City of Brookings

WORKSHOP Agenda
CITY COUNCIL

Monday March 2, 2020, 4:00pm
City Hall Council Chambers, 898 Elk Drive, Brookings, OR 97415
A. Call to Order
B. Roll Call
C. Topics
1. Oasis Park Lease [PWDS, Pg. 2]
a. City agreement with prior owner [Pg.3]
2. Salmon Run RFP process [PWDS, Pg. 5]

a. OB Sports proposal [Pg.6]
b. Kemper Sports Proposal [Pg.55]
c. Current EMT agreement [Pg.56]
d. City of Redmond’s RFP and current agreement with Course Co. [Pg. 67]
e. Keegan Golf Course study Presentation [Pg.255]

D. Council Member Requests for Workshop Topics
E. Adjournment
All public City meetings are held in accessible locations. Auxiliary aids will be provided upon request
with at least 72 hours advance notification. Please contact 469-1102 if you have any questions
regarding this notice.
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LEASE AGREEMENT

THIS LEASE AGREEMENT is entered, by and between Martin and Martha Medina and

the Urban Renewal Agency ofthe City ofBrookings, hereinafter referred to as "Agency",
whose address is 898 Elk Dr., Brookings, Or. 97415.
WITNESSETH

WHEREAS, the Property Owner is the owner of property located in the City of
Brookings, more particularly described as: 706 Chetco Avenue AKA 4113-06DA-11401.
WHEREAS, The Agency is desirous of creating a pocket park located on the above
described property.

NOW, THEREFORE, in consideration of the foregoing, the Property Owner and the
Agency agree as follows:

1.

The above-recitals are true and correct and incorporated herein by reference.

2.

The Agency releases, indemnifies, and agrees to defend, protect, and hold
harmless the Property Owner from any and all claims, suits, actions, damages,
liabilities and expenses, including costs and attorney's fees, arising out of or
in any way related to use ofthe above described property as a pocket park.

3.

The Property Owner warrants that they hold all right, title, and interest in the
Property, and that no third-party joinder or consent is necessary to effectuate
this Agreement as it relates to the Property.

4.

Agency shall install and maintain landscaping and appurtenances (i.e.
irrigation pipe, etc) on the above described subject property. Agency shall
bear the full cost of installation and maintenance, including irrigation. Upon

termination of this agreement. Agency shall remove all landscaping and
appurtances at the request ofthe property owner.

5.
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This agreement may be terminated by either party with 10 days notice.

Release ofClaims for Damages,Hold Harmless, and Indemnification Agreement
3

IN WITNESS WHEREOF,the undersigned has made and executed this Agreement this

f'?

day of

, 2009.

URBAN RENEWAL AGENCY OF

PROPERTY OWNER

THEQTY of BROOKINGS

Title
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City of Redmond Oregon

REQUEST FOR PROPOSALS
FOR
THE MANAGEMENT, OPERATION, AND MAINTENANCE OF
THE JUNIPER GOLF COURSE

PBC Approved: August 18, 2010
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GENERAL INTRODUCTION
The Juniper Golf Course was originally constructed in 1951 on land located northeast of
Roberts Field in Redmond, Oregon. In 2005, the course was relocated to its current location
east of the Deschutes County Fair and Expo Center. The expense of the new construction was
financed via a municipal bond and construction loan backed by the full faith and credit of the
City.
The City, through use of its Public Building Corporation, contracts with Juniper Golf Club
Incorporated to manage the facility.
In fiscal year 2009/10, the Juniper Golf Club (current operator) was unable to meet its debt
service obligation. Approximately $460,000 of City General Fund resources were utilized to
sustain operations and service debt. An additional $460,000 is budgeted for fiscal year
2010/11.
In January 2010, the City contracted with National Golf Foundation Consulting Inc. (NGF) to
perform an independent comprehensive review of the golf course operations and to make
recommendations for management and operation in light of the recent inability to meet debt
obligations. The NGF report identified strategies and policies to improve economic performance
which can be practically implemented in an effort to return the Juniper Golf Course to a position
of long term fiscal sustainability.
In short, the NGF report recommends exploration of a new business model and operating
structure for the Juniper Golf Course in recognition of current market conditions and the
course’s position within a competitive regional golf market.
NGF concludes that the Juniper Golf Course, if repositioned as recommended, could expect to
generate $2.1M in total operating revenues in FY 2010, growing to approximately $2.7M by FY
2014.
The NGF report, entitled “Operational Review and Recommendations for Juniper Golf Course”
(National Golf Foundation Consulting, Inc., March, 2010) is an attachment to this RFP.
Request for Proposals
The City of Redmond is seeking individuals, teams, firms or a combination thereof, interested in
managing, operating and maintaining the 18-hole Juniper Golf Course, located at 1938 SW
Elkhorn Avenue in Redmond, Oregon. The Operating Agreement will include all facets of the
operations of the facility, including food and beverage.
The City is seeking submittals that include a business plan for managing golf operations and
outside services; addressing all maintenance and capital needs; excelling at customer service;
marketing the golf facility; employing and supervising all staff; constructing facility improvements
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if necessary; and, most importantly, implementing strategies to ensure the long-term success of
the Juniper Golf Course.
Respondents to this Request for Proposal (RFP) must demonstrate substantial experience in
the development, management, operation and maintenance of golf courses, as well as sufficient
financial sustainability to operate and maintain the facility during the term of the agreement. The
agreement will be administered by the City, under the direction of the newly formed Juniper Golf
Commission.
The City anticipates that the Juniper Golf Course, which is currently operated and maintained by
the City’s Public Building Corporation and managed under a separate management agreement,
will feature excellent play conditions and continue to be operated as an accessible, affordable,
user-friendly public golf facility for players of all ages and skill levels in the tradition of municipal
golf facilities.
The City will value proposals which maintain and/or enhance the existing Juniper Golf Club
membership to the degree in which the membership model can be incorporated into a
successful and sustainable operating model for the Juniper Golf Course.
The City will also value proposals which utilize existing Juniper Golf Course personnel to the
greatest degree possible.
Proposed Capital Improvements / Redesign Plans
The NGF report recommended several potential modifications to course design and layout
which may improve playability. Capital improvements and associated funding thereof are
negotiable and subject to approval of the City.
Term
The term of the operating agreement may range from a minimum of five years to a maximum of
30 years. The initial term shall be determined in part by the capital improvement/redesign
commitment made by the proposer. The agreement will be renewable in term increments as
negotiated and mutually agreed by both parties. At the end of the term, all ownership interest,
including improvements, remain with the City of Redmond. The City is interested in creating a
sustainable, yet renewed vision for the Juniper Golf Course during the agreement term.
City Financial Requisites
All respondents must submit a proposal that includes a compensation structure for the operator.
It is expected that the compensation proposal shall include provisions to incentivize the
Operator to increase course revenues and/or reduce course operating costs. As an example,
the compensation proposal may propose the terms of a graduated payment schedule tied to
revenues which would incorporate an annual guaranteed minimum payment. A graduated
payment schedule could be adjusted to offset significant capital commitments if proposed or
contemplated.
RFP: Juniper Golf Course
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The operator shall maintain and provide to the City monthly and annual operating statements
reflecting net operating income. It is preferred by the City that the operator take its
compensation from gross revenues and take any remaining compensation or incentive pay at
the end of the contract year. It is also expected that the operator will have the financial capacity
to operate the course during the “slow season” without the need for financial support from the
City.
In addition to the monthly payment, the operator shall be required to make an annual payment
to a Replacement Reserve Fund, which will be utilized to make repairs to/replace City-owned
equipment and fixtures utilized by the operator. This amount should be proposed based upon
the term of the agreement, and will be subject to negotiation.
THE CONSTRUCTION OF THE JUNIPER GOLF COURSE WAS FINANCED THROUGH THE
ISSUANCE OF TAX EXEMPT MUNICIPAL BONDS.
AS A CONSEQUENCE, THE
COMPENSATION PROPOSAL MUST CONFORM TO THE INTERNAL REVENUE SERVICE
RULES AGAINST “PRIVATE BUSINESS USE.” (See IRC sec 141(b) and Rev Proc. 97-13.)
PROPOSERS ARE ENCOURAGED TO CONSULT WITH A TAX ATTORNEY TO ENSURE
THAT THEIR COMPENSATION PROPOSAL DOES NOT VIOLATE THE TAX EXEMPT
STATUS OF THE JUNIPER GOLF COURSE CONSTRUCTION FINANCING.
Required Pre-Bid Meeting
There will be a required pre-bid meeting on: October 1, 2010 at 10:00 AM in Conference
Room A at City Hall (716 SW Evergreen Avenue, Redmond OR 97756); please RSVP. On-site
tours of the Juniper Golf Course Facility will be available at the conclusion of the pre-bid
meeting.
All potential respondents must attend this pre-bid meeting (please RSVP).
Timetable
Responses to this RFP are due and must be received by the City Recorder at City Hall (716 SW
Evergreen Avenue, Redmond OR 97756) no later than 4:00 PM, Pacific Standard Time, on
October 29, 2010. Responses must be addressed to the attention of the Redmond City
Manager. The following schedule has been established for this Request for Proposals:
RFP Release Date

[SEPT. 1, 2010 +/-]

Required Pre-Bid Meeting (City Hall - Please RSVP)

[OCT 1, 2010, 10:00 AM]

Deadline for Submitting Questions

[OCT 15, 2010, 4:00 PM]

Proposals Due

[OCT 29, 2010, 4:00 PM]

Interviews Scheduled

[NOV 12-19, 2010 +/-]

Proposal reviewed versus current Juniper Golf Club [OCT 29 – NOV 30, 2010 +/-]
operations.
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Operator Selected (if new operator)

[NOV 30, 2010 +/-]

Agreement Negotiations (if new operator)

[NOV 30 – DEC 30 2010]

City Council Approval of Agreement (if new operator)

[JAN 11, 2011]

Project Manager
This project will be administered by the City of Redmond. All questions or correspondence shall
be addressed to:
Chris Doty, Director of Public Works
City of Redmond Public Works Department
875 SE Veterans Way
Redmond, OR 97756
Phone: 541.504.2001
Fax: 541.548.0253
Email: chris.doty@ci.redmond.or.us

COURSE BACKGROUND
See NGF Report (attached).
PROJECT COMPONENTS / SCOPE OF WORK
The City of Redmond is seeking a professional golf management company to enter into an
agreement with the City for the management, operation and maintenance of all elements of the
Juniper Golf Course, including the onsite restaurant facility. Specific responsibilities with
respect to Operations, Programming, Capital Improvements, and Other Requirements are
outlined in this section.
Operation and Programming
•

The operator shall collect daily receipts and shall maintain and provide to the City, on
a “cash basis”, monthly and annual operating statements, including payments
equivalent to 1/12th of the required minimum annual payment negotiated under the
option selected; no later than the 5th of the month. Additional required payments, if
due according to the agreement terms, shall be submitted within 30 days after the
year-end gross revenues have been determined.

•

Operator shall operate the Juniper Golf Course as a public facility consistent with
standards of non-discriminatory employment practices and public access policies of
the City of Redmond.

•

The Juniper Golf Course shall be open on a daily basis, from dawn to dusk, with the
exception of closures due to inclement weather conditions as determined by the
operator.

RFP: Juniper Golf Course
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•

Green and cart fees shall be subject to City approval and indexed to local or regional
competitive golf facilities of similar type and quality. Setting of initial green fees shall
be subject to the negotiation process, in partnership between the City and the
operator.

•

The operator shall be encouraged to offer discounted fees and/or special programs
for Redmond residents, senior citizens and juniors, and to practice yield
management to encourage play during traditional slow play periods.

•

The City expects the operator to create and maintain a high-quality golfing
experience for the public, and to implement customer service mechanisms that will
enhance and maintain the satisfaction of patrons, including, but not limited to, ideas
to promote faster speeds of play. These mechanisms must be outlined in the
respondent’s proposal.

•

Operator shall also be responsible for:


Formulating and implementing operating programs, business plans, operating
and capital improvement budgets;



Pro shop operations and cart rentals;



Player development programs, including Senior and Junior programs;



Soliciting and facilitating tournament play, league play and outings.



Organizing starter services, course marshaling services and tee time
reservations;



Maintaining buildings, grounds, and the golf course to mutually agreed upon
standard specifications as defined in the agreement;



Managing and overseeing golf course security.

The City, through the newly formed Juniper Golf Commission, shall retain responsibility for the
following:
•

Administration of all terms and conditions of the agreement;

•

Monitoring and evaluation of compliance with regard to its terms;

•

Approval of any and all modifications or alterations to the facility.

