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 Golf Strategist – 11 years including 7 months as GM operating golf course for client. 

 2016 Client Engagements:

Municipalities - Cities of Albuquerque, Arlington, Baltimore, Brookings, Enid, Minneapolis Park Board, Round Rock, South 
Bend, Superior 
Daily Fee – Cutter Creek, Cypresswood, Plum Creek, Silver Creek, Sun City Summerlin
Private Clubs – Craigowan, Green Meadow, Ravenna
Resorts – Kokanee Springs

 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.    

 CEO - Fairway Systems:  Golf Management Software – 1989 to 2005 (450 golf courses, 7 countries) 

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

 Speaker:  NGCOA – Canada, Golf Course Superintendents Association, NRPA, Golf Course Builders, PGA Sections including Wisconsin

 Webinar Host:  Clemson University, Keiser College, Holland College, Golf Academy, Professional Golfers Career College, University of 
Incarnate Word

 Golf Magazine Panelist:  Visited 4,000+ golf courses in 46 of the 203 countries, played 1,600+ of the world’s 34,011 courses 

 Education & Licensing:  BBA – TCU, MBA – University of Michigan, CPA – Inactive, Caddie Scholar
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The Business of Golf – Series
6,011 Copies Sold – 16 Countries – 15 Colleges’ PGM Programs

Published August 17:  529 Copies Sold
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NEGCOA
Fall Meeting

The Winning Playbook
November 16, 2016
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Forming A Team
Any Questions

Easy Tools to Make You a Marketing Genius

The Golf Industry in 4 Slides

A Ph.D Study Validated by Your Peers

Seven Steps to Higher Profits

Why?

Predictive Index
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Our Goal Today
Is to Help You Increase 

Your 2017 Income
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YOU
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LEARNER

ACHIEVER

FOCUS

STRATEGIC

ANALYTICAL

33 Primary Strengths
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MAESTRO
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All You Need to Know 
About Golf Industry in 4 Slides
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A Research Project
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Rick Lucas, Director of the PGM Program at Clemson University, received his Bachelor of 
Science Degree in Business Administration at Old Dominion University and his MBA at 
Virginia Commonwealth University. 

Currently, he is working on his doctorate in Career and Technology Education. Mr. Lucas has 
over 20 years experience in the golf industry with extensive knowledge in management of golf 
programs and operations. 

His positions in the golf industry have included: assistant professional, teaching coordinator, 
head golf professional, and general manager at both public and private facilities. Some career 
highlights include scoring in the top 5% in Business School I & II and winning the Philadelphia 
Assistant Association's Southern Championship.
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Heuristic (/hjʉˈrɪstɨk/; Greek: "Εὑρίσκω", "find" or "discover") 

Refers to experience-based techniques for problem solving, learning, and 
discovery that find a solution which is not guaranteed to be optimal, but good 
enough for a given set of goals. 

Where the exhaustive search is impractical, heuristic methods are used to speed 
up the process of finding a satisfactory solution via mental shortcuts to ease the 
cognitive load of making a decision.
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Hypotheses to Support Study
Observation #1 - You are working too hard on the wrong things that make little 
difference.

Observation #2 - There must be key measurements that accurately forecast the 
potential of your facility.

Observation #3 – Weather reporting and forecasting is poor.

Observation #4 - The adoption of technology is template based with little 
understanding of its power. 

Observation #5 – Benchmarking to meaningful competitive statistics is haphazard.

Observation #6 - Capital reserves are underfunded.

Observation #7 – Courses operate with "illusory superiority" thinking that their 
customers are loyal when they are not. 

Observation #8 – Third parties are lowering rates and disintermediating customers.
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Slope Rating 115 -124, <10 Miles 
75%, MHI $45,000 - $65,000, Typical 
Age & Ethnicity, 1,600 – 2,000 Golfers 
Per 18 

Demand Exceeds Supply

Strategic, Conditioning, 
Slope Rating > 125, +50 
Bunkers

Turf Texture:  Bent Grass 
Greens, Fairway, Tees ; 
Short Game Facility, Grass 
Tee Driving Range

Ambience:  Ocean, 
Mountain, Amenities, 
Clubhouse, Championships

Majority Fit this Model 
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7 Steps to Greatness
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1 2 4 5 6 7

GLMA

Weather
Impact

Technology

Financial
Metrics

Facilities Customers

Operations

Uncontrollable     Controllable                            

Golf Executive Management System
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A Strategic Plan

