened,
debt was restructured, and other efforts were made. In the FY 06 budget preparation, the
Planning Board considered several options for the polf courses, which included transfer
to the RA. At that time, the board chose to continue operating and develop stronger
marketing, among other strategic changes. As part of those initintives, the Board
approved seeking partnerships that would benefit the golf systemn., Staff initiated this
effort in the fall of 2005, However, after reviewing the updated financial projections,
staff concluded that seeking parmenships and the continued strategic imitiatives was not
going to meet the expectations of the Board for operation of the golf system nor for
providing relief 1o the Enterprise fund.

Ins the face of a national trend of flat demind for golf, mounting financial losses and an
inability to make the capital improvements that would enable park courses (o be
competitive; stafl concluded that the timing was night for the recommended merger of the
golf systems. While it may seem (o those not involved in the ongoing analysis and
operation that the change happened in a hasty or rapid manner, the option to merge has
been under consideration for well over a year and there has been recognition for much
longer that substuntive changes are needed in order to operate the system in a fiscally
responisible way. The decision to begin the transfer on April 15, 2006 was in recognition
of the start of the golf secason mnd the cash flow necessary for the RA to sustain the
operations.
In Junuary 2006, the Planning Board authorized the staff to enter into negotiations with
the Revenue Authority (RA) with the objective of transferring to the RA the operation of
the M-NCPPC's four Montgomery County courses. The Board was told that staff' had
met December 6 1o review Goll 1ssues and hod concluded from this review that the
continued decline in the fiscal health of the golf program (FY0S actual net cash flow:
-$497 344, latest FY 06 vear-end projected net cash loss of approximately £1 million)
precluded the use of more memurnd tum-around actions and demonstrated the urgency of
ukmglmgmﬁmtnawnpp:mch Further, the Board was told that the Council was
expecting 4 report soon setting forth the Planning Board's latest sction proposals
regarding golf.

Proposal:
The stafl recommended in January and Apnil and conlinues o recommend that the M-
NCPPC complete a long-term lease with the RA for the operation, maintenance, and

' Johmson, Bamey, Mooaey, Keogh, Bush, Wamnick, end Kendal, plus consultant Don Zechelli

" The Packs’ l‘l‘-lffhlhmflﬂ lsunched a number of nitistives to addrews the financial condition of the golf
program. Examples gre Hated in the Appendis. However, the sendoe wiafl has concluded thar these actions
will tuke 100 long 10 have & beteficial fom-irosnd effect, and the financial drais will be oo great diering the
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capital improvement of all four courses (putting operation of all nine county-level courses
under one government agency).

Title to all four park courses will remain with M-NCPPC, and the Plunning Board will
retain a significant policy role with regand to environmental protection, public access,
possible additional facilities and uses on the golf course lnnd, and the impacts of capital
improvements. Through the comprehensive ability and expertise of the RA to manage
golf operations and the combined assets of the two existing systems, M-NCPPC and the
RA anticipate that the combined system will be stronger than either of the current
OIS

There are outstanding responsibilities of the M-NCPPC that still must be addressed.
These incluade clanfication of the sufficiency of the water appropriation for Little Benneft
golf course and the deferred maintenance requirements to bring all of the storm water
managernent facilities inlo compliunce with their permil requirements. The latter was a
known condition in April, althowgh the RA and Park staffs are still determining the extent
of the work and associated costs, The lease provision dealing with this issue hus been
strengthened to ensure that the responsibility is clear. The former issue has been
wdentified as a result of due diligence during the 2006 season which has revealed that
there are certnin confusing aspects of the water allocation permits for Little Bennett thut
need clanfication in the immediate future as well a2 problems with the maintenance of
the equipment that monitors water usage.

As a resull of entering onto a long-term lease, M-NCPPC will, after resolving the storm
water facilities deferred mamtenance and Little Bennett water allocation issues, be
relieved of the fiscal exposure and capital investment burden expected, under current
policies, to adversely impact the Enterprise and Park Funds. The RA would become the
sole provider of public golf in the county’ with the opportunity to market “Montgomery
Gol™ at all nine courses.