Course Fees
Green and cart fees shall be subject to City approval and indexed to local or regional
competitive golf facilities of similar type and quality. Setting of initial green fees shall be subject
to the negotiation process and partnership between the City and the operator.
Signage
The operator shall be required to prominently display signage at the Juniper Golf Course listing
all prices, rates, hours and days of operation. The placement, design, and contents of all
signage are subject to the City’s prior written approval. All signage must meet City sign codes. If
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the operator desires to change golf course logos, the proposed change must be approved by
the City.
Pro Shop
Golf course operations shall include the sale of golf merchandise, supplies, and equipment from
the pro shop. The operator shall be expected to purchase all existing pro shop inventory and
equipment at the commencement of the agreement.
Staffing
The operator shall be required to have a sufficient number of staff available on the Juniper Golf
Course during regular operating hours to ensure proper operation of the golf course. All staff
must wear clothing that is identifiable to the operator and/or to the City as required in the
agreement terms and conditions.
Proposers shall submit a list of the key personnel to be assigned to the Juniper Golf Course.
Proposers shall also submit an organizational chart in their response. As applicable,
respondents must meet all State and local laws. Proposers may also include plans, if any, for
interviewing existing or previous and restaurant and maintenance staff assigned to the golf
course for possible retention or rehire.
Community Programming
The City encourages respondents to incorporate a community programming component into
their proposal, such as youth outreach programs, discounted/ free concession services, special
programs/ accommodations for senior citizens and persons with disabilities, and golf
scholarships for youth in need.
The City expects the operator to develop and promote a Junior Golf Program and encourages
the operator to cooperate with local school golf coaches and athletic directors to establish a
schedule to accommodate school athletic programs.
Equipment
The transfer of existing maintenance and other equipment shall be an item of negotiation
between the City and the operator, and may require the operator to assume existing leases or to
purchase City-owned equipment. The golf carts shall be maintained in good working order, and
cleaned on a daily basis. Operator shall provide and maintain all equipment necessary for the
successful operation of the golf course complex.
All capital improvements and fixed equipment become the property of the City upon installation,
if so negotiated in the agreement. The operator shall also be required to supply all additional
non-fixed equipment and materials necessary for operations. Proposals should differentiate
between fixed equipment and personal expendable items.
RFP: Juniper Golf Course
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A complete list of equipment is included in the Appendix.
Utilities
The operator shall be required to pay for any and all utility costs connected with the operation of
the Juniper Golf Course, including water/sewer at the clubhouse, cart barn, and maintenance
shop as well as the annual assessment ($2,600 for FY 2010) to the Central Oregon Irrigation
District (ground water patron). These utility costs include all water and sewer charges that the
City assesses for usage.
Drought and Water Conservation Issues
The operator shall be required to adhere to all City directives and restrictions regarding drought
and water conservation. In responses, proposers should include any plans to employ methods
and equipment which will conserve water, including any plans to upgrade or test the
performance of irrigation equipment and the pump station in order to maximize efficiency,
eliminate uncontrolled releases of water from water retention structures, regularly check for, and
remedy leaks in a timely fashion. Operator shall schedule watering around peak evaporation
times. Operator shall comply with all annual reporting requirements established by the Oregon
Water Resources Department.
Golf Course Maintenance
The operator shall be responsible for year-round pruning, landscaping, maintenance, and all
general grounds maintenance of the site. The operator shall be expected to provide an
adequate number of annual and seasonal staff in order to maintain the golf courses in excellent
physical condition and appearance. Respondents should include in the proposal detailed plans
for course maintenance, staffing, anticipated turf care programs such as aerification, fertilization,
fungicide, seeding, sodding, noxious weed eradication, etc., as well as year-round course
maintenance schedules.
The operator is required, at its sole cost and expense, to maintain and operate the golf facilities
in good and safe condition, and in accordance with industry standards. This includes the
maintenance and repair of all courses; all interior and exterior structures; building systems;
utility systems and connections; sewer systems and connections; equipment; restrooms; paved
areas; course features; landscaping and natural areas; fencing; lighting; sidewalks; vaults;
gutters; curbs; and fixtures. To ensure City’s satisfaction with said compliance, the operator
shall be required to provide the City with full and free access to the Juniper Golf Course at all
times.
The operator shall be expected, at its sole cost and expense, to operate and maintain the
existing irrigation system in good and working order. This shall include the repair and
replacement of all equipment and material as needed, including but not limited to the booster
pump system, lake lift pump system, electrical system, computer system, irrigation heads and
lines, pump house structure and all other associated equipment and material in accordance with
RFP: Juniper Golf Course
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operation and maintenance manuals. The operator shall repair any leaks, replace any damaged
or missing irrigation heads, and maintain all equipment and pump houses in a clean and orderly
manner. In addition, the operator shall maintain the grounds and overflow structures, maintain
them free from algae, debris and trash, and make any repairs as necessary. The operator shall,
at its sole cost and expense, retain services of qualified technicians and/or service firms to fully
comply with all provisions of the irrigation system’s operation and maintenance.
The operator shall be responsible for, at its sole cost and expense, clean-up and removal of all
waste, garbage, refuse, rubbish, and litter. The operator shall be responsible for maintaining the
parking lot in a clean, neat, litter and debris-free condition. The operator shall maintain all signs
and structures in good condition and free of graffiti.
The operator shall be responsible for, at its sole cost and expense, thoroughly maintaining the
perimeter of the course, including providing for the timely removal of all litter and debris, tree
pruning, and sidewalk and fence maintenance, repair, and replacement. All maintenance
responsibilities include perimeter and sidewalk areas. Therefore, respondents should include in
their proposals detailed plans for perimeter and sidewalk maintenance.
Horticultural Improvements and Tree Maintenance
Trees shall not be cut or removed from the grounds without prior written approval from the City.
The operator shall be required to prune the trees on the grounds as needed. The operator shall
be responsible for maintaining/removing/replacement of any tree that may be affected by
unforeseeable infestation in the future.
Public Safety
The operator shall be required throughout each operational year to take all measures necessary
to provide a safe environment for the public at the Juniper Golf Course. Proposers should
outline in proposals techniques to address any perceived public safety concerns at the golf
course, such as daily inspections of equipment and perimeter fencing, etc. The operator shall be
required to comply with all national safety guidelines including Federal, State and local laws,
rules and regulations related to the renovation, operation and maintenance of the grounds.
Security
The operator, at its sole cost and expense, shall be responsible for all security at the Complex,
and shall provide a 24 hour-a-day security system in accordance with plans approved by the
City, as required in the terms of the agreement.
Inspections and Liquidated Damages
City Inspectors shall visit the Juniper Golf Course unannounced to inspect operations and
ensure proper maintenance. Based on inspections, the City may issue directives regarding
deficiencies the operator shall be obligated to rectify in a timely fashion. Violations of the terms
of the agreement may also result in the assessment of fines which, if not paid promptly, may be
RFP: Juniper Golf Course
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deducted from the operator’s security deposit, as negotiated in the agreement terms and
conditions.
If the operator fails to provide the cleaning, maintenance, and operational services required by
the agreement, the City shall notify the operator in writing, and the operator shall be required to
correct such shortcomings within forty-eight (48) hours of receipt of such notice. In the event
that the operator fails to cure the violation, the City shall send the operator a second written
notice. If the operator fails to cure the violation within forty-eight (48) hours of receipt of the
second notice, City may, at its option, in addition to any other remedies available to it, require
the operator to pay liquidated damages from the date of the second notice, with respect to each
violation of the agreement, until the deficiencies have been corrected, as required by the
agreement terms and conditions.
Capital Improvements and Investments
Should the operator elect to undertake a capital project, the operator shall be required to
provide a construction security deposit in an amount and format approved by the City, to ensure
that all capital work is completed. This deposit, preferably in the form of a letter of credit, must
be in place before any capital improvement work may commence.
The City makes no representations regarding the adequacy of site utilities currently in place at
the site. The operator shall be required to connect to and/or upgrade any existing utility service
or create a new utility system, and obtain the appropriate permits and approvals. The operator
shall be required to pay for any and all utility costs connected with the operation of the grounds
during the term of the agreement. These utility costs include paying all water and sewer charges
that the City assesses for water usage.
The City shall weigh capital investment and design in its evaluation process. For more
information, please see the “Evaluation and Selection Process” section of this RFP. Therefore,
in responding to the options contained herein, please describe all intended capital work and
provide cost estimates in proposal submission. In addition, please include a detailed
capital/design timetable which clearly outlines proposed improvements and the anticipated
commencement and completion dates for such improvements (i.e., the expected duration of
each improvement). All capital work by the operator shall be completed in such a manner so as
to create a minimum amount of interference with golf course availability to the public.
All capital improvements and fixed equipment become the property of the City upon installation,
as negotiated in the agreement. Proposers should be aware that the Juniper Golf Course shall
be operated pursuant to this agreement. In the event the agreement is terminated for cause, the
City shall not consider proposals for reimbursement of operator’s unamortized capital
improvement cost as of the date of termination.
Aside from pre-approved capital projects, the operator shall be required to make all necessary
repairs at their sole cost and expense.
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Other Requirements During Term
•

The operator shall be required to submit an adequate security deposit (negotiable
amount or mechanism) to collateralize their obligation to fulfill the agreement. This
security deposit shall be due upon signing.

•

The operator shall be required to carry Commercial General Liability Insurance in the
amount of $5,000,000, Employer's Liability Insurance in the amount of $1,000,000,
Property Damage Insurance in the amount of $5,000,000 and statutory limits of
Worker’s Compensation and Disability Insurance. All policies other than Employer's
Liability, Worker's Compensation and Disability must name the City of Redmond as
an additional insured. Fire and extended coverage equal to the replacement value of
the structures shall also be required, with the City named as sole insured. Proposers
are on notice that the City may require higher liability limits if, in the opinion of the
City’s Risk Manager, the proposed program warrants it.

•

The operator shall be required to submit monthly statements of gross and net
receipts from all categories of income in a format approved by the City. At the end of
each operating year, the operator shall be required to submit a detailed income and
expense statement for the prior year’s operation. The operator shall be required to
maintain a revenue control system to ensure the accurate and complete recording of
all revenues, in a form and manner acceptable to the City.

•

The operator shall be responsible for regular pest control inspections and
extermination. To the extent that the operator applies pesticides to any property
owned or leased by the City, operator or any subcontractor hired by operator shall
comply with the City Code and limit the environmental impact of its pesticide use.

•

The operator shall be required to cooperate with the City during special events and
other unanticipated eventualities.

•

Smoking in any building is strictly prohibited. The operator shall be required to
adhere to and enforce this policy.

•

The operator shall be required to retain a qualified professional licensed (Oregon)
engineer or registered architect for design and construction of proposed capital work,
including project management of the construction project through completion. This
supervising architect or engineer shall be required to ensure that all construction
conforms to the plans approved by the City. Proposers shall be required to submit
the architect’s or engineer’s qualifications to the City for approval.

•

The operator shall be required to pay all taxes applicable to the operation of the golf
facilities. Gross receipts shall exclude the amount of any Federal, State or local taxes
which are paid by the operator.

•

The operator shall be required to comply with all laws relating to recreational access
for persons with disabilities. The operator is encouraged to exceed accessibility
requirements whenever possible, and not simply provide the minimum level required.

•

The operator shall be responsible for golf course membership costs into the Oregon
Golf Association and United States Golf Association.
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•

The operator shall comply with the requirements of the Recreation and Public
Purposes Act (1994) per the BLM agreement with the City of Redmond.
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SUBMISSION OF PROPOSALS
Proposal Submission Instructions
All proposals must meet the content requirements and format guidelines listed below in the
“Proposal Content Guidelines” section. The complete proposal shall be submitted by the due
date in a sealed envelope marked "Proposals to the City of Redmond for the Management,
Operation, and Maintenance of the Juniper Golf Course". A total of ten (10) copies of the
proposal shall be submitted in a sealed envelope, which details the business name, business
address, and contact person of the respondent.
Responses to this RFP are due and must be received by the City Recorder at City Hall (716 SW
Evergreen Avenue, Redmond OR 97756) no later than 4:00 p.m., Pacific Standard Time, on
October 29, 2010. Responses must be addressed to the attention of the Redmond City
Manager. No proposals shall be accepted after that time. Hand delivery before the deadline is
recommended. Proposals received after the time and date listed above shall be returned
to the proposer unopened.
Proposal Content Guidelines
Proposals should include the following:
•

A letter of interest containing relative information such as experience in providing like
services, background of the firm, and resumes of the principals involved.

•

Additional material such as brochures and photos, promotional material, references,
and supplemental graphics, applicable to the content of the proposal.

•

Signature by an individual authorized by the firm or partnership.