Strategic
Vision

Tactical (Functional) 

Operational (Execution) 

In a well‐managed 
operation, every 
operational decision 
can be traced up to the 
tactical plan and up to 
the strategic vision.
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A Strategic Plan

Culture
Vision
History
Tradition
Governance

Asset Management

Financial 
Management

Golf Course
and 
Clubhouse

Human 
Resources

G
re
en

 F
es
 a
nd

 
Ca

rt
s

O
ut
sid

e 
To
ur
na

m
en

ts

Cl
ub

 E
ve
nt
s

Fo
od

 a
nd

 
Be

ve
ra
ge

Ba
nq

ue
ts
 a
nd

 
Ca

te
rin

g

Ra
ng

e 
an

d 
  

Le
ss
on

s
Operations:  Activities

Le
ad

er
sh
ip
:  

M
an

ag
em

en
t

an
d 
Tr
ai
ni
ng

La
bo

r S
ta
ffi
ng

 
an

d 
Sc
he

du
lin

g

Br
an

d:
  

Ad
ve
rt
isi
ng

 a
nd

 
M
ar
ke
tin

g

Operations:  Management

Cu
st
om

er
 

Fe
ed

ba
ck

1



©2016, JJ Keegan+

Introduction
Crossing the Chasm

Why?

How?

What?

The Golden Circle of Communication™
Simon Sinek
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The “Golden Circle:  WHY - HOW - WHAT.” 

Every single company and organization on the planet 
knows WHAT they do.  They are easily able to describe 
their products and services.  

Some companies are able to explain HOW they are 
different — their unique selling position.  

Few companies are able to clearly articulate WHY.

He concluded that the most successful companies 
communicate from the inside out.  All other companies 
communicate from the outside in.  

People don’t buy WHAT you do; they buy WHY you do it.
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“Walt Disney World has four 18-hole golf courses and one 9-hole golf course on the 
property. Two great 18-hole architects, Joe Lee and Tom Fazio, will present you with 
various challenges in design and course strategy on championship caliber courses.

Combined with Disney’s world-renowned level of service, you will have a great 
experience playing these courses, whether staying at a Walt Disney World resort on 
vacation or for a business trip in the area.

The three Joe Lee courses (the Magnolia, Palm and Lake Buena Vista) harken to the 
original days of Walt Disney World and more traditional Florida golf course design. 
Through 2012, the Palm and Magnolia courses hosted an annual PGA Tour 
professional event in the fall of each year, which had been a part of Disney World golf 
tradition since 1971.

The Tom Fazio designed Osprey Ridge course brings an updated approach to course 
design with interesting challenges and elevations in the midst of the more remote parts 
of the Walt Disney World property.”

Walt Disney World - What
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“Be thrilled by a magical journey through an enchanted forest 
crafted by the leading wizards of golf course sorcery, Tom Fazio 
and Joe Lee. 

While you may be tricked often, Mickey and his friends will 
ensure that you are charmed and treated to a memorable 
experience at the Kingdom of Entertainment—Disney World.” 

Walt Disney World ‐ Why
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Six Numbers 
Define the Potential
of Your Golf Facility



©2016, JJ Keegan+

Mosaic
Income

Age & Ethnicity
Golfers Per 18

Slope
Championship

Beginner and 
Recreational

Beginner and 
Recreational

Beginner and 
Recreational

Beginner & 
RecreationalOpen 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
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Golfers are Found in these 
Categories
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Source:  National Golf Foundation Facility Database

Facility Demographics Demand Supply
Course ID Population Golfing Households Total Facilities

Course Name Total Population +18 Golfers (Reported) Public Facilities

Address Households Rounds Played Private Facilities

Zip Age (Median)
Estimated Course  Rounds ‐ Market 
Supply Premium >$71

State Income (Med Hhld) Golf Participation Value $40‐$70

Type Income (Average Hhld) Fee Spend (Facility Based) Price <$40

Year Open Ethnicity (% Cauc.) Golf Retail Spend (Golfer Based) Number of Holes ‐ Total Facilities

Holes Ethnicity (Hispanic) Number of Holes ‐ Public Facilities

Clubhouse Square Footage Ethnicity (African American) Number of Holes ‐ Private Facilities 

Fee – Weekend Ethnicity (Asian American)
Number of Holes ‐ Non Regulation  
(9 hole and Par 3s)