The financial transaction as proposcd meets the interests of both agencies, mcluding the
ability to retire the debt for Little Bennett and a sharing of revenue (after capital
mvestment) by both the RA and M-NCPPC,

Challenges identified:

See attached report from Revenue Authornty
Experience of the 2006 season:

See attached report from Revenue Authority

The desired outcomes from this inittative ane:

¢  The long-term avalahility of affordable high-quality golf opportunities ot all
levels for County citizens and visitors on the four courses currently operated by
the Parks Department through their integration into the golf program managed by
the RA;

! (iher than the City of Rockville.
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e The opportunity for the RA to improve its offerings by spreading its programming
and costs over more CFLETSHES

» The strengthening of the Parks' fiscal condition by the removal of a program that
will likely drain Enterprise Fund funds away from non golf activities and may
require continuing tax supported subsidies; and,

o Continued suppont for the First Tee program and the high school golf program.

Issues:
Major issues for the RA and MNCPPC include the following:
o  Course conditions and standards;
» Debt abligations for Little Bennett;
& Storm water mamgement facilities;
*  Water allocation for Little Bennett.

Both parties remuin strongly committed o making this transition and new partnership a
long-term success. Requested Action:

o  Discussion and decision by the Planming Board.

Attachmenis:
Report from Revenue Autharity
Operational assessment of Acting Chiel of Enterprise Division, Department of Parks
Draft lease



GOLF TRANISITION
M-NCPPC - MCRA

SUMMARY REPORT

September 5, 2006

Prepared By
Keith Miller

Executive Director
Montgomery County Revenue Authority
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The following document will provide an overview of the transition of the Park and
Planning courses to the Montgomery County Revenue Authority. In general the
transition has been relatively smooth with many of the expected hurdles and challenges
taking place.

We will review the transition as it relates to timing, staff, customers, course conditions,
performance, survey resilts, and future plans.

TIMING

The official transfer of the courses happened on Apnl 15, 2006. MCRA worked
diligently in the background doing everything it could prior to the Planning Board
approval of the Letter of Intent and the Operating A greement in early April short of
spending money and hining personnel, The main objective was 1o ensure that the M-
NCPPC courses remained open for business and people could play golf. Hard work and
dedication from the staff helped us achieve our main objective.

Although the main objective was achieved, the date did have on impact on mumerous
flemns thit effected the operations, staffing, and course conditions for the entire 2006
season. While the date is still early in the spring. maintenance practices are well under
way in order io have courses achieve their pnistine playing conditions for the scason,
Considering this, most if not all, qualified and experienced staff had been hired for the
year, which led to a staffing challenge for the season. The MURA has continued our
recruiting practices throughout the year with minor improvements and our plan is (o use
the upcoming off-season to secure our teams for the 07 golf season.  During the 2006
scason we also shared resources with our current facilities to get the job done.

As indicated above, the April 15™ date is significant as it relates to course conditions.
Daring the early spring there are many cultural practices and applications that are
completed which impact the conditions of the course throughout the season.  These
processes impact items such as weed control, green conditions and speed, and owverall
health of the turf, Considering the timing of the transfier we were not able to fully
implement our approach but we are excited sbout the upooming fall and spring seasons as
we ready the courses for 2007,

STAFF

One of the most difficult aspects of taking over an operation is dealing with the change in
culture and training stafl. While we were up and operating the four new golf courses,
some things were not being done the same way. Many former M-NCPPC employees

)
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whom we had hired entered o new culture, which was a bit of 8 shock to some. There are
simply differences between the operations of the two golf systems, which is part of the
reason why M-NCPPC came to MCRA in the first place. Changing culture is hard work.
In spite of some issues along the way, employees are beginning to sppreciate what we are
attemnpting to do

From an operational perspective we had no choice other than 1o make the transition to
one point of sale system. The logical choice for us was the IBS system. This meant not
only introducing staff 1o o new culture but also training them on & new system, which can
be overwhelming. Just setting the new courses up on the new system took some quality
time enrly in the transition.  Additionally, we deall with many connectivity issues that
needed to be resolved. Together the two agencies have managed around and through a
number of operating system issues. Currently we have o stable system that is serving us.
well and a staff that is trained to opernte it,

CUSTOMERS

For the customer all of this change in staff, operating procedures, and systems is difficult.
Our goal was to make this transfer/'change as seamless as we could but 1o be completely
seamless i1s impossible. We all know and can sympathize with the difficulty of change
and the challenge of learning something new. Coming back to play a golfl course and
finding all now faces, some new rules, new procedures, and new cultural practices can be
upsetting ond difficult. Two of the more significant changes as indicated by the golfers
are discussed below.