Each proposal submitted must include the following components:
Compensation Proposal
All respondents must submit a proposal that includes a compensation structure for the operator.
It is expected that the compensation proposal shall include provisions to incentivize the
Operator to increase course revenues and/or reduce course operating costs. As an example,
the compensation proposal may propose the terms of a graduated payment schedule tied to
revenues which would incorporate an annual guaranteed minimum payment. A graduated
payment schedule could be adjusted to offset significant capital commitments if proposed or
contemplated.
The operator shall maintain and provide to the City monthly and annual operating statements
reflecting net operating income. It is preferred by the City that the operator take its
compensation from gross revenues and take any remaining compensation or incentive pay at
the end of the contract year. It is also expected that the operator will have the financial capacity
to operate the course during the “slow season” without the need for financial support from the
City.
RFP: Juniper Golf Course
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In addition to the monthly payment, the operator shall be required to make an annual payment
to a Replacement Reserve Fund, which will be utilized to make repairs to/replace City-owned
equipment and fixtures utilized by the operator. This amount should be proposed based upon
the term of the agreement, and will be subject to negotiation.
THE CONSTRUCTION OF THE JUNIPER GOLF COURSE WAS FINANCED THROUGH THE
ISSUANCE OF TAX EXEMPT MUNICIPAL BONDS.
AS A CONSEQUENCE, THE
COMPENSATION PROPOSAL MUST CONFORM TO THE INTERNAL REVENUE SERVICE
RULES AGAINST “PRIVATE BUSINESS USE.” (See IRC sec 141(b) and Rev Proc. 97-13.)
PROPOSERS ARE ENCOURAGED TO CONSULT WITH A TAX ATTORNEY TO ENSURE
THAT THEIR COMPENSATION PROPOSAL DOES NOT VIOLATE THE TAX EXEMPT
STATUS OF THE JUNIPER GOLF COURSE CONSTRUCTION FINANCING.
Operations / Business Plan
Proposers must provide a detailed operations/business plan for the future operation of Juniper
Golf Course to include, at a minimum, the operations and maintenance elements described in
the “Project Components/Scope of Work” section of this RFP under “Operations and
Programming”. Proposers should include an estimated number of full-time and seasonal
employees respectively, and the positions these employees will fill.
Operating Experience / Minimum Qualifications
Proposers should submit a resume or detailed description of the proposer's professional
qualifications, demonstrating extensive experience in the renovation, management,
maintenance, and operation of golf facilities. Include the names and addresses of all corporate
officers of the entity submitting the proposal.
The City is seeking an experienced operator, preferably with experience in Central Oregon, and
preferably with experience managing or operating municipal or other public play courses.
Proposers must:
1. include a list of at least five (5) professional references associated with municipalities, or
other public play facilities, that can attest to the proposer’s experience and qualifications
in the management and operations of municipal and/or public play courses.
and/or
2. demonstrate long term success with operation and maintenance of similar facilities in
Central Oregon.
References, or applicable information submitted in support of local operational success, must be
able to describe such matters as the proposer’s financial and operational capability. Include the
name of the reference entity; a description of the nature of the listed reference’s experience with
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the proposer; the name, title, address, and telephone number of a contact person at the
reference entity.
Proposers should attach a list of all golf facilities managed, leased, or operated in the last ten
years, including current contracts (if contractually operated). Include: the name, type
(municipal, daily fee, private), and location of the facility; a description of the nature of the
business relationship with the facility; and, the length and current status of the contract (if
contractually operated).
Proposer should possess:
•

A minimum of ten (10) years experience in the following golf related fields:


Pro shop operations, including driving range;



Merchandise sales;



Golf cart operations;



Food and Beverage;

•

A Class A PGA Golf Professional to manage and operate the pro shop;

•

A Golf Course Superintendent with cool season turf grass experience and an Oregon
pesticide applicators license;

•

A competent record of employment or history of contract service in the operation of
similar golf facilities as verified and supported by references, letters, and other
necessary evidence from all employers, public or private.

Financial Capability
The proposer should have a demonstrated record of financial capacity and sustainability
commensurate with the obligations contemplated under this RFP.
Proposals should include:
•

Three years of financial statements or statements prepared in accordance with
standard accounting procedures documenting this financial capacity;

•

Supporting documentation of their financial net worth, including but not limited to
certified financial statements; balance sheets, which include both liquid and nonliquid assets; net operating income statements; tax returns for the past five (5) years.

Proposers should identify the intended source of all funds proposed to be invested in the facility.
If this information is proprietary, it must be identified as such and marked accordingly in the
response to the proposal.
EVALUATION AND SELECTION PROCESS
The City is interested in selecting a qualified firm with the ability to maximize net income to the
City/Operator partnership; providing a well maintained golf facility and a quality, affordable golf
experience for the residents of Redmond and visitors to Central Oregon.
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A selection team shall evaluate the proposals submitted and rank each firm’s proposal
according to the established criteria outlined below. Based upon this evaluation, the City may
choose to conduct oral interviews with two or more firms to clarify proposal or qualifications. The
City shall then enter into negotiations with the top ranked firm. If these negotiations are
unsuccessful, the City may undertake negotiations with the second-ranked firm. This procedure
shall, at the City’s discretion, continue until a final operational agreement is executed.
Proposal Evaluation Criteria
The following criteria shall bear significant weight in the selection process. Experience and
capabilities must be verified and documented.
•

Experience in municipal or public play golf course operations (20%);

•

Marketing and Business Plan (20%);

•

Fee proposal (20%);

•

Financial capacity and sustainability (10%);

•

Ability to provide golf course, building and grounds maintenance, tee time services,
retail sales, and golf instruction (10%);

•

History of customer service, and approach toward measuring and achieving
customer satisfaction (10%);

•

History of compliance with obligations and responsibilities assumed at similar
operations (5%);

•

Proposed management team and staffing levels (5%);

CITY RESPONSIBILITIES
The City shall provide potential operators with:
•

Appropriate background material related to current and recent historical operation of
Juniper Golf Course, including budget and staffing levels;

•

Additional documents such as site maps, photographs, aerial photos, and diagrams;

•

Logistics for required meetings or interviews.

This project shall be administered by the City of Redmond. All questions, correspondence, and
information requests should be addressed to:
Chris Doty, Director of Public Works
City of Redmond Public Works Department
875 SE Veterans Way
Redmond, OR 97756
Phone: 541.504.2001
Fax: 541.548.0253
Email: chris.doty@ci.redmond.or.us
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CITY RIGHTS
The City of Redmond reserves the right to postpone, amend or cancel this RFP or to reject all
proposals if, in its judgment, it deems it to be in the best interest of the City.
The City shall not be liable for any costs incurred by proposers in the preparation of responses
or for any work performed in connection therein.
Technical addenda issued by the City shall be the only authorized method for communicating
and clarifying information to all potential proposers. Proposers should contact the Project
Manager before submitting a proposal to verify that any and all addenda issued has been
received. Proposers shall acknowledge the receipt of any addenda in the proposal submission.
THE GENERAL REQUIREMENTS
Hold Harmless Provision
Indemnification:
Operator shall indemnify, defend, and hold harmless City, its City Council, boards,
commissions, officials, employees, and volunteers (“indemnities”) from and against any and all
loss, damages, liability, claims, suits, costs and expenses whatsoever, including reasonable
attorneys’ fees (“claims”), arising from or in any manner connected to operator’s negligent act or
omission, whether alleged or actual regarding performance of services or work conducted or
performed pursuant to the agreement. If claims are filed against indemnitees which allege
negligence on behalf of the operator, operator shall have no right of reimbursement against
indemnitees for the costs of defense even if negligence is not found on the part of operator.
However, operator shall not be obligated to indemnify indemnitees from claims arising from the
sole or active negligence or willful misconduct of indemnitees.
Indemnification for Claims for Professional Liability
As to claims for professional liability only, operator’s obligation to defend indemnitees (as set
forth above) shall be limited to the extent to which its professional liability insurance policy
provides such defense costs.
Insurance
On or before the commencement of the term of the agreement, operator shall furnish City with
certificates showing the type, amount, class of operations covered, effective dates and dates of
expiration of insurance coverage. Such certificates, which do not limit operator’s indemnification,
shall also contain substantially the following statement: “Should any of the above insurance
covered by this certificate be canceled or coverage reduced before the expiration date thereof,
the insurer affording coverage shall provide thirty (30) days’ advance written notice to the City of
Redmond by certified mail, Attention: Risk Manager.” It is agreed that operator shall maintain in
force at all times during the performance of the agreement all appropriate coverage of insurance
required by the agreement with an insurance company that is acceptable to the City and
RFP: Juniper Golf Course

Page 16

84

licensed to do insurance business in the State of Oregon. Endorsements naming the City as
additional insured shall be submitted with the insurance certificates.
Coverage
Operator shall maintain the following insurance coverage:
Workers’ Compensation and Employer’s Liability
Worker’s Compensation coverage with statutory limits as required by the State of Oregon.
Employer’s Liability coverage with limits of at least $2,000,000.
General Liability
Commercial general liability coverage in the following minimum limits:
Bodily Injury:

$1 million, each occurrence
$2 million, aggregate – all other

Property Damage:

$500,000 each occurrence

If submitted, combined single limit policy with aggregate limits in the amounts of $2,000,000
shall be considered equivalent to the required minimum limits shown above.
Automotive
Comprehensive automotive liability coverage in the following minimum limits:
Bodily Injury:

$1,000,000 each occurrence$2,000,000
aggregate

Property Damage:

$500,000 each occurrence

Combined Single Limit:

Limits in the amounts of $2,000,000 shall
be considered equivalent to the required
minimum limits shown above.

Professional Liability
Professional liability insurance, which includes coverage for the professional acts, errors, and
omissions of operator, in the amount of at least $1,000,000.

RFP: Juniper Golf Course

Page 17

85

Subrogation Waiver
Operator agrees that in the event of loss due to any of the perils for which it has agreed to
provide comprehensive general and automotive liability insurance, operator shall look solely to
its insurance for recovery. Operator hereby grants to City, on behalf of any insurer providing
comprehensive general and automotive liability insurance to either operator or City with respect
to the services of operator, a waiver of any right to subrogation which any such insurer of said
operator may acquire against City by virtue of the payment of any loss under such insurance.
Failure to Secure
If operator at any time during the term hereof should fail to secure or maintain the foregoing
insurance, City shall be permitted to obtain such insurance in the operator’s name or as an
agent of the operator and shall be compensated by the operator for the costs of the insurance
premiums at the maximum rate permitted by law and computed from the date written notice is
received that the premiums have not been paid.
Additional Insured
The City, its City Council, boards and commissions, officers, employees and volunteers shall be
named as an additional insured under all insurance coverages, except any professional liability
insurance, required by the agreement. The naming of an additional insured shall not affect any
recovery to which such additional insured would be entitled under this policy if not named as
such additional insured. An additional insured named herein shall not be held liable for any
premium, deductible portion of any loss, or expense of any nature on this policy or any
extension thereof. Any other insurance held by an additional insured shall not be required to
contribute anything toward any loss or expense covered by the insurance provided by this
policy.
Sufficiency of Insurance
The insurance limits required by City are not represented as being sufficient to protect operator.
Operator is advised to confer with its insurance broker to determine adequate coverage for
operator.
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APPENDIX
A. “Operational Review and Recommendations for Juniper Golf Course” (National Golf
Foundation Consulting, Inc., March, 2010)
B. FY09/10 Financial Statement (thru May 31, 2010)
C. FY10/11 Operating Budget and Prior Year Budget Data
D. Juniper Fixed Asset and Equipment Inventory List
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APPENDIX A:
“Operational Review and Recommendations for Juniper Golf Course” (National Golf Foundation
Consulting, Inc., March, 2010)

The appendix to the above NGF study is available upon request.
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Operational Review and Recommendations
For Juniper Golf Course

Prepared For:

City of Redmond
Attn: David Brandt
716 SW Evergreen Street
Redmond, OR 97756

Prepared By:

1150 South U.S. Highway One, Suite 401
Jupiter, Florida 33477
(561) 744-6006

March, 2010

89

Operational Review and Recommendations
For Juniper Golf Course

90

Table of Contents
INTRODUCTION .............................................................................................................................1
SUMMARY CONCLUSION AND RECOMMENDATIONS ............................................................2
Business Model / Operating Structure .....................................................................................2
Background ......................................................................................................................... 2
Current Operating Model ...................................................................................................... 3

Recommended Market Positioning ..........................................................................................4
Marketing Communication / Branding......................................................................................4
Recommended Operating Structure ........................................................................................5
REVIEW OF FACILITIES................................................................................................................7
Project Background ..................................................................................................................7
Facilities Physical Review ........................................................................................................9
Site ................................................................................................................................... 10
Arrival ............................................................................................................................... 11
Soils.................................................................................................................................. 11
Irrigation Water .................................................................................................................. 12
General Course Conditions ................................................................................................. 12
Safety ............................................................................................................................... 16
ADA Compliance ............................................................................................................... 16
On-course Facilities ........................................................................................................... 16
Maintenance Operations..................................................................................................... 16

Primary Issues of the Golf Course.........................................................................................17
Planning and Study Recommendations ............................................................................... 18
New Equipment Acquisition ................................................................................................ 19
Customer Experience Upgrades (Site)................................................................................. 19
Customer Experience Upgrades (Management)................................................................... 20

MARKET ENVIRONMENT............................................................................................................21
Demographics Summary........................................................................................................21
Economic Overview................................................................................................................22
Redmond .......................................................................................................................... 22
Oregon .............................................................................................................................. 24
Central Oregon .................................................................................................................. 24

Golf Market Supply and Demand Indicators..........................................................................25
National Trends in Golf....................................................................................................... 26
Local Golf Demand ............................................................................................................ 26
Golf Supply Factors ............................................................................................................ 27

91

COMPETITIVE GOLF MAR KET...................................................................................................30
Juniper Golf Course Primary Competitors.............................................................................31
Summary Information – Primary Competitors ....................................................................... 31
Summary Operating Data – Primary Competitors ................................................................. 32
Profiles – Primary Competitors ............................................................................................ 35
Secondary Competitors ...................................................................................................... 39
Private Clubs ..................................................................................................................... 40
Regional Golf Surveys - 2009 ............................................................................................. 41
Central Oregon Golf Trail.................................................................................................... 42
Fee Discounting ................................................................................................................. 42
Significant Findings / Market Conclusions ............................................................................ 43