Fee ‐ Weekday Sophisticated Singles

Bourgeois Prosperity

Career and Family

Comfortable Retirement

Routine Service Workers

Hard Working Blue Collar

Metropolitan Strugglers

Low Income Elders

Post Industrial Survivors

Rural Inheritance
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Category # Courses With 
Geographic 
Challenges

# of Courses in US. Courses With Little 
Chance of Financial 
Success

Courses With Less 
than $1,000,000 in 
revenue per 18 Within 
10 miles

Average in US is 
$1,793,001

5,168 15,204 34.0%

Courses With Less 
than 1,000 Golfers Per 
18 Within 10 Miles

Average in US is 1,711 
Golfers Per 18 Holes 
down from 2,200 
Golfers Per 18 holes 
in 1990

6,353 15,204 41.8%
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Type of Course Revenues > 
1,000,000

Per 18 Holes

Number in US Course Type Health 
Index

Private Equity 2,593 3,625 71.53%
Municipal 1,746 2,481 70.37%
Daily Fee 4,452 8,904 50.00%
Private – Owned by 
Individual/Corporation

82 194 42.27%

Total 8,873 15,204

Daily Fee Course are Principally At Risk
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Course >$1,000,000 in Revenue/18 Courses in State Health Index

DC 4 4 100.00%
CT 171 174 98.28%
NJ 275 285 96.49%
MD 147 176 83.52%
RI 47 57 82.46%
MA 306 370 82.70%

New England is One of the Strongest Areas in US
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What Is the Correlation 
Between a Course’s Slope Rating and Its Potential for Success?

1. Negative MOSAIC PROFILE
2. Senior Population
3. Ethnically diverse
4. Low income
5. High Income
6. Positive MOSAIC Profile
7. Top 100 Ranked Course

Criteria

 110 - 119
 110 - 120
 110 – 120 
 110 – 120
 125 – 140
 125 – 140
 130+ 

Desired Slope Rating
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Course Name Type
Year 
Open Fee

Top 4 
Rating Age Income Ethnicity

Golfers
/18 %

Rank 
out of 
15,204 Fee Spent/18

Golfers Per 18 
Holes

Slope 
Rating

Newton 
Commonwealth  JG 1897 5515.04% ‐4.46% 24.26% ‐6.83% 227.94% 130 13,683,588 5,480 122

Norwood CC JG 1975 4714.07% 6.54% 33.65% ‐10.48% 59.42% 1,673 5,989,804 2,664 112

Sagamore Spring JG 1929 6810.32%11.08% 32.04% 13.18% 87.39% 1,334 5,720,937 3,131 119

Shattuck Golf Club JG 1991 4916.79%18.34% 5.09% 34.69% ‐41.08% 9,174 1,348,649 985 141

Cyprian Keys JG 1997 80 0.11% 3.17% 13.82% 7.76% 42.72% 3,869 3,012,274 2,385 132

The Devil is in the Detail
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Historical Weather Reporting & 
Leveraging Weather Forecasting 

is an Underutilized resource 
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Weather matters to ALL golf course operators

“How many days over 
the next 2 weeks will it 

rain?”

“When should I chose 
to run promotions?”

“Will it be too hot for 
people to golf?”it’s always on 

your mind!
“How many employees 
will I need to schedule?”

“How has weather impacted 
my sales in the past?”

“How will the weather 
impact my business 
this week?”

hot cold snow wet dry windy

“Will mother nature take 
care of my course 
watering needs?”

“How many golf playable 
days will I have in the next 

14 days?”
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Volatile Weather = MAJOR BUSINESS RISK!
The weather repeats from year-to-year less than 15% of the time!

2017 2016 2015

Note:  Maps shown are March year-over-year temperatures.  If the 
weather is identical, the maps would be grey which happens about 15% of 
the time or less.

2014 2013 2012
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Year-ahead Temperature Accuracy 86% MAE +/-1.1°F…more accurate than a DAY 5 forecast!

NATIONAL Year-Ahead WEEKLY Temperature Trends/Accuracy 88%
2013

Dates are weekending Saturday

BARS = year-over-
year temperature 

forecast
DOTTED LINE = 

Actual 
Verification

Copyright © 2014 Weather Trends International

2014

Q1 coldest and 
snowiest in 19 

years

Q2 coolest in 4 
years…wettest
in 25+ years!