Lovalty Programs. Many customers were concerned about the elimination of the
Players Chotce Program that had been implemented by M-NCPPC and eliminated
when MCRA began operation. Some of those customers were conocerned that
their loyalty points would just disappear and were reassured early on. Others
were upsel that the process of receiving credit for their loyalty points was oo
slow, which the two ngencies fixed us soon as possible. Other Players Choice
participants indicated that they did not like the MCRA program that required
golfers w play five different courses to receive a free round, despite the 17
percent discount in the overall price of golf. Instead, they preferred the Players
Choice program because they could play at one or a couple courses and get free
rounds, even though the overall discount was significantly lower. MCRA is
constantly reviewing our loyalty programs,

On Line Tee Times. We also heard from customers who liked to book tee times
on line. The temporary ehimimation of on line tee times was a casunlty of the two
different point of sale systems. As we speak, we ure beta testing our new on line

tee time reservation system. Likely, on line tee times will retumn in the spring of

2007
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COURSE CONIDTIONS

The practice of agronomy is nol an exact science and there are several different
approsches. The MCRA approach 1s again different than the M-NCPPC approach and
we recognize that currently the course conditions are not up 10 MCRA standards, Owver
the next season or two we will aggressively sttacking course conditions consistent with
our established agronomic practices to promote sigmificant improvement i playing
conditions.

In this section, we will provide o brief course-by-course discussion of course conditions.

Sligo Creek. There is evidence that cultural practices, especially serification and
topdressing, have not been done with regularity. As a result, the fairways and tees have
very wesk turf and there 15 a thick thatch layer on the greens that does not allow air,
water ard nutrients to penetrate (o the roots of the grass plants. 'We will mtroduce and
aggressive acrification and topdressing program for the next season or two in order to
address these deficiencies. We will also continue with a regularly scheduled program to
ensure no long-term problems,  Another turf problem at Sligo Creek is the large vanety
of grass species, many of them undesirable. This problem will be addressed over time by
following an agronomic program.

Northwest. There were a number of challenging conditions that we were presented with
at Morthwest in April. Just after our arrival, Annunl Bluegrass ssed heads emerged on the
putting surfaces that have large populations of Annual Bluegrass. The seed head growth
lead to very poor putting quality. We will implement a program of growth regulators that
can effectively control the annual seed head growth. We also noted no core seration of
tees, greens and fairways had ocourred, The lack of serution and topdressing of the
putting greens lead 1o poor putting quality and weak turf due to thatch, poar air
circulation, poor water movement and significant mower scalping. Consistent with Sligo
Creek we will address a two-stage approach of acrification and topdressing. The first
being more aggressive and frequent to address the immediate concerns and the second
being 4 regularly scheduled program 1o ensure no long-term (ssues.

Problems with mamtenance equipment at Northwest and the lnck of a full time mechanic
exacerbated course conditions. There were maintenance issues st Northwest, but the
biggest equipment problem was the absence of a usable triplex mower for tees and
approaches, Therefore, the staff had to use fairway units to mow these arcas, which
contributed to turf damage in key areas.

The heavy rains in late June led to significant turf loss especially on the 13™ and 16™
holes. ﬂmmmhmwlfﬂwdudfmmnﬂdmwhmhmmglﬁdyﬁlhdthu
p'usfrmﬁﬂyﬂdlundmnnlhrlﬁ hole and a large area from 150 yards 10 the green
on the 13™, The extreme hest that followed the rain in June, precluded attempts 1o
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estublish turf until the weather broke in late August. We will work within our Master
Plan to develop a more permanent solution to the problems in these arcas.

Lastly, the weir system that was mstalled to divert imigation water to the pond was not
working, because the stream was not kepl clear and the waler has diveried in a different
direction no longer feeding the weir. The original weir syslem that was supposed to be
removed with the mstallation of the new one allowed the pond to leak down several feet
costing even more waler, MURA has been purchasing waler continuously since early
July in order to keep up however the rate the waler comes in does not equal the rate it is
put oul on the golf course. Therefore, we have been managmg water since late July on
our in play areas such as greens, fuirways, and tees. To date, we have purchased over 20
million gallons of water and pumped it in w the irmgation system. ‘We will continue 1o

review the water system over the upcoming off-season to ensure o more viable level of
water for the future.