JUNIPER GOLF COURSE GOLF OPERATIONS REVIEW........................................................46
History of the new Juniper Golf Course.................................................................................46
Land Acquisition / Funding for Construction ......................................................................... 46
Construction ...................................................................................................................... 46
Market Positioning / Business Model ................................................................................... 47

Administration and Management ...........................................................................................48
Fees ........................................................................................................................................48
Membership ............................................................................................................................50
Facility Access Issues ............................................................................................................51
Staffing....................................................................................................................................51
Operating Performance of Juniper Golf Course ....................................................................52
Overall Results FY 2005-06 to FY 2008-09 .......................................................................... 52
Rounds Played and Revenues ............................................................................................ 54
Expenses .......................................................................................................................... 56

Capital Improvement Program / Master Plan.........................................................................58
Long Range Plan ....................................................................................................................58
Clubhouse...............................................................................................................................60
Food & Beverage Operation ..................................................................................................61
Customer Satisfaction ............................................................................................................61
Marketing ................................................................................................................................62
Accounting / Record-Keeping / Point of Sale System ...........................................................63
Pace of Play............................................................................................................................64
Marshals / Rangers / Starters ................................................................................................64
OPERATIONAL STRUCTURE OPTIONS....................................................................................66
Management Options .............................................................................................................66
Self-Operation by Municipality............................................................................................. 66
Full Service Management Contract...................................................................................... 67
Concession Agreement ...................................................................................................... 69
Contracting the Maintenance Only ...................................................................................... 70

92

Operating Lease ................................................................................................................ 70

NGF CONSULTING FINDINGS AND RECOMMENDATIONS....................................................72
Physical Golf Course Issues ..................................................................................................72
Marketing ................................................................................................................................72
Signage............................................................................................................................. 72
Stay and Play .................................................................................................................... 73
Cooperative Marketing ....................................................................................................... 73
Loyalty Program................................................................................................................. 73
Direct Selling / Tournaments............................................................................................... 73
E-mail Database Marketing / Website.................................................................................. 73

Food & Beverage....................................................................................................................74
Staffing / Expense Budget......................................................................................................74
Accounting / Bookkeeping......................................................................................................75
Customer Service...................................................................................................................75
Pace of Play............................................................................................................................76
Marshals / Rangers ................................................................................................................76
Clubhouse...............................................................................................................................77
Driving Range .........................................................................................................................77
Business Model / Operating Structure ...................................................................................77
PROJECTED ECONOMIC PERFORMANCE FOR THE JUNIPER GOLF COURSE ................78
NGF Consulting Projections For Juniper Golf Course GC ....................................................78
Activity Levels / Departmental Revenues ............................................................................. 78
Operating Expenses ........................................................................................................... 79
Operating Cash Flow Statement ......................................................................................... 79
Results.............................................................................................................................. 80

Utilization of Financial Projections .........................................................................................81
APPENDICES................................................................................................................................82

93

Introduction
National Golf Foundation Consulting, Inc., a subsidiary of the National Golf Foundation, was
retained by the City of Redmond to perform a comprehensive review of the Juniper Golf Course,
which is owned by the City of Redmond and operated by the Juniper Golf Club, Inc. The City
needed an independent consulting firm to review the City’s municipal golf operation, and to
make recommendations for its future management and operation in light of the recent inability of
the current management team to meet debt obligations related to the golf facility’s construction.
The following study includes a physical and qualitative review of the golf course and support
amenities, current market positioning, marketing strategies, management structure, staffing,
operational practices, and contractual agreements.
The overall goal of the study is to identify strategies and policies than can be practically
implemented to improve the overall economic performance of Juniper Golf Course so that it is
self-sufficient in terms of meeting operating expenses, debt obligations, and capital
requirements. NGF Consulting understands both the importance of the economic performance
of the facility as well as the significance of the facility in the Redmond community, both
historically and as a positive recreation amenity for the City’s citizens.
The results of this review will be used to assist the City of Redmond officials in determining the
appropriate course of action for the future of Juniper with regard to management, operations,
and capital improvements. Throughout this report, we may refer to alternative names for:
Juniper Golf Course (“Juniper Golf Club,” “Juniper GC”); the City of Redmond (“City”), and
National Golf Foundation Consulting, Inc. (“NGF Consulting,” “NGF,” or “NGFC”).
The key consultants contributing to this study effort were Ed Getherall, Senior Project Director at
NGF Consulting, and Forrest Richardson, owner and President of Forrest Richardson &
Associates. Activities conducted in completion of this report included: field research; statistical
and financial analysis; meetings with key City officials; meetings with key golf operations
personnel at Juniper Golf Course; interviews and meetings with Juniper Golf Club and Public
Building Corporation Board members; a tour and agronomic inspection of the golf course;
interviews with area golf operators; and interviews with area golfers. Further, NGF staff
consultants visited key competing public golf facilities to gain an understanding of the market
dynamics that help shape operating results at Juniper GC.
NGF Consulting would like to thank: the City Manager and Assistant City Manager; Juniper
GC’s General Manager, Head Golf Professional, Superintendent, and Food & Beverage
Manager; and other key staff of the golf course and the City who contributed greatly to this study
effort. We would also like to thank market golf operators for their cooperation in providing timely
and comprehensive data and other information. Following is the consultants’ report on the City
of Redmond municipal golf operation and our recommendations for its future.
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Summary Conclusion and
Recommendations
The following is a summary of the significant findings and recommendations made by National Golf Foundation Consulting,
Inc. (NGF Consulting). The supporting text and tables are found in the body of the attached report and appendices.

NGF Consulting’s findings with respect to the operations review of Juniper Golf Course are
detailed in the body of this report. The overall goal of the study was to identify strategies and
policies than can be practically implemented to improve the overall economic performance of
Juniper Golf Course so that it once again becomes self-sufficient in terms of meeting operating
expenses, debt obligations, and capital requirements. NGF Consulting understands both the
importance of the economic performance of the facility as well as the significance of the Juniper
Golf Course in the Redmond community.
NGF Consulting’s review of operations for the City of Redmond’s Juniper Golf Course revealed
a highly regarded facility that has had numerous accolades bestowed on it, but which has
suffered recently in the face of intense competition, facility-specific issues, and other factors.
Chief among these other factors is the troubled Central Oregon economy, which has been
devastated due to the virtual collapses of the housing and construction industries, as well as the
drop in tourism and the resulting decline of the service industry that supports it. NGF noted
many positive attributes of Juniper GC, including a very well maintained and aesthetically
beautiful golf course, an active membership base that has contributed many volunteer hours to
help keep the course and rounds in top condition, and a quality management team and staff that
love Juniper Golf Course and rightfully take significant pride in it.
Our review also revealed some deficiencies from management, marketing, and overall
operational perspectives that present opportunities for improvement. Based on our analysis and
findings, NGF Consulting has prepared a series of key recommendations for the continued
operations of Juniper GC. These recommendations, which focus on several key issues as
communicated to NGF by the City of Redmond, are documented in the ‘NGF Consulting
Findings and Recommendations’ section of this report. Below, we present our findings and
recommendations with respect to the primary issues of the facility’s business model, market
positioning, and operating structure.

BUSINESS MODEL / OPERATING STRUCTURE
Background
NGF was not made aware of any feasibility/due diligence study that was undertaken in advance
of the construction of the new golf course. If this type of feasibility/business planning was not
undertaken, this lack of due diligence may have contributed to the facility not being positioned
optimally from a pricing standpoint. NGF is told that the new Juniper GC was at least partly
modeled after Bend Golf & Country Club, and pricing of daily fees and member dues for the new
facility seems to have been more heavily influenced by the fact that annual debt service was
going to rise from $60,000 to $500,000, rather than by golf market supply and demand factors
or local demographics. Fees also seem have been influenced more heavily by the accolades

National Golf 95
Foundation Consulting, Inc. – City of Redmond, Oregon – 2

that Juniper received and its reputation as one of the top municipal courses in the state rather
than by market realities.
The change in market positioning was one of several factors that contributed to problems at
Juniper Golf Course from inception. The new Juniper GC opened in July 2005 to immediate
market acceptance, and subsequently received several accolades. However, despite opening to
high demand for tee times, several factors acted to reduce demand and constrain revenues
over the years, including:
•
•
•
•

The difficulty of the golf course (exceptionally tall fescue, blind shots, unfamiliarity,
lost balls, golfers playing the wrong tees, speed of the greens, 5.5 to 6 hour rounds).
Other course issues related to under-funding of the project (e.g., not being able to
blast certain ridges, resulting in blind shots; shortcomings of the clubhouse).
Access issues – at the time of the opening, Juniper had about 437 members, making
it difficult for both members and, especially, daily fee players to get on the course
when they wanted to.
Price point – daily fee rates and membership costs went up significantly at the new
Juniper GC. For instance, memberships that cost about $100 per month at the old
course (before capital campaign for new course began) went up by 50% or more.
Also, equity memberships (could be re-sold) became non-equity.

As a result of these issues and other market factors (e.g., increased competition and, more
recently, the economy), about ±130 members left by the end of FY 2006 and membership now
stands at just under 200. Additionally, many daily fee players who had bad experiences due to
pace of play, difficulty, and access issues never returned or came back only infrequently.
Worse, they told their friends about their bad experiences, contributing to a mixed market
perception about Juniper GC, which has not been helped by insufficient or ineffective marketing
over the years.
Neither pricing nor the business model (heavily member oriented, fine dining, etc.) seemed to
be reflective of Redmond’s demographic or economic realities, or the fact that Juniper GC is a
municipal golf course. This apparent mismatch was not as problematic in the early years of
operation, as Juniper GC enjoyed strong revenue performance and was able to meet all
expenses and the annual debt service. However, with the downturn in the economy and the
continued attrition of members, NGF Consulting believes that the business model, including
market positioning, of Juniper GC needs to be reconsidered.

Current Operating Model
NGF experience has shown that the semi-private operating model, especially in the context of a
municipal golf course that is supposed to be equally accessible by all residents, can be very
problematic when there is an over-reliance on member-generated revenue and activity. When
membership starts to fall, for any reason, it can be very difficult to gain the needed market share
in the daily fee segment (against competitors that have been competing aggressively in this
segment for many years) to make up for lost revenues on the membership side. Also, even
when membership is near capacity, there is the inherent managerial problem of “serving two
masters” – the member base and the general public.
NGF Consulting interviews with current and former members and employees, area public
golfers, and market golf operators revealed that Juniper GC, its management, and its members
adhered closely to a “club mentality”, despite the fact that Juniper is a municipal golf course
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open to the public. Additionally, several elements of the operation are more reflective of a
private club than a municipal golf course, such as the members-only area of the website, the
daily blocked tee times, the initial emphasis on fine dining (not as much anymore), and quarterly
food minimums. Also, NGF Consulting has seen Juniper GC listed as “semi-private” in some
local golf publications.

RECOMMENDED MARKET POSITIONING
NGF believes that the City and Juniper GC management need to rethink the business model /
market positioning of the golf course, with an emphasis on ensuring equal access for the
various user groups and creating strong value for the golf consumer. Despite its very high
quality and accolades, Juniper may not be able to command the green fees it was charging
when the economy was not in severe recession and the membership base was much larger.
Creating a strong perception of value, and communicating a consistency of message (e.g.,
Juniper Golf Course is open and welcoming to the public) with regard to the golf course, is
integral to maximizing its economic potential. By setting, and adjusting as needed, fees based
on golfer demand and market forces, Juniper GC should be able to drive volume and gain
market share by promoting a stronger value (sacrificing some average rate for volume of play).
We recommend that management segment fees between locals (either Redmond or tri-County)
and visitors even further than they have with introduction of this year’s $5 and $10 resident
discounts. Instituting and building a successful loyalty / frequent player program should also be
a high priority. Finally, NGF believes that, under the revised business model, the City should
consider offering annual passes, with lower fees and fewer privileges in terms of course access
(especially during the peak season) than the current memberships.
Aside from price, the other necessity to creating strong value and gaining customer loyalty is the
consistency of the product itself. Because of the difficulty of the golf course, Juniper GC is
currently not conducive to drawing a high degree of repeat play from non-member golfers.
Playing the course, especially for those unfamiliar with it, can be an ordeal due to blind shots,
natural desert areas, very fast greens, and often windy conditions. Finding ways to continue to
soften the golf course should pay off in increased repeat play. The course – speed of greens,
pin placement, etc. – does not have to be “tournament ready” on a daily basis, and the set-up
should be such that it encourages repeat play and loyalty among both local and visiting golfers.