Q3: Warmer than LY, 
Driest in 3 years

Q1 coldest in 18 
years, snowiest in 20 
years (mostly Feb)

Winter (Dec-
Feb) Coldest in 4 
years snowiest 

in 3 years

Q2 coldest in 5 
years, wet but 
drier than LY
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Controllable
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Controllable
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Controllable
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Controllable
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Start
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3
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Technology is underutilized by nearly 
all golf courses.  The web site design 
of 98% of all golf courses is poor; thus 

yield per round is not optimized.
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WebsiteEmail Database

Facebook or
Google Circles Twitter

You Tube
Linked In
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Ideal Data Flow
Web 
Registration

Name
Email
Zip Code
Credit Card

Master Customer 
Database

Unique ID
Contact Information

Purchase History

Analysis Broadcast 
Email

POS
Tee Sheet

Unique ID
Name
Player Type
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0.0%
10.0%
20.0%
30.0%
40.0%
50.0%
60.0%
70.0%
80.0%

To Learn About the Course and Specials
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Source:  Dan Zarrella, Social Media Scientist, Hubspot, “The Science of Email Marketing”
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Source:  Dan Zarrella, Social Media Scientist, Hubspot, “The Science of Email Marketing
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WebsiteEmail to Database

Facebook or
Google Circles Twitter

You Tube
Linked In
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1) Website Grader (Free)

2) Sumo.me ($384 per year) 

3) Zopim (Free)

4) Leadlander ($250 per month)

5) Hootsuite ($9 per month)

6) Relief Jet ($49 one time)

7) Spyfu.com (Free) 

8) Orca ($49 per month)

9) Alexa (Free)

10) Return Path (Free)

Making You a Marketing Genius
The Tools You Want to Use
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Financial benchmarks provide keen 
insights as to your facilities 

performance as there are only a few 
items that determine your net income



©2016, JJ Keegan+



©2016, JJ Keegan+

Revenue at a Golf Course

Step 1:  Highest Post Green Fee Rate X Number of Rounds

Step 2: Multiply Step 1 Result by 60%

Example:  $45 * 30,000 rounds = $1,350,000 * 60% = $810,000

Represents revenue for green fees, season passes, carts
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Green Fee Should Equal

Step 1:  Multiply Median Household Income Within 10 Miles x .00083

Example 1:  US Average Median Household Income:  $53,657 * .00083 = $44.54

Example 2:  North Side of Chicago Median Household Income:  $90,000 * .00083 = 
$74.70

Note that the likely income of golfers is 166% higher than the median household of all 
residents within a 10 mile radius.
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Platinum
Top 10%

Gold
Top 25%

Silver
Median

Steel  ‐ Bottom 
25%

MUNICIPALITIES:  177 Courses Participating in Survey

Rounds Played 51,782 40,000 29,500 22,584

Full‒Time Employees 21 11 7 4

Total Revenues $2,327,000 $1,675,000 1,068,865 720,941

EBITDA 1,631,493 814,558 100,000 40,520

DAILY FEE:  348 Courses Participating in Survey

Rounds Played 44,432 35,000 25,000 18,000

Full‒Time Employees 32 16 10 5

Total Revenues $3,350,000 $2,087,484 $1,209,153 $659,768

EBITDA $820,715 $454,558 $192,500 $41,000

Financial Performance
Municipal vs. Daily Fee Golf Courses

Source:  PGA Performance Trak, 2014 compiled in 2015
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The golf course is a living organism 
that requires constant capital 

reinvestment to maintain the customer 
value proposition to avoid the death 

spiral of a declining experience. 
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Slope Rating

Maintenance 
Budget Experience Ability of Golfer

Ability to Collect 
Appropriate 
Green Fee

Pace of Play
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Maintenance Budget Determines Green Fee

Step 1:  Maintenance Budget * .0001

Example:  Average Municipal Budget $450,000

$450,000 * .0001 = $45 (Average Green Cart Fee)
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2012 2015