Needwood. The tee boxes on the main course were not aerified and top dressed. Asa
result the tee boxes needed to be seeded. Once seeding commenced it was not possible to
put down uny pre-emergent controls, otherwise the chemicals would have killed the grass
seedlings. The result was a healthy stand of goose grass and crabgrass. Altempts have
been made with extra labor and cost o control the problem using post-emergent
applications. We will implement a plan of aerification and slit seeding of the tee
complexes in order to bring the turf levels back to a healthy standard. We will then use a
tee maintenance program of tee rotation, divot flling with seed mix, and acrification to
maintain the health.

Consistent with Northwest, the greens on the main course were very bumpy through the
first week of June, because no growth regulator was applied to the greens. Additionally,
there were nine greens on the main course that were bumpy and inconsistent as putting
surfaces because the turf was very thin. The thin and weak turf arcas were prone 1o weed
infestation and required a lot of hand watering at additional labor cost. As indicated with
Northwest and Sligo we will initially use an aggressive acrification and topdressing
program to correct any problems and then use our approach of regularly scheduled
perification and topdressings to maintain health.

The tee boxes on the executive course had no existing turf when we took over operation.
S0, one of the first orders of business was to serify and seed all of the tee boxes. The
mounds on all of the greens on the execubive course had very little turf. Hand watening
technigues must be used to maintain healthy tur{ on the mounds. To address the problem
the mounds were seeded snd nursed back 1o health with hand watering. Our maintenance
approach 1o the executive course will be consistent with the 18-hole course.

Little Bennett. The course conditions at Little Bennett have been the biggest challenge
for the 2006 season. Tee and green damage is in the process of being repaired and os
indicated above we will imitially use an aggressive program to retumn the golf course 1o
health and then implement a more routinely scheduled program to maintain healthy
conditions,
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IRRIGATION 5YSTEMS

Ome of the most important aspects o bealthy turf is the proper amount of waler. The
following is a course-by-course discussion of imgation challenges. These issues will be
reviewed over the next off-season and in the Master Plan 1o determine the best way o
proceed.

Sligo Creek. The imigation system at Sligo is inefficient and inadequate to maintain
healthy turf. Over the years it has been cobbled together with o combination of plastie,
copper and steel pipe. There is no pump for the imgation system. It i tied into the
public water systern and the water pressure 15 50 weak that maintenance stafl cannol use
more than two sprinkler hends at the same time.

Northwest. There were some immediate challenges with the irrigation system that
needed to be sddressed. ‘We found a number of unmarked and grown over sprinkler
heads and valve boxes. There were a number of significant sprinkler coverage issues,
including inconsistent coverage in some cases and no sprinkler covernge at all on some of
the forward tees. When we amived, the meter for public water in the pump house was
broken., Additionally, as discussed under course conditions, the weir system failure has

led to a large expense of water purchasing.

Needwood. The irngation system on the main course has required spot repairs
throughout the system. However, the trmigation system on the executive course is in
worse shape. Half of the heads and valves on the executive course did not work when we
ok over. Seventy percent of the heads on the tee boxes did not work, which hastened
the demisc of the turf on the tees. In addition, there 15 a nagging problem with the
avtomatic fill on the pump in Lake Needwood that o specialist is attempling to fix.
Clearly, the system ot Needwood has some needs, however, the immigation systems at
other courses may have be higher priority.

Little Beanett. There are significant problems with the imgation system ot Lintle
Bennett. When we took over operations there were al least eight satellite control boxes,
which control water putput, that were not operational.  Daily problems with controllers
persist and eat up staff time, Another problem is that the sprinkler heads have been
mismatched over time and the system is providing inconsistent covernge. Finally, the
weir system, the pump house and the pump itself have been problematic requiring
frequent repairs and inordinate staff hours.

STORMWATER MANAGEMENT ISSUES
There are 11 ponds a1 the four M-NCPPC golf courses. We are in receipt of Stormwater

facility inspection reports for the ponds st Northwest, Nesdwood, and Little Bennett. We
note that there are 47 repairs that are identified in the inspection reports from minor

(0
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vegetation clearing to major cleanng of mature pines from a dam that is leaking 1o a
broad range of other stormwaler infrastructure repairs. Our expectation is that M-NCPPC
will address these issues.