MARKETING COMMUNICATION / BRANDING
Juniper GC is an aesthetically beautiful, well regarded and very well maintained golf course that
offers a unique golf experience and has a great story to tell. Key points in marketing
communications should focus on the strong layout and “wild appeal” points of Juniper Golf
Course, with less of an emphasis on how “punishing” the golf course is. Better photography,
more emphasis on affordability and value, and promotion of the “fun” nature of the course
should be integral components of marketing efforts. Additionally, management should continue
to emphasize the awards and honors received by the facility. Juniper GC should not be
regarded as a “best kept secret” or be known primarily for being overly punitive. The primary
goal of re-branding Juniper Golf Course should be to establish the facility as a “premier
destination” municipal golf course. Finally, there should be consistency in whether the name of
the facility is “Golf Club” or “Golf Course”.
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RECOMMENDED OPERATING STRUCTURE
As detailed in this report, Juniper Golf Club has initiated, or plans to initiate, several measures
intended to counteract the downturn in operating results and get the facility back to the point
where it can comfortably cover its debt payments to the City. NGF Consulting has also made a
number of operational recommendations in this report that, if implemented, should result in
improved economic performance at Juniper Golf Course. However, we believe that several
primary issues preclude the City from maximizing economic performance under the current
operating structure:
1. NGF Consulting interviews with representatives of several constituencies of Juniper Golf
Course revealed that there is at least a perception or undercurrent of “cronyism” among
management and the membership base. Our review also revealed that current
management and staff love Juniper Golf Course, take pride in it, and are skilled
and dedicated employees. However, the interrelationships between management,
members, and the Boards of both Juniper Golf Club and the Public Building
Corporation seem to present an inherent conflict of interest and, in some cases,
an impediment to implementing best business practices, which is a necessity
when golf is set up as a self-sustaining enterprise fund competing with private
enterprise rather than as a subsidized municipal recreation amenity.
2. NGF Consulting has illustrated several areas in which we believe management has been
reactive rather than proactive (e.g., institution of resident discounts, creation of new
membership categories, embracing daily fee play, renewed emphasis on marketing, etc.)
It appears to have taken a severe downturn in business in 2009, as well as missing the
debt payment to the City, to prompt some of the current and proposed initiatives. NGF
has concluded that a fundamental reason that management may have been
reactionary in some circumstances has been the lack of a profit motive (other than
to meet the debt service payment to the City) and/or performance-basedincentives (other than to remain the management entity at Juniper).
3. NGF notes in the body of this report a high expense structure at Juniper from a general
& administrative and food & beverage standpoint. The total operating budget for general
and administrative expenses and food & beverage was $1.6 million in FY 2007 - quite
high for this type of golf facility, based on NGF research and the total operating budgets
noted at some of Juniper’s chief competitors. (Conversely, the maintenance budget is
very reasonable for a golf course of this quality, especially given the unique challenges it
presents from a maintenance perspective). By FY 09, non-maintenance expenses have
been trimmed back to a more reasonable $1.24 million. Total operating expenses,
excluding depreciation and interest, peaked at $2.05 million in FY 07 and have
subsequently declined by 14.1%. Cuts in the F&B cost center ($202,375, or 28.6%)
accounted for most of the savings, while other general and administrative expense
reductions totaled $154,000, or 17.3%. Labor costs represent the largest single expense
item for Juniper GC, accounting for about 53% of total operating expenses (excluding
depreciation, debt) in FY 09, up from 47% in FY 06. During the same time period, labor
expense per round has increased by 34%, to just under $26 per round.
NGF Consulting has concluded, based on the highly competitive nature of the golf
market and the high annual debt service, that Juniper GC may not be capable of
efficiently supporting three top level administrative positions - General Manager, Head
Golf Professional, and Food & Beverage Manager. A facility of the caliber of Juniper GC
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certainly needs a very strong on-site General Manager / Director of Golf with expertise in
all aspects of golf facility management, marketing, and operations, including food &
beverage. We believe that the second top administrative position at Juniper GC
should be geared more towards a direct “revenue-producing” role, with a position
title such as “Marketing Director” or “ Director of Sales”, and perhaps
incorporating a “base plus commission” type compensation structure. The main
duties of this second in command position should be: banquet/meeting and
tournament sales and facilitation; annual pass sales; building of a frequent
player/loyalty program; merchandising; customer service; and continued building
of a strong teaching and player development program.
NGF Consulting concludes, for the reasons discussed above, and especially in light of the very
competitive Central Oregon golf market and local/regional economic realities, that the City of
Redmond should consider changing the operating structure at Juniper Golf Course so that the
operator, whether it be Juniper Golf Club or another entity, has a profit motive and incentive to
increase net revenues. We believe there is a sufficient level of revenues and upside potential,
as well as opportunity to further trim expenses in the general and administrative and food &
beverage cost centers, to support this type of operating structure. More important, it is likely that
the agreement could be structured in such a way that the burden of operating risk will be
transferred to the private operator, with the City guaranteed a minimum rent payment (equal to
at least the yearly debt service), in exchange for the operator retaining most of the profit over
and above that minimum payment.
The most likely potential operating structures that this type of agreement would fall under would
be an operating lease or an incentive-based management contract that involves a nominal
management fee and a profit sharing arrangement based on revenue thresholds. With a longerterm lease, the private operator would likely be responsible for at least a share of capital
improvement funding at the facility, which is important at Juniper GC given the current lack of an
adequate capital reserve and the deferred equipment purchases.
Should the City decide to adopt such an operating structure for Juniper Golf Course, it could
either renegotiate terms with the Juniper Golf Club, Inc. (via Public Building Corporation) or go
to bid to find out what types of terms might be proposed by outside entities. In either case, it is
essential that the agreement between parties be carefully constructed in terms of oversight,
compliance, and other provisions to protect the City’s interests and the golf course asset, but
not be restrictive to the point that it prevents the operator from running the golf course like the
business that it is. The City should also be vigilant in establishing that either the Juniper Golf
Club, under a restructured agreement, or a new management team has the financial strength to
guarantee the minimum required annual payments and withstand down years (which seem
inevitable, given the vagaries of the local climate and the golf business in general).
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Review of Facilities
In this section of the report, we will present a historical perspective of the Juniper Golf Course,
summarize the inventory of facilities, and review the physical condition and maintenance
standards of the golf course and support amenities/structures.

PROJECT BACKGROUND
The 18-hole Juniper Golf Course is an original design of John Harbottle, ASGCA. The current
course was the result of an undertaking to replace the former Juniper Golf Course that was
located several miles to the north. The former layout (see Appendix A) was abandoned in favor
of the new layout, allowing land at the original site to be available for other purposes.
The reported budget for the new course was $3.1 million, exclusive of costs associated with
land acquisition, infrastructure, and clubhouse and maintenance facility construction (more
detail later in this report). In 2004-05, this was a very low allowance for construction. It is
commendable that the course was completed to the quality level of the finished product. One
enabling factor was the decision to embrace and use the natural landscape without much
grading or change to the landforms.
Opened in 2005, the new facility is an 18-hole course with multiple tee boxes allowing a playing
yardage of just under 7,200 yards (back tees) to a yardage of 5,500 yards (forward tees). Par is
72 with a diverse complement of hole lengths and variety. The course rating of the new course
is 74.0 from the back tees (men’s), varies from 68.3 to 72.4 from the mid-range tees (also
men’s), and from 70.7 to 72.8 from the forward tees (women’s rating). Slope ratings range from
117 to 130.
In comparison to the original Juniper layout, which opened in 1951 with 9 holes and later
expanded to 18 holes, the new course incorporates modern infrastructure, including a state-ofthe-art irrigation system. Shaping, detailing and the overall challenge of the new course is quite
contrasting to the older layout which, although picturesque and pleasant, was fairly plain,
somewhat flat and had been described as being “outdated” with respect to nearly all categories
- irrigation, aesthetics, bunkering and length.
In addition to the golf course, Juniper GC includes a 20-tee grass driving range, maintenance
facility, and clubhouse, which features underground cart storage, a fully stocked pro shop, and
“The View” restaurant.
The new Juniper Golf Course opened on July 2, 2005 to immediate market acceptance, and
subsequently has received several accolades. The facility has received Golf Digest Awards as
one of the "Top Ten New Courses for 2006,” "Best Places to Play in 2008,” and "2009 Best
Municipal Golf Course in Oregon.” Juniper hosted the Oregon Open in 2007 and will host it
again in 2010, in addition to the USGA Amateur Qualifier, as it has each year since the new
course opened. In September, Juniper will host the Pacific Northwest Golf Association Mid
Amateur tournament for the first time.
Despite opening to much fanfare, acclaim, and demand for tee times, several factors related to
the difficulty of the course, access issues, price point, operating structure, and the extent of the
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initial funding for the project have acted to reduce demand and constrain revenues over the
years. These factors will be discussed in greater detail in the body of this report.
The maps below show the location of Juniper Golf Course in Redmond, from both local and
regional perspectives.
Local View

National Golf101
Foundation Consulting, Inc. – City of Redmond, Oregon – 8

Regional View

FACILITIES PHYSICAL REVIEW
The purpose of evaluating the physical aspects of the Juniper facility is to address, on a “global
basis,” the fundamental conditions and issues associated with the property, and to establish a
baseline for where the golf courses stand today. We can then provide direction on goals,
priorities, and approaches that should be considered by the City as it makes parallel decisions
on matters pertaining to management, operation, and potential restructuring of its golf program.
This evaluation comprises a physical assessment of the Juniper Golf Course, an 18-hole public
golf facility leased by the City of Redmond, Oregon from the U.S. Bureau of Land Management.
Forrest Richardson & Associates was engaged to conduct the evaluation by the National Golf
Foundation. Mr. Richardson is the author of two books on golf course architecture, including an
extensive work, Bunkers, Pits & Other Hazards (John Wiley & Sons, 2005), in which he includes
significant perspectives on classic era golf course design, restoration, renovation and
maintenance issues associated with older golf courses. Mr. Richardson visited and inspected
the subject facility in January 2010.
The evaluation covers the base facilities (i.e., the golf course, practice areas, and maintenance
facility.) The evaluation does not provide in-depth evaluation of infrastructure or systems. More
in-depth study, evaluation, and analysis may be required to act upon conclusions presented
within this report.
The method for evaluating the facilities involved a physical tour of the facility and interviews with
staff charged with caring the facilities. Additional insight was gained from review of accessible
documents from the facility, as well as interviews with professionals familiar with the golf
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operation, principals involved in the original design and construction, and operators of
comparable facilities in this region and in other similar climate areas.
Findings are compared to similar courses and operations that have been observed both recently
and over the last 15+ years by Mr. Richardson and NGF Consulting, and conclusions are made
regarding the relative maintenance condition of the subject course. Maintenance staffing
recommendations are based on factors unique to each course, such as configuration, layout,
turf acreage, expected use levels, and not based on any ‘industry standard.” Please reference
the many pictures contained in Appendix B that support the conclusions made in this section.

Site
The setting is a dramatic terrain with volcanic rock at the surface and natural vegetative cover
left in place between fairways and surrounding the golf holes. The lava flow that defines the
area is referred to as the Badlands Excursion, a flow dating back 80,000 years. The lava flow
created a basalt layer at the surface with craggy pieces of volcanic rock and occasional heaps
and outcrops throughout the land. This terrain is prevalent throughout the Redmond area. In
general, the upper layers of the golf course land are workable, but excavation can be difficult at
any depth immediately below the surface. Rock abounds in the region and is problematic for
construction and trenching. The original construction work for the golf course confirms this fact,
as several rocky areas exceeded the capacity of equipment and the scope of the golf course
construction contract.
The site is gently rolling with rises and falls accounting for 40-50 feet across the site. The golf
course sits in a rectangular parcel except for the western edge, which is diagonal along an
active railroad line. This edge is also flanked by tall and noticeable power lines. Land to the
north consists of airport property. To the east is State land that may possibly be developed in
the future with industrial uses. To the south is land controlled by the U.S. Bureau of Land
Management. To the west, in addition to the railroad and power easements, is land that has
been earmarked for a new alignment for Highway 97. This new alignment will be generally
parallel to the golf course property along the west.
Natural vegetation consists of juniper trees (specifically including Juniperus occidentalis),
several native grass varieties, and sagebrush vegetation common to this region of Oregon.
While the site has natural vegetation throughout, surface rock is just as prevalent and is found
everywhere.
The annual rainfall in the Redmond, Oregon area is less than 9.0 inches; there are several
regional microclimates due to nearby mountains and weather patterns. The area where Juniper
GC is situated is among the driest in the region and also is purported to have a milder climate
than areas located just a few miles away.
The shaping of the course follows the natural terrain, with holes falling between and across
ridges, and through gentle valleys. In some areas, outcrops of volcanic rock form striking
backdrops and interesting obstacles. Views from the site are spectacular. Distant mountains
(the Sisters and Mt. Hood) and horizons are evident from nearly the entire course, including the
practice and clubhouse areas. The setting, largely due to the self-contained nature of the course
property (with no housing or development interrupting the routing) and the territorial views, is
exceptional and a great attribute to the facility.
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Arrival
Getting to the golf course can be difficult due to several turns necessary to access the entry
drive. If not familiar with the local streets and area, it is easy to miss a turn and become lost.
Signage directing people to the course is very poor on public streets. There are a few off-site
signs, but they are insufficient. Of great assistance would be typical recreation/tourist-oriented
directional signs such as those recommended within U.S. Department of Transportation
“Manual on Uniform Traffic Control Devices.”
Once near the course, an off-site sign shows the way to the course, but this sign is too small
and does not command the attention that a regulatory-like (D.O.T. formatted) sign would have.
The small intersection immediately before the entry drive to the course has a larger directional
sign, but this sign is set among an array of utility poles and pedestals (see photos in Appendix
B).
The entry driveway itself is moderately landscaped. A fountain feature sits to the right as cars
make their way to the club drop area and parking. In general, it is a “busy” landscape with
juniper stumps set among rocks, signage, the nearby fountain, and some non-native plantings.
Detracting from the procession to the clubhouse is the alignment of the drive, which
unfortunately orients vehicles toward the service area of the clubhouse and then directly across
the parking lot, which is set at a slope toward the arriving customers. Berms and landscaping
could have avoided the views across the parking lot. Landscaping, because it is mostly native
and subtle, does not soften either of these views.
The parking lot is well configured and appears adequate. The walks from the lot meander to the
main entrance, which is well landscaped and easily seen. Overall, the arrival experience is
compromised and seems to have much more potential considering the great views and vistas.
The process of reaching the main entry seems relatively easy to address through off-site
signage.