All Non‐Private Private  All Non‐Private Private 

Total 651,392 458,071 848,951 697,000 487,000 940,000

Water 16,499 12,484 20,390 22,800 17,400 28,600

Fuel 289,174 22,260 33,876 29,200 22,900 36,200

Mowing/Cutivating Equipment 37,644 25,335 50,649 31,300 25,700 37,700

Handheld Equipment 3,066 1,702 4,419 2,410 1,720 3,180

Course Accessories 4,561 3,804 5,294 4,410 3,030 5,970

Electricity and Natural Gas 19,048 17,990 20,088 21,300 18,200 24,800

Shop Tools 2,568 1,878 3,284 2,860 2,160 3,620

Irrigaton Parks, Heads, and Maintenance 7,918 5,948 9,876 84,100 6,880 10,170

Fungicides 33,461 22,163 44,478 34,100 20,900 49,000

Herbicides—preemergent 6,369 5,109 7,603 6,370 4,880 8,010

Herbicides—postemergent 3,869 3,613 4,144 4,260 3,500 5,120

Insecticides 5,141 3,694 6,570 6,190 3,580 9,160

Granular fertilizers 17,723 15,203 20,244 20,300 16,800 24,300

Liquid fertillizers 10,231 7,315 13,088 12,100 9,000 15,500

Wetting agents 4,399 3,129 5,669 6,150 3,500 9,120

Plant Growth Regulators 5,151 4,309 5,982 4,570 3,230 6,050

Seed 4,620 4,127 5,136 7,390 7,030 7,780

Aquatic Weed Control 1,890 1,635 2,145 2,570 1,500 3,710

473,332 161,698 262,935 302,380 171,910 287,990
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The brand is defined by the experience 
along the 13 customer touch points in 

the “assembly line of golf”
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The Assembly Line of Golf
Touch Point Municipal Daily Fee Military Resort Private Club

Reservations

Club Entrance

Bag Drop

Locker Room

Pro Shop

Cart 

Range

Starter

Course

Beverage Cart Attendant

Half Way House

Cart Return

Locker Room

Bar/Restaurant

Likely # of Points of Contact 9 11 9 12 14
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Chapter 14
Game Time

Does Value = Experience – Price?

AdvocacyLoyaltySatisfactionSelectionConsiderationKnowledgeAwareness

Creating a Sustaining Brand

Pre‐Purchase Purchase Post Purchase

 Word of Mouth
 Email Communication
 Corporate Web Site
 Social Media

 Condition 
 Course Layout
 Price
 Brand Image

 Customer Experience
 Compliant Resolution
 Customer Surveys
 Staff Interaction

Drivers The Influence Customer Loyalty
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Frequency does not equal loyalty and 
“firing” your worst customers is a good 

thing
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The Question That Measures Loyalty

Based on your playing experience over the last 24 months, 
how likely is it that you would recommend the following 
courses to a friend, colleague, or family member.  (Rate 
your likelihood to recommend on a scale of 0 to 10 with 
“10” being “Extremely Likely” and “0” being “Not At All 
Likely.”  If you did not play a course please indicate by 
checking "N/A.")

The Calculation (Fred Reichheld)

10 + 9 – 6 -5- 4- 3- 2- 1- 0
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Does the Process Work
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Your Take – Aways
Lesson #1 - You are working too hard on the wrong things that make little difference: 
WHY.

Lesson #2 - There are six key measurements that accurately forecast the potential of 
your facility:  MOSIAC, Income, Age, Ethnicity, Golfers Per 18, Slope.

Lesson #3 – 10 Year Playable Day Reports and 11 Month Forecasts. Weather Trends

Lesson #4 - The template website you have created and your current use of 
technology have little value.  Become transaction vs. information oriented

Lesson #5 - Do you know the financial results of your competitors? Benchmark

Lesson #6 - Avoiding the Death Spiral?  Invest and budget capital reserves

Lesson #7 – Shattering "illusory superiority" thinking that their customers are loyal 
when they are not.  Secret Shop and Survey

Lesson #8 - Stealing customers from your competitors and from third party tee time 
providers is easy. Create SKU that identifies third party times sold
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Daily - I publish trends and news daily (jjkeegan) via Facebook, Twitter, and Linked.

Frequently, I post the best management practices I observe on Instagram (jjkeegan)

A weekly blog, a monthly newsletter and I conduct quarterly Webinars regarding the 
most current developments impacting golf courses for members (jjkeegan.com).

Three times a year, I lead golf course through a 9-week course in creating a strategic 
plan, determining the tactical resources required and the appropriate policies and 
procedures to ensure financial success at their facility.

Biennially, I publish an updated version of the award-winning, "Business of Golf" 

Resources
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Thank you
For Allowing Me to Present our Research

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