In addition to the pond issues, there are a number of significant drainage fssues that
surfoced after the heavy storm that we had in late June. The problems were particularly
pronounced at Northwest where several golf holes were constructed in the flood plain.
Drainage will be o major issue as we gel into the Master Plan.

VEGETATION MANAGEMENT

We have noted that there are a lorge number of dead trees across the properties. Given iis
relatively small size, the desd tree problem seems worst at Sligo Creek. When we took
over the operation of the course, there were 15 dead trees that with diameters up o three
feet. Five trees have now been removed for safety reasons and others will need 1o be
removed at Sligo and elsewhere. There are needs for tree removal at other golf facilities
as well.

We note that selective tree removal will be required, it healthy turf is to survive.  These
items were also referenced in the 2005 USGA reports, which were performed for the
facilities. There are some places where growing conditions are so mhospitable that turf
cannot thrive under even the best conditions. We will also address most of these issues in
the Master Plan.

PERFORMANCE

Rounds and Gross Revenue Performance: April 15 - August 30, 2006

Attachment | summarizes rounds and revenue performance data from Apnl 15, 2006
through August 30, 2006. Over the four and one-half month period since MCRA has
operated the nine golf facilities, there have been 115,381 rounds have been played ot
MCRA golf courses, which has generated just over $5.6 million in gross revenues,
translating into revenue per round of 348,32, The M-NCPPC courses played 102,793
rounds in the same period and generated $3.9 million, which translates into $37.54 per
round. In summary, MCRA rounds played exceeded the number of M-NCPPC rounds by
12 percent. Revenue generated by MCRA courses excecded revenues at M-NCPPC
courses by 44 percent

Relative Performance of Individual Golf Courses: April 15 - August 30, 2006
Across the nine golf courses, the strongest revenue producer in the system is Falls Road
(an 18-hole facility) at $1.7 in gross revenuoe over the period. The second and third best
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performers from a gross revenue perspective are Northwest and Needwood (both 27-hole
facilities), which generated $1.4 and $1.3 million over the period, respectively.
Therefore, Falls Road revenues exceeded Northwest and Neadwood revenucs by 21
percent and 29 percent, respectively. The fourth, fifth, sixth and seventh positions in
terms of gross revenue performance in descending order are held down by Laytonsville,
Rattlewood, Hampshire Greens and Little Bennett followed by Poolesville and Sligo
Creek (the only 9-hole course in the system).

M-NCPPC Year Over Year Comparison - April 15 through July 31, 2005 and 2006

In this section, we compare revenug and expenditure performance for April 15— July 31,
2006 to the same period in the year prior for the M-NCPPC golf courses. As Attachment
2 indicates Total Revenues of the M-NCPPC golfl courses in 2006 over the three and one-
half month penod were $3,058 378 and revenues for the same period in 2005 were
$2.978,688. Therefore, revenues showed a slight increase of 2.7% for the period. An
even more significant difference exists when expenses are compared year over year.
Spectfically, over the three-month peniod in 2006 expenses were $1,327,483 and
expenses in 2005 were $2,1 19,035, Therefore, expenses in 2006 were lower than 2005
expenses by 37 percent, Furthermore, Net Income for 2006 over the three and one-half
month period of §1,730,895 exceeded Net Income for 2005 of $859,653 by $871,242.00
or 101 percent.

SURVEY RESULTS

As part of duta collection and performance evaluation both agencies have agreed to work
logether in conducting a survey of the golfers. The survey is designed and administered
through the National Golf Foundation.  To date the survey has had 1,667 responses of
which 312 from Little Bennett, 684 from Needwood, 515 from Northwest, and 156 from
Sligo Creek.