Soils
No in-depth soils analysis was performed as part of this evaluation. A report authored by the
U.S.G.A. in May 2005 acknowledges no adversary soil conditions beyond typical concerns with
native soils being used as a growing medium for golf turfgrass. The U.S.G.A. report cites
ongoing measures that may improve soils, but highlights no detrimental conditions in the native
soils themselves that would preclude turfgrass growth under normal agronomic practices and
amendments. Soil amendments were added to the upper layer of soil as part of
construction/grow-in work.
Soils appear to drain well and there are no indications of any environmentally compromised
soils from previous uses of the site, or portions thereof. The City indicates that the site was
native and undisturbed prior to acquisition for the golf improvements.
Of note by maintenance staff is that soils vary from area to area on the course. This appears to
be the result of issues with topsoil management during construction. According to staff, there
were budget influences that caused less topsoil to be used for plating in some areas than
others. The root of this issue appears to be the unforeseen difficulties in site rock during grading
operations. Staff noted that excavation operations during construction required more work than
called for within the contract scope, so less overall excavation (than per the plans) was
accomplished. Ultimately it was a combination of not having ample available topsoil, and the
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need to use whatever topsoil was available as plating for encountered rock, that has resulted in
the soil variances across the golf course.

Irrigation Water
The irrigation source for the golf course is well water. There is no cost for water except the
power to pump, system maintenance costs, and capitalization costs for equipment replacement.
Water quality is reported to be very good, with no issues at present. As always, regular water
quality and pressure tests are a good investment to monitor changes in quality that may occur
due to factors such as nearby development and other wells in operation within the proximity to
the golf course well.

General Course Conditions
The overall condition of the golf course is excellent. There appear to be no major issues with
any of the original construction that preclude these good conditions to continue. As discussed in
the following sections, some of the budget constraints affecting the scope and construction
contract for building the course may lessen the lifespan of certain components of the golf
course. (Refer to “ASGCA Life Cycle Chart” in Appendix C)
According to the maintenance staff, there are 110 acres of turf. Staff has a goal to mow all areas
of improved turf at least three times per week. This includes all improved roughs, tee slopes,
green surrounds, etc. Staff topdresses (applies a sand mix) to tees and green approaches as a
way of maintaining good turf quality to highly used areas. Greens are regularly maintained,
topdressed and sprayed to control development of poa annua, a common infestation “weed” to
bentgrass green surfaces. While “poa” greens can provide a decent green surface, and are
found throughout the region, they are very prone to summer disease and very often are not able
to withstand heavy use during summer months. (See “Greens” section below.)
Tees
Tees are more than adequate in size. All tees are expertly leveled. The use of rectangular
shaped tees allows orientation to the primary landing areas at par-4s and par-5s, and to green
centers at par-3s. This assists players in aiming across the wide, open landscape of the course.
Tees were reported to be constructed using native soil screened for rocks and debris. Typically,
a sand layer of 3-4 inches in depth is used on tee surfaces. The sand assists with drainage and
can promote better turf conditions. The omission of a sand layer may lessen the lifespan of tee
surfaces and result in a need to re-level and tend to tee surfaces prematurely. Originally, tees
were grassed with Kentucky Bluegrass (80%) and Perennial Ryegrass (20%). This blend
appears to have produced a very good tee surface. Tees are being mowed at .500 inches and
topdressed on a regular basis.
The largest noticeable issue is the lack of tees on some holes for higher handicap golfers and/or
golfers unable to hit the ball a great distance. More flexibility would contribute to more enjoyable
rounds for some players who may not be able to muster the distances required from some
existing tees on the golf course.
During winter months most tees are closed and golfers are asked to use one or two specific
areas to reduce wear. During these same months a hitting mat is provided on all par-3 holes to
prevent divots to the dormant turfgrass.
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Fairways & Improved Roughs
Fairways and roughs appear in very good condition. On fairways, Kentucky Bluegrass (80%)
and Perennial Ryegrass (20%) were the grass varieties used in the original grassing. Improved
roughs (areas along fairways that were cleared, smoothed, irrigated and planted) are a blend of
fairway grass types with fescues (40% Kentucky Bluegrass, 30% Chewings Fescue, and 30%
Creeping Red Fescue.) Fairway mowing limits are well contoured to the terrain, mounding, and
natural areas. In some areas the defined fairway areas could use expanding, but this decision
would need to be weighed against additional maintenance requirements.
Fairways are being mowed at .625 inches with roughs at 2 inches. Improved rough areas at this
mowing height will lessen ball roll, but will also help prevent some balls from rolling further into
natural rough areas. The mowing heights require balance to allow the most roll possible while
also helping to contain errant shots that drift toward natural areas along the holes. The balance
appears well thought out by maintenance staff.
Aeration of fairways has not been performed due to a lack of equipment suitable for the soils on
the site. Although an old drum-type roller for aeration is available, it has proven inadequate.
Staff has placed a priority on a specialized fairway aeration unit when funding is available.
Aeration is important because it reduces turf thatch and opens soils for better oxygenation of the
root zone. Typically, aeration processes will remove plugs from fairway areas and may be
followed by a topdressing of pure sand. Considering the non-ideal topsoil conditions on some
golf holes, this process would be a benefit at the course and would likely help maintain the
excellent condition on fairway and approach areas.
Natural & Deep Roughs
Natural rough areas, often referred to as “broken ground,” abound throughout the course. This
terrain defines the experience at Juniper Golf Course and is a tremendous asset. The only
negatives are the severity of this landscape.
Roughs comprise natural sagebrush, native grasses, tree vegetation, and the noted volcanic
surface rock. Where these areas abut irrigated portions of the course, it is evident that native
grasses and fescues from the grassed areas of the course have found a good growing
environment. Some of these areas, which directly border improved rough areas, are very lush
and thick during the growing season. This requires maintenance to thin these areas so too
many lost balls do not become an impediment to a good pace of play and positive experience
for the golfer.
Compounding the “broken ground” areas is the severity of the ground condition. With the
naturally occurring rock left in place there are several factors that can make the conditions for
golf frustrating. For example, balls hit into the natural areas may ricochet and therefore be more
difficult to find; balls may be damaged as a result of hitting the rocks; balls may be unplayable
because golfers will not want to damage their clubs; balls are more likely to be lost because of
the intense terrain; and older golfers may have difficulty in traversing these areas.
Originally, some areas were planted with fescues and intended to be “deep rough” to define
fairways and areas between fairways. Many of these areas have now been converted to the 2inch (improved roughs) rough height. Where fescues were planted (or have grown on their own)
along improved turf areas, staff trims these areas in the fall and attempts to keep them
managed during the growing seasons.

106
National Golf Foundation
Consulting, Inc. – City of Redmond, Oregon – 13

Greens
Greens are generally large and contoured with interesting and bold elevation differences. Only a
few greens could be considered “small,” and even these are relatively generous. Large greens,
especially for courses that are likely to be played repeatedly by the same golfers, are a great
asset because they provide many different locations to set holes. Additionally, large greens will
accommodate more intensive play by allowing areas to heal in between uses of these hole
location areas.
Greens were planted with A4 Bentgrass, a variety proven for its hardiness and good durability.
The A4 variety is also very disease resistant and allows for modern management to control
weeds, fungus, and other disease.
Greens have been mowed at different heights. Currently the specification is .125 inch. During
the growing seasons, greens are mowed with walk-behind mowers Monday through Friday and
mowed with a tri-plex (ride-on) mower on the weekends. On weekends, this allows the staff to
get out of the way before players catch up to the personnel as the ride-on mowers are faster to
complete the work. The walk-behind mowers, however, are a preferred equipment choice
because they provide a better and more uniform cut, and have advantages such as preventing
long term compaction to green surfaces.
With such bold contours and slopes on greens, mowing height and the frequency of weighted
rolling will drastically affect putting speeds. Additional factors are dryness, wind, and time of
day. For this reason, staff must carefully balance greens maintenance in order to provide the
best possible surface condition without leading to excessive green surface speeds.
Exceptionally fast green speeds, while trendy, are not always complementary to abundant
contours and bold greens shaping. The greens at Juniper GC are extremely interesting and are
bound to be fun to play, providing the speeds are not excessive.
Greens are closed in winter months, when players use temporary greens mowed out of fairway
areas short of the regular greens. Meadow Lakes, Eagle Crest, Crooked River, and Kah-Nee-Ta
are just a few of the golf courses that allow play on regular greens during all open days in the
winter. However, these courses have poa annua greens, a turf surface that is not as susceptible
to damage during winter dormancy periods affecting bentgrass. Overall, bentgrass surfaces are
an attribute and should be maintained. Poa annua infestation is a likely scenario for bentgrass
greens in this region and climate if aggressive monitoring and maintenance is not carefully
planned and implemented.
Sand Bunkers
There are 41 sand bunkers on the golf course plus one practice sand bunker. The shapes are
pleasing and well set into the shaping of the course. The quantity of bunkers is not excessive
and all are very well placed to add strategy and interest. The original construction of bunkers is
reported to have been basic, but well completed. So far there have been no deterioration issues
of any consequence. The sand bunkers are likely to need a moderate degree of renovation and
sand replacement within the next four to five years. Most sand bunkers are raked by mechanical
(ride-on) equipment. A few of the smaller bunkers are raked by hand. Mechanical raking can
damage bunker shapes and forms if not carefully monitored, but this does not seem be an
issue. Overall, bunkers appear adequately maintained.
Trees
Trees are nearly all native and naturally occurring. These trees are consistent with the overall
terrain, providing a natural landscape that the golf course seems to nestle into. There were
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apparently a few trees planted following construction, but these are restricted to only a few
areas. Some of the natural Juniper trees that receive irrigation run-off water appear to have had
growth spurts. These trees, where they are affecting visibility or may eventually become very
large and unwanted, should be removed now while they are easy to handle. (See photo
examples in Appendix B).
The native trees and vegetation are among the greatest assets of the golf course. Careful
monitoring should be ongoing to ensure that this environment endures and is not adversely
changed by new plantings, unwanted species of plants or over-thinning. Typically, such
protocols are spelled out in a long range planning document prepared by the staff and others,
such as the original golf course architect.
Ponds
The course features two ponds. One is strategic and decorative, while the other is an irrigation
reservoir. This reservoir pond sits between Nos. 9 and 18. According to staff, it was designed to
be larger but could not be excavated within budget due to encountered rock. The result was a
smaller pond, even though there were contingencies (overruns in the budget due to the rock)
used just to build the smaller size, final pond.
Both ponds are lined with 20 mil PVC (Polyvinyl Chloride). Some issues to settling shorelines
were evident following construction. According to staff, the golf course builder repaired these
areas under warranty. Water quality appears good in both ponds (staff confirms this
observation). Aeration equipment keeps the water oxygenated and provides aerobic circulation.
Irrigation System
The irrigation system is described by staff as “state-of-the-art.” NGF concurs with this
conclusion after inspecting above-ground equipment, parts, and control devices. The primary
system and parts are Toro, with a Toro SitePro control system. Spacing of the irrigation heads is
at 70 feet. This distance appears to work at the site even with winds that affect irrigation
coverage. Less dimension in spacing can be preferred, depending on the type of irrigation
heads in use and influences of wind and terrain.
Staff notes that the irrigation system design and installation were generally very good, and that
the system has no issues beyond those normally encountered in operation at this young age.
Golf course irrigation systems begin to show signs of deterioration at 15-20 years. Depending
on conditions such as pressure, system demand, and harsh climate, most modern irrigation
systems are ready for replacement or full retrofitting by age 20-25 years. For this reason it is
recommended that a capital replacement fund be implemented as part of the annual budget for
the Juniper Golf Course.
Drainage
Drainage appears very good with no areas causing major problems. Catchments and basins are
well placed and do not negatively affect play or aesthetics. According to staff, the course drains
very rapidly following rain events.
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Safety
The only noticeable potential safety issues noted during the evaluation were some “blind” holes
where players may not be able to see other golfers ahead of them on a given hole. This is not
uncommon in golf, a game with a heritage to wild links land among sand dunes. The presence
of landforms and natural terrain, exacerbated by budget constraints during the building of the
course that precluded some planned excavation from happening, has resulted in these blind
areas at Juniper GC.
Management has dealt with the conditions by installing aiming poles and educating golfers
about these areas. Ultimately, because it is generally held that golfers are responsible for their
own shots, the few “blind” holes pose more of an operational and experience obstacle than it
does a safety situation. Additionally, the USGA Green Section Report (2005) made note of
potential conflict between users of the practice range and Hole No. 1. A cursory review of this
area was made using the scaled aerial photo image provided by the City. While it is conceivable
that golf balls will be hit outside of the practice area limits on occasion, there appear to be ample
room allowed for both the uses of the opening hole and the practice area.
No other areas were found to have safety concerns based on our evaluation. The design plans
for the golf course appear to have been closely followed in terms of layout and orientation of
holes to one another. Adequate spacing and separation appears to have been planned for and
ultimately constructed.

ADA Compliance
The golf course appears to conform to recommendations published by the ADA (Americans with
Disabilities Act). An ample number of tees and practice areas all appear easily accessible by
assistance devices. (Note: No in-depth inventory or review was made for ADA compliance of the
golf course areas.)

On-course Facilities
One rest room facility is located on the course to serve players between Holes #5 and #6, and
between Holes #13 and #14. This facility is well screened, located, and finished.

Maintenance Operations
Maintenance Building & Yard
The maintenance yard is of ample size and configured well with a single building that houses
staff area, offices, a machine shop area, chemical storage, and a separated indoor equipment
storage area. The yard has designed areas for materials, fuel, and employee parking. Some
equipment is stored outside, unprotected. Staff notes that a covered structure was part of the
original plan, but was deferred due to budget reasons. In fact, a 70 ft. by 30 ft. area is already
formed and just needs a simple barn-style cover. Other remedies may include an awning style
or metal structure. Ideally, the equipment stored outside should be covered from the elements
as the equipment will endure a shorter useful life without such protection.
Maintenance Equipment
There appears to be a well managed system to take care of equipment. A fully capable machine
shop is in place to repair and fine-tune equipment, including sharpening of blades for mowers.
Maintenance equipment, for the most part, is adequate and in good operating condition. A list of
desired equipment has been developed, but this has not been funded due to budget issues.
Among the most pressing on this list is the aforementioned aeration unit. Based on current
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market conditions for used golf course equipment, a reasonable budget allowance of $15,000
would likely cover this needed purchase.
Maintenance Staffing
The current staff includes up to 12 workers (inclusive of the golf course superintendent) during
the primary season. These personnel are full time, working 40 hours per week during these
months. Some staff is seasonal and there are also provisions to hire part time staff as needed
for peak months. During winter months the staff is reduced to a bare minimum, including the golf
course superintendent, mechanic, and just a few workers.
Our observation is that maintenance staff for a facility of this configuration is likely at a threshold
where it cannot be lowered without significant impact to quality. A more in-depth study of all
aspects of the maintenance operation and procedures may be able to identify a few areas
where staff could be cut, but not without a sacrifice. With a total staff in the range of 10-12
employees, it is more likely that any savings of staff identified would simply be re-prioritized. For
example, by changing mowing frequency around tees (tee slopes) it may be possible to reduce
annual staff time by 1000-1500 hours. However, with an obvious need to aerate fairways (which
is not being met presently), it would be prudent that the savings in the labor to mow tee slopes
would get redistributed to the labor need to aerate fairways.
Maintenance Budget
Review was made of the Fiscal Year 2008-2009 maintenance expenses. While note is made
that there may be some direct maintenance costs attributed to other budgets (e.g., non
maintenance budgets) there appear no unusual costs or concerns within the expenses outlined.
Labor costs are very reasonable and support the reality of maintaining the course with a very
lean crew. Should the operation undertake conversion of naturalized areas on an on-going
basis, this labor cost will increase for the duration of that work. Expenses are in line with
comparable facilities, and in some key areas are below expectations for public play facilities.
Equipment leasing, for example, may be much higher at facilities where equipment is regularly
turned in and replaced. In summary, the provided line items demonstrate a restrained budget
that is likely not to be able to be trimmed without affecting quality.

PRIMARY ISSUES OF THE GOLF COURSE
As a relatively new facility, Juniper GC and its systems (irrigation, drainage, ponds, and root
zones) are in very good condition. There appear to be no major issues regarding infrastructure,
providing that current protocols are maintained. Even though the original budget for construction
of the golf course was limited and further constrained by the presence of rock encountered
during excavation, this does not appear to have compromised the basic integrity of the golf
course quality in terms of turf and overall condition. Obviously, the management and
maintenance staff have done an admirable job of taking care of the course.
In areas where excavation was deferred or eliminated, this has resulted in the “blind” holes as
pointed out earlier. These areas have become more impacting to the experience and operation
than to the quality of the turf conditions. The primary example is Hole No. 6 where a large
collection of natural rock was encountered and could not be excavated without exceeding the
budget assigned for such work. The decision was to plate the natural rock with soil, which not
only has created a blind tee shot at the hole, but also depleted some of the soil earmarked for
other areas of the site.
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Listed below are areas noted during the Physical Evaluation of the golf course that should be
addressed as part of an overall “Long Range Plan” for the golf course asset. Some of these
topics are related to the physical golf course and are not a particular component of the course
itself.
The areas have been categorized, and prioritized within each category.

Planning and Study Recommendations
Capital Expense Planning
Extremely important to the long-term quality of the golf course will is adequate planning for
eventual replacement and renovation of certain systems and components of the course as they
reach their life expectancy. The most concerning of these future expenses is the irrigation
system. An irrigation system with a present day value of $1,000,000 (installed cost) that needs
replacement in 25 years after opening could require as much as 85% of its pipe and
components replaced, which may be roughly $850,000 in today’s dollars. Regardless of the way
inflation or interest is calculated on any fund set aside for this reality, the cost can be
troublesome if not adequately planned for. Other areas that should be studied for long term
capital funding include those outlined on the provided document “ASGCA Life Cycle Chart” (see
Appendix C).
Course Difficulty Mitigation (Planning)
The new course is, by all accounts, considerably more difficult than the 18-hole course it
replaced. “Difficulty” is defined by several factors, and becomes a negative only when the
balance of difficulty routinely exceeds the skill levels of the customer base. Because municipal
golf facilities typically facilitate a wide range of playing abilities, golf course management must
implement certain strategies to cater to golfers of all types and make sure that these strategies
are consistent with the course itself. At Juniper Golf Course, these strategies have included
multiple tees, flexibility in hole locations (on greens), and a new scorecard adjustment to
combine tees to allow various choices by players in terms of overall course length.
Juniper Golf Course has been described as “difficult,” “challenging,” and “a tough test.” In one of
the Oregon golf publications, the writer quotes from the Juniper Golf Course’s own website
(2009) by describing the course as having “punishing rough.” With so much more to offer, it is
unfortunate that this description rose to the forefront. While difficulty is not at all to be avoided, a
course that becomes known mostly for its toughness may be a “one play wonder” rather than a
venue where repeat play is encouraged. Again, the goal is a balanced one where challenge is
tempered by enjoyment, and where “punishing” is tempered by “fun.”
We have defined three areas that should be studied further to see what minor adjustments and
improvements might soften certain aspects of the golf course without compromising the
challenge afforded better, more skilled players. The objective in each area must be to uphold
the original strategy and design intent, but to make the course less intimidating and easier to
play by average golfers.
•

Yardage. While there is great flexibility in tee yardages, and staff has been very
creative in combining tees to form “new” course lengths (Note: Staff reports that the
“White Combo” tees have become a popular tee length for many players), there
remain some holes where the addition of a new tee may be called for to allow a more
enjoyable round of golf. The forward tee yardage, currently at 5,500 yards should be
as much as 700 yards less, at roughly 4,800 yards. This would open the door to

111
National Golf Foundation
Consulting, Inc. – City of Redmond, Oregon – 18

more player types, less skilled women players, senior players, and youth. Staff
reported that new tees have been discussed and some planning has taken place.
Ideally, the original golf course architect, John Harbottle, should be an integral part of
planning these tees. In order to position and help determine the most advantageous
locations and priorities for any new tees, consulting with Mr. Harbottle is a good start.
•

Blind Shots. Beginning with Hole #6, where the rock had been encountered and not
removed, a thorough analysis of holes should be undertaken to determine the best
methods and practicalities of mitigating some or all of these areas. Again, the most
reliable resource will be the golf course architect who knows intimately how these
areas evolved into the finished golf course, and how best they may be handled.

•

Softening of Natural Areas. The dramatic look of the natural surroundings, with its
scrub brush, junipers, and volcanic rock, may not be a positive if the golfer too often
finds these areas during the course of 18 holes. To some, this may “be the golfer’s
own fault” and so be it. Unfortunately, this is not reality, especially when the
approximate average handicap of current members at the course exceeds 20 (25-35
for women). Staff currently reports that they do not place the back tee markers
except for special events. This, as well as the effort to combine yardages to make
the course play slightly easier, has been efforts to yield a “softer” Juniper Golf
Course in the eyes of the average player. However, yardage alone is not the
solution. It is our observation that many areas of native, mostly undisturbed “broken
ground” areas need to be analyzed for potential conversion to managed turf. These
areas may be very small, perhaps individually no larger than 1,500 s.f., and would
have the effect of allowing more width to the course at strategic points.
In interviewing Mr. Harbottle, he confirmed that turf acreage had been very limited
because of budget concerns. In golf course design and construction, the total area
irrigated and planted with turf sets in motion equations that eventually yield irrigation
costs, drainage costs and many other line item costs. Our recommendation is that
these areas first be located and defined in size. It is very likely that a small crew,
perhaps even using course maintenance personnel, might be able to remove rock,
clear areas for planting and adjust irrigation coverage over a period of 1-2 years.

New Equipment Acquisition
•

Protection for Outdoor Maintenance Equipment. The need to cover maintenance
equipment that is stored outside should be addressed as soon as possible.
Equipment that has been stored without cover is already showing signs of
deterioration and is likely to have lost value and have a shortened useful life.
Replacing this equipment earlier than planned will compound budgetary issues. To
remedy this situation, a suitable covered structure should be installed.

•

Acquire Necessary Aeration Equipment. As noted in the “Fairways & Improved
Roughs” section above, an aeration unit capable of aerating fairways and roughs is a
necessary investment to protect turf quality and health.

Customer Experience Upgrades (Site)
•

Improve off-site Directional Signage. Directional signage en route to the golf
facility should be installed, preferably using D.O.T. standard road sign formats. No
quantity is defined for this signage. An analysis of the likely routes by visitors — and
those in town who may not even know about the course — should be considered.
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•

Screening of “Back of House” Areas. Ideally, a plan to add screening with
landscape, or reconfiguration of the clubhouse service area, should be undertaken.
Additionally, the edge of the maintenance building and yard should be studied to
determine what varieties of vegetation may eventually soften this view for golfers.

•

Upgrade Entry Drive. This improvement, along with the screening noted above,
should be a priority for the City in order to make the overall club experience more
consistent with a “premium” public golf facility, which is where Juniper GC strives to
be positioned. Juniper GC is a beautiful golf course, and the entry experience should
reflect the overall quality and beauty of the golf course itself. Methods to screen the
parking, conceal the service area, and simplify the entry signage and landscape
should be fully studied.

Customer Experience Upgrades (Management)
The following areas have been identified as areas where we feel management may improve the
on-course experience through adjustments in their current programs and protocols.
•

“Desert Rule” Implementation. First introduced in 1985 in Arizona, the “Desert
Rule” may be ideal to offer at Juniper Golf Course. The local rule reads:
§

Natural areas may be played as lateral hazards (one stroke penalty)
throughout the course at the discretion of the golfer. The point of entry shall
be determined by the last point the ball crossed the edge of improved turf
before entering a natural area.

This local rule may be rescinded for any regulation events or other tournaments. The
goal and objective is to offer an easier way out for golfers, and to help move play along.
•

Pace of Play Analysis. Operation staff does not have detailed records of round time
durations, but many accounts were given to us that round times on busy days
exceed five hours at certain times. Additionally, pro shop staff confirmed that
preferred times on busy weekends are early morning times because “the course
loads up and becomes clogged” after a few hours or more. These types of pace
issues are typical at many golf courses. The more negative aspect of continuing this
tradition is that the golf facility attains the reputation of being “slow” or unpredictable
in terms of round times. The goal is to have a more consistent round time, one that
everyone can count on. This is attainable, but it takes a scientific approach and a
combination of management tools.
§

Pace of play involves five key aspects of golf: (1) Course design, (2) Course
maintenance practices, (3) Management policies and practices, (4) Player
behavior, and (5) Player ability. Interestingly, these must all work together
and when pace exceeds a desired time, there are always things that can be
done to bring it lower.

§

We recommend that a pace rating be established for the course, and that it
then be used to form a set of management practices that will ensure a more
consistent round time. Several factors indicate that staff needs assistance on
this issue. Among these are: absence of a regular starter; fluctuating tee time
intervals; wide variation in round times (on weekends we heard that some
players finish in 3 hours while others on the course for more than 5 hours);
and a reliance on rangers to manage pace of play.
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Market Environment
To appropriately assess the activity levels and potential market opportunities for Juniper Golf
Course, the environment in which the golf facility operates must be understood. Therefore, it is
helpful to examine local economic and demographic trends, as well as other factors, that have
the potential to impact rounds played. This overview will include an analysis of the area’s
demographics, as well as a brief discussion of the local economy. In the second part of this
section we provide an analysis of key golf market demand and supply indicators and a review of
the competitive public golf market in the Redmond / Central Oregon area.

DEMOGRAPHICS SUMMARY
Utilizing research materials provided by Applied Geographic Solutions, Inc. (a supplier of
demographic research based on U.S. Census results), NGF Consulting has examined relevant
characteristics of the local population. In the following table, NGF Consulting summarizes the
population, median age, and median household income trends for the local market, Deschutes
County, the Bend MSA, and the total U.S.