In the survey we asked 5 custom questions in order to determine what effect if any the
change from Park and Planning to MCRA had on the golfers. The most objective wuy to
determine that was through o series of questions about the golfers® frequency of play year
over vear both at the facility and as a total. 'We also offered an open-ended question,
which inguired if there was a chunge st the facility that led to their change in play, A
summary of these results is as follows:

Little Bennett

There were a total of 295 responses to the custom guestions of which 236 indicated that

they had played the course last year and since April 15™ 2006 and 59 indicated they were

new Lo the facality this season. Of these responses 18 indicated their play at Little

Bennett had increased significantly while 35 stated their overall play had increased D
| 3
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significantly, 61 indicated their play had slightly increased at Litile Bennett and 74 their
total play had slightly increased. 142 stated that their play at Little Bennett had remained
the same while 133 indicated that their total play had remamed the same and 44 indicated
their plwy at Little Bennett had slightly decreased while 36 of them responded that their
total play had slightly decreased. Lastly, 19 respondents responded that their play had
significantly decreased ot Little Bennett and 9 indicated that their total play had
significantly decreased.

In summary, these responses indicate that Little Bennett is capturing 72% of the golfers
who responded that their total play had increpsed and only 29%; of respondents that
responded their play decreased a1 Lintle Benmett did not indicate that their 1otal play had
decreased.  This shows that based solely on the play of the golfers at the facility there is
minimal impact based on any changes of the facility.

Meedwood

There were a total of 636 responses to the custom guestions of which 555 indicated that
they hud played the course last year and since April 15" 2006 and 65 indicated they were
new 1o the facility this season, Of these responses 62 indicated their play at Neadwood
had increased significantly while 87 stated their overall play had increased significantly.
182 indicated their play had slightly increased at Needwood and 199 their total play had
slightly increased, 285 stated that their play ot Needwood had remained the same while
265 indicated that their tolal play had remained the sume and 70 indicated their play at
Needwood had slightly decreased while 65 of them responded that their total play had
slightly decreased. Lastly, 24 respondents responded that their play had significantly
decreased at Needwood and |6 indicated that thewr iotal play had significantly decreased.

In summary, these responses indicate that Needwood is capturing 85% of the golfers who
responded that thetr total play had increased and only 24% of respondenits that responded
their play decreased at Needwood did not indicate that their total play had decreased.
This shows that based solely on the play of the olfers at the facility there is minimal
imipact based on any changes at the facility.

Northwest

There were a total of 486 responses to the custom questions of which 426 indicated that
they had plaved the course last year and since April 15" 2006 snd 42 indicated they were
new 10 the facility this season. Of these responses 51 indicated their play at Northwest
had increased significantly while 64 stated their overall play had mcreased significantly,
114 indicated their play had slightly incrensed st Northwest und 134 their total play had
slightly increased. 215 stated that ther play at Northwest had remained the same while
214 indicated that their total play had remained the same and 64 indicated their play at
Northwest had slightly decreased while 35 of them responded thut their total play had
slightly decreased. Lastly, 30 respondents responded that their play had significantly
decreased wt Northwest and 12 indicated that their total play had significantly decreased.



In summary, these responses indicate that Northwest is capturing 80% of the golfers who

that their total play had increased and only 29% of respondents that responded
their play decreased at Northwest did not indicate that their total play had decreased.
This shows that based solely on the play of the golfers at the facility there is minimal
impact based on any changes at the facility.

Sligo Creck

There were a total of 154 responses 1o the custom questions of which 120 indicated that
they had played the course last vear and since Apnl 15™ 2006 and 11 indicated they were
new o the facility this scason. Of these responses 7 indicated their play at Sligo Creek
had increased significantly while 6 stated their overall play had increased significantly.
15 indhcated their play had shghtly increased at Sligo Creek and 33 their total play had
slightly incrensed. 76 stated that their play ot Slige Creek had remained the same while
54 indicated that their total play had remained the same and 15 indicated their play at
Sligo Creck had slightly decreased while 18 of them responded that their total play had
slightly decressed. Lastly, 7 respondents responded that their play had significantly
deereased at Sligo Creek and 6 indicated that their total play had significantly decreased.

In summary, these responses indicate that Shigo Creek is capturing 69% of the golfers
whio responded that their 1otal play had incressed and only 8% of respondents that
indicated their play decreased at Sligo Creek did not indicate that their total play had
decreased. This shows that based solely on the play of the golfers at the facility there is
minimal impact based on any changes at the facility.

FUTURE PLANS

The future is bright for public golf in Montgomery County, Maryland. As we close out
this initial transition period, we know a lot more about what needs to be done. The
transition will be a work in progress for some time. All one needs to do is to go Yo Falls
Road or Laytonsville after the complete renovations of buildings, facilities and the golf
courses to get o sense about what is possible at the four M-NCPPC golf courses. There is
8 lot to do and we have already done a lot to raise the bar for public golf in our County.

As mentioned in the early pages of this report, we are using a business model that has
been successful in the past. We know that culture change is hard work, but we are
making substantial headway in that arena. Simply put, employees are getting it. In
addition, you will find us very receptive to the concerns of customers as we address the
issues of loyalty programs, on line tee times and their other concens outlined by our
customers in the surveys.

We have already begun to aggressively attack course conditions. It will take a growing
season or two to get turf conditions to an acceptable level, although improvement in turf
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quality will occur as soon as the first major round of serification is complete this month
Appropriate turf management programs, including capable staff, proper cultural pmnm.
acceptably equipped and maintained irrigation systems and properly maintained rolling
stock will go a long way to tuming around the quality of the turf ot the four M-NCPPC
golf courses,

We nre aware that a sufficient amount of properly maintained equpment 15 essential to
quality course conditions. We have assessed the equipment that is owned by M-NCPPC
additional equipment is required (o do the job that needs to be done. We have also noted
that there are some picces of equipment that need 10 be replaced.

We are also aware that it takes much more than a high quality maintenance effort 1o
ensure the quality of the turf. Given the significant drinage issues al the four courses,
more permanent solutions to turf issues will need to be addressed. Because we are
concerned about the maimtainability of the facilities, we are looking seriously at drainage
issues in our Master Plan effort.

MCRA will also be considering addressing playability of the golf courses in the Master
Plan process. One of the issues related to goll facility performance is the level of
enjoyment one gets playing the facility, There are some issues related 1o playability,
especially, a1 Lintle Bennett, but other courses as well that should be addressed to make
the facilities more playable 1o a broader range of golfers. For instance, we are looking
the issues of long, difficult carries and installation of sdditional forward tees to attract
more golfers and to make a golf round as pleasant as can be so that golfers of all skill
levels will come back.

Our Master Plan will also include several revenue generation opportunities in the future

of the four M-NCPPC golf courses, We feel that a number of improvements will be
immediate and potentially significant revenue generators.
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THE MARYLAND-NATIONAL CAPITAL PARK AND PLANNING COMMISSION
Deparirment of Parks, Mamigomery Cowrty, Marylsd

‘ B500 Bruneti Avenus, Siver Spring, Maryland 20801

Baptembar 8, 2008

MEMORANDUM

TO: Mary Bradiord, Director of Parks
FROM: Jerry Bush, Acting Chief, Entarprise Division

SUBJECT:  Assessment of Revenus Authority Performance

Per you recent requast, tha following is & briet staff sssessment of the Revenua Authority's
parformancs in manosging the Departmant’s four goll courses sinoe the transfar of oparations
on April 156, 20086.

To date, the Enterprise Division Office has received faw il any calls from tha genaral public
regarding the Revenue Authority's management of tha courses. This sssessmaent s largely &
compdlation of observations by stafl, both former golf amployses and non-golf employesas,
and other anecdotal information.

This assessment is in three parts: general operational matters, course conditions, and
anvironmantal issues.

ral ignal M

Overall, our experience in working with the Revenue Authority (RA) stafl has been positive.,
Since April 15, thera have bean two meatings and countiess e-mails and phone conversations
between Enterprisa Division and RA managemaent. For the most part, we have found them to
be reasonably, if not very, responsive.

Pork Development staff has interacted with RA staff on a couple stream projects on the goll
courses and has found them 1o ba cooparative.

The main difficulty we have experianced is in coming to an understanding on how tha
sacurity alarms nt th® courses are to ba maintained and monitored. Howaver, | balieva we
ara sorting through the confusion and hove genaral agreament on aasch party’s respective
raspansibilithes.
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Tha few operational related comments wae have received are from former amployees who
have played the courses since April 16, and have to do with tha lack of employees in the pro
shops and out on the coursa (rangers), No ona has specifically complained that service was
sdversely affected due to fewar employees.

Course Conditions

Coursa conditions have bean a subject of considerabla conversation over the past several
months, General observations and comments about the current condition of the courses
include the following.

- Greans are diseased and weed infested.

- Parta johns and clubhousa bathrooms ara not regulardy cleaned.

- Tees ar woed infested and badly damaged from the divots,

« Fairways and out of bounds areas are brown; grass growth on some fairways is sparse.
= The new no-mow areas collect trash and soma are in locations that affect pace of play.

- Salected flower/landscape bads are weed infested.

- There seams to be deterioration in the general upkeep of the grounds around the
clubhouses, driving ranges, and maintenance yards (grass cutting, trash pickup, maintenance
of ornamental beds, etc.)

- Simple egquipmant and facility repairs go unattended.

All of thesa conditions are not necessarily found at every course. Where found, they are not
necessarily pervasive. For instance, all greens at a particulasr course may not have problems.

The turf conditions cited above sppear to ba spotty and, in soma cases, invalve areas of the
courses that waere difficult to maintain under Commission managament, and/or may have
been particularly affected by the rain in late Junelearly July.

Tha most sarious complatnts invalve Northwest and Little Bennett. In addition 1o the genaral
problems noted above, these two courses suffered particularly severs damage to selected
holes.

The chipping green and ot least four of the on-coursa greens ot Little Bennett are
axpariancing significant problams, to the point that ona or more holes have makoeshift
tamporary greans.

Northwest was hit particularly hard by the rain in Juna/July. The RA reportad turf damage on
saveral holes due to silt deposits and ponding water. To a lesser degrea, the same type ol
damage was axperianced at Little Bennett and Neadwood.

There ars & number of eaxtenuasting circumstances that could have, and in some cases
dafinitely did, contribute to the above-descoribed conditions.

« The very nature and timing of this transfar made the transition difficult for all concarnad.
Far the most part, RA staff walked in cold with little or no knowladge of the particular
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idiosyncrasies of their respective courses. For instance, the composition of the greens at
both Morthweat and Little Bennatt are chatlenging to maintain undar the bast of conditions
and are particularly unforgiving for the uninitiated.

- By all accounts, the RA has had difficulty finding enocugh qualified maintenance staff 1o take
over and sustain these operations, at least during the initial weaks after April 15. Little
Bannett Golf Course, for one, is still looking for maintenance staff.

- The extreme rains in late June and sarly July had a singular effect on course conditions and
playability. It would ba difficult for eny goff course ta bounce back immaedintaly after auch
damage.

The degree to which piay has been affected by these conditions is unknown. The RA has
reportad rounds for all four courses totaling 79,783 for the pariod April 15 through July 31.
For the same time period last year, goll rounds under Commission management totaled
spproximately 75,884, In addition, the National Golf Foundation is currantly conducting a
survey of current and former gotfers at our four courses, the results of which should give us
more statistically compelling evidence of the goifers satisfaction with current management.

Environmental Issuss

Matural Resources stoff was-asked to visit tha goll courses and pssess conditions from an
environmental standpaint.,

Saversl NPDES (National Pollutant Discharge Elimination System) violations were found in the
maintenance yards. The staff report on those wviolatlons is attached. The report was
forwarded to the RA on August 28, and they were instructed to correct the problems.

Some concarmns were raised initially by Natural Resources staff about the RA's intentions with
respect 1o tree ramoval on Commission golt courses, These concerns ware passed on 1o RA
stnff early on, and there have boan no indications that there has paan wholesala tres removal
on any of the courses. By all rights, certain trees need to come out from time to time dus to
damage, safety concemns for golfers, or for turl management purposes. Shgo in particular has
a number of trees that should be removed 1o improve turf conditions on greens snd tees.

To date, no other environmental concerns have bean brought to the attention of the
Enterprise Division Office.

Conglysion
Differences were anticipated in the manner in which the RA would manage and malntain the
goll courses varsus the Commission. Certainly differances have been sean. Formar golf staff

and other employees who have played the courses perceive of the ditterences as dramatic,
How the public perceives the differences remains to be seen in the results of the survey,
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likely the public testimony this fall when the lsase comes up for review by the Board snd the
Councgil, and ultimately the numbar of rounds played.

Even it future course maintenance under the RA is not on par with previous maintenance
efforts undar the Commission (which came at o pricel, it is apparant that thers are immedinte
problams that need to be addressad, It is up to the RA to speak 1o thase issuas In front of
the Board, the Council, and the public in the upcoming hearings regarding the leass,

Attachmant