Juniper Golf Club
Summary Demographics
Population 1990 Census
Population 2000 Census
CAGR 1990-2000
Population 2009 Estimate
CAGR 2000-2009
Population 2014 Projected
CAGR 2009-2014
Median HH Inc
Median Age

10 mi

20 mi

30 mi

Deschutes
County

Central
Oregon

U.S.

20,168
31,248
4.48%
44,373
3.97%
52,020
2.69%
$51,829
39.7

76,099
113,879
4.11%
163,097
4.07%
186,650
2.27%
$51,997
38.3

90,197
135,628
4.16%
187,738
3.68%
213,239
2.15%
$51,886
38.5

74,960
115,367
4.41%
163,509
3.95%
186,590
2.23%
$52,821
39.3

102,747
153,558
4.10%
208,732
3.47%
236,007
2.07%
$50,899
38.9

248,709,429
281,421,211
1.24%
301,824,859
0.78%
316,053,445
0.77%
$51,813
36.7

CAGR = Compound Annual Growth Rate

From the data collected for this study, NGF Consulting has made the following observations
regarding the demographics of Redmond, OR and surrounding areas:
•

Our estimates indicate about 44,000 people living within ten miles of Juniper GC in
2009. The populations of the 20-mile and 30-mile markets were about 163,000 and
188,000, respectively, indicative of relatively low density rural areas.

•

The three-county (Deschutes, Crook, and Jefferson) Central Oregon area had a total
2009 population of just under 209,000. Growth rates in the subject markets were four
to five times the national growth rate during the 2000s; this growth is expected to
moderate significantly over the next five years, but will still significantly outpace the
national rate of growth during that time. The Central Oregon area is projected to add
more than 27,000 net new residents by 2014, though a lingering recession in the
area could deflate this growth.
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•

Median Household Incomes in the Juniper’s trade area are very similar to the
national figure of $51,813. In general, higher income residents are more likely to
participate in golf, and they play more frequently than lower income golfers.

•

The Median Ages in the local market areas are moderately higher than the national
median of 36.7 years. In general, golf participation rates and frequency of play
increase with age (though both decline among the elderly), making relatively older
markets more attractive to golf facility operators, all other factors being equal.

ECONOMIC OVERVIEW
It is unclear what effects the troubled regional and national economies will have on activity
levels at public courses. On one hand, decreased discretionary income and the plunging values
of many stock portfolios, retirement accounts, and homes will almost certainly cut down on
recreational / leisure spending. The Redmond / Central Oregon economy has been hit
particularly hard due to the recession’s affect on construction, tourism, and the service industry.
Interviews with area golf operators indicate that golfers are either playing less or shifting play
patterns to less expensive rounds.
Below, we present some highlights of the Redmond and Central Oregon economies:

Redmond
Overview
• 2008 Population: 25,445 – up 89% since 2000
• Three-county (Deschutes, Crook, Jefferson) population: 216,310
• Elevation: 3,077 feet
• 8.62” annual precipitation, average temperature high 85, low 20
• Resorts: Brasada, Canyons, Eagle Crest, Pronghorn, Remington
• Recreation: boating, camping, fishing, golf, hiking, horseback riding, hunting, rock
climbing, skiing, snowshoe, swimming, tennis, and rafting
• $30 million expansion to Redmond hospital
• $40 million expansion of Redmond Airport
• Lodging: 1,364 hotel / B&B rooms
General
•

The future 2-lane connector road to Bend, in immediate proximity to Juniper GC, as
well as the generally aggressive plans for south Redmond development (including
the South Redmond Town Center) makes the long term outlook for Juniper GC
brighter.

•

According to the 2009 Redmond Area Profile, City of Redmond residential building
permits plunged from a high of 818 in 2005 to a low of 141 in 2008.

•

The geographical climate in the Redmond area is predominately High Desert. The
mean annual precipitation is only 8.62 inches, resulting in a high percentage of
sunny days throughout the year. The micro-climate that Juniper GC sits in is more
favorable for winter golf than most of the surrounding golf courses.
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•

Summer temperatures average a high of 85 degrees and a low of 42 degrees. Winter
temperatures range from an average high of 47 degrees to an average low of 20
degrees.

•

Redmond’s top five employers are T-Mobile, with 850 employees, the Redmond
School District (806), Wal-Mart (415), JELD-WEN Development (400), and
Opportunity Foundation of Central Oregon (330).

•

Redmond’s top five industry sectors by percentage of employment are: Retail Trade
at 15.3%, Leisure and Hospitality (15.0%), Education & Health Services (13.5%),
Government (12.3%), and Professional & Business Services (11.0%).

•

Four destination resorts surround Redmond: Brasada Ranch, Eagle Crest,
Pronghorn, and Ranch at the Canyons. Several more future destination resorts have
been approved for development.

•

Redmond Municipal Airport (RDM) is the Northwest’s 16th largest commercial airport.
RDM provides commercial air service for all of Central Oregon with over 20 daily
departures directly to Seattle International Airport, Portland International Airport, San
Francisco International Airport, Los Angeles, Las Vegas, Sale Lake City
International, Phoenix/Mesa Gateway Airport, and seasonal service to Denver
International Airport.

•

US Highway 97 passes through Redmond and is a major north-south freight route,
connecting California and Washington. Highway 97 east-west connections are made
via I-84, joining Portland to Boise and points east. State Route 126 also passes
through Redmond and offers an east and west route across the state.

Deschutes Expo Center
Juniper Golf Course is immediately proximate to the Deschutes Expo Center, perhaps allowing
for potential cross-marketing opportunities. The Expo Center is a full service event, performing
arts, conference, equestrian and sports center with state of the art multi-purpose buildings
offering more than 114,000 s.f. of flexible meeting and tradeshow space, a 95,000 s.f. barn
complex, 3 arenas and over 60 acres of lawns. Major components include:
•
•
•
•
•
•
•
•

Hooker Creek Event Center – 120,000 sf indoor multi-purpose arena with 4,000
permanent seats and 7,800 capacity.
High Desert Activity Center – 12,686 sf with built-in sound system and production
office.
Three Sisters Conference Center – Middle 14,904 sq; South 9,416 sf; North 9,416
sf; featuring three main halls, ten breakout rooms, and on-site catering.
Outdoor Arenas – Sagebrush Arena – bleacher seating – year-around livestock and
equestrian arena; and Juniper Arena – covered grandstand seating for 2,500 –
multipurpose event arena; rodeo-ready
Center Circle – 3.65 acres, beautifully landscaped setting with showcase water
features, meandering creek, and pond.
Expo RV Park – 106 full-service RV sites and 10 tent sites with electric hook-up.
Barn Complex – 6 barns (dairy, sheep, swine, hay, beef, horse) plus a maintenance
building.
Expo Center events include conferences (29%), animal and livestock (23%),
entertainment (19%), trade shows (19%), and banquets (10%).
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•
•
•

Total usage of the Expo Center components breaks out as follows: conference
center 39%, event center 14%, barns 14%, arenas 12%, parking 11%, and lawn
areas 10%.
Origin of event visitors: 72% local, 20% statewide, and 8% other.
Total economic impact of the Expo Center was estimated at $53.58 million in 2007,
$32.7 million in 2008, and $31.6 million in 2009.

Oregon
(Source for next two sections:
•

•

•

CLU Center for Economic Research & Forecasting, Q4, 2009)

The State’s year-over-year job losses are improving a bit, from a loss of about five
percent in November 2009 to a loss of 4.3% in December. The seasonally adjusted
unemployment rate rose about three tenths of a percent, from 10.7% to 11.0%. The
seasonally-adjusted non-farm job growth rate was actually up 0.2% in December, the
first increase month-on-month in four months and one of only two cases of an
increase during all of 2009. The hardest-hit sectors in December were: Construction,
Manufacturing, Retail Trade, Financial & Real Estate, Professional & Business, and
Leisure & Hospitality.
Oregon’s economy is very heavily influenced by California’s economy. Since
California’s recovery will likely be much weaker than the United States recovery, this
will further limit Oregon’s economic recovery. Oregon’s slow economic growth will
likely generate a jobless recovery, driven by increasing productivity, insufficiently
strong to generate jobs, which will likely show little or no net growth in 2010 or 2011.
Indeed, Oregon jobs are likely to continue to decline, albeit at steadily declining
rates. Consequently, Oregon’s unemployment is expected to remain in double digits
throughout 2010 and 2011.
Oregon’s real estate markets are depressed, with home values are still declining in
many markets. Record numbers of homes have been foreclosed on or are in
foreclosure. Mortgage delinquencies are at record highs, implying many more
foreclosures are yet to come. Virtually no new homes are under construction or
planned. Commercial markets are no better. They are plagued with high vacancies,
still declining rents, and falling values.

Central Oregon
•

•

The Central Oregon economy continued to exhibit weakness with quarter 3 year-onyear job levels down 4.3% from a year ago and building activity coming to a near
stand-still. The indicators and the fundamental driving factors of the Central Oregon
economy continue to be weak. The region is dependent on lumber and tourism and
neither of these industries is forecast to do well. Central Oregon economic growth
remains low throughout the forecast horizon, with the CLU forecasting that
population growth rates will be historically low through 2011.
Crook County and Jefferson County will experience continued economic contractions
from 2009 quarter 4 through 2011 quarter 1. Deschutes County Hotel/Motel room tax
receipts, a key indicator for tourism in the region, have been very weak, and CLU’s
forecast maintains this trend. Other indicators of future economic conditions include
residential building activity. The forecast for these imply weakness through 2011,
contributing to weak Central Oregon economic growth.
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•

•

Central Oregon has suffered mightily in the current recession. It has lost jobs in each
quarter for over two years. Its unemployment rate, hovering near 15% for a year, has
far exceeded that of the U.S. or Oregon. However, Central Oregon has undergone
some transformation from being a remote, rural, lumber and building materials
economy to a more sophisticated and diversified retirement / second home / vacation
area for California Baby Boomers. Deschutes County, while suffering, has fared
significantly better than the more rural, less diversified, Crook County and Jefferson
County. Central Oregon now has the infrastructure and cultural amenities that could
allow for the next step in diversification.
There are some positives with regard to the regional economy. Central Oregon’s
infrastructure, workforce, affordable housing, natural amenities, and cultural
amenities make the region very competitive as a potential home for new employers.
Facebook announced in 2009 that it is going to locate a new server facility in
Prineville, adding to Central Oregon’s emerging technology community.

•

Central Oregon house prices have fallen by incredible amounts, erasing a decade’s
worth of growth in some markets and decimating homeowners’ net worth.
(Deschutes County’s median home price for existing single family homes plunged
from $191,400 in quarter 1 2009 to $148,500 by quarter 4). Home sales also fell and
new construction stopped. Eventually the entire Central Oregon economy was hit;
commercial vacancies increased, while commercial rents and values declined. There
are some signs that the Central Oregon residential real estate markets are at or near
the bottom.

•

Crook County’s seasonally adjusted unemployment rate increased from 17.2% in the
first quarter of 2009 to a high of 18.8% and then back down to 17.8% in fourth
quarter. Forecasts indicate this trend will continue, with a very gradual decline in third
and fourth quarters of 2011, still in double digits.

•

Unemployment in Deschutes County has fared somewhat better, increasing from
13.7% in first quarter 2009 to a high of 15% and then ending the year at 14.5%.
Forecasts predict that this trend will continue, also with a gradual decline in quarters
3 and 4, 2011.

•

Jefferson County’s unemployment rate fell between the other two counties, ending at
14.9% in fourth quarter 2009; however this rate is expected to rise even higher, also
tapering slightly near the end of 2011, but still in double digits.

GOLF MARKET SUPPLY AND DEMAND INDICATORS
The basic measures of golf demand and supply that may affect the performance of Juniper GC
are outlined below. The methodology for determining the relative strength of the subject market
is based on ongoing NGF research of American golf participation habits. The NGF Golf Demand
Model includes the critical combination of age and income, regional seasonality, and available
golf course supply, as well as existing and emerging demographic trends in a particular market
area. This model can be used as a benchmark for estimating potential market strength in a
particular area.
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National Trends in Golf
Participation
Golf participation in the U.S. has grown from 3.5% of the population in the early 1960s to about
10.2% of the population today. NGF estimates that approximately 28.6 million golfers ages 6
and above reside in the U.S. Other surveys completed outside the golf industry show the
number of people who “identify themselves as golfers” is as high as 45 million, indicating a large
potential “latent” demand from very inactive golfers.
Over the past 50 years, golf demand grew at about 4% per year while facility supply grew at
about 2% per year. However, since 1990, the situation has reversed – demand has grown at
only 0.5% per year while facility supply has grown at 1.4% per year. With the increase in supply,
we are seeing a marked increase in competition, and the supply is greater than the demand in
some markets.
In addition to increased competition, four other factors have contributed to a decline in the
number of rounds per course nationally since about 2002. These include: 1) an uneven national
economy; 2) the aftereffects of 9-11, which greatly reduced the traveling and corporate golfer
markets; and 3) the increasing time pressure on individuals and families. The combination of
these factors has caused many golf facilities to become distressed, particularly those that have
a high debt load because of higher construction costs.
The number of golf course closings quadrupled from an annual average of 24 courses per year
in the 1993-2001 time period to more than 100 courses in 2005. In 2006, there was negative
net growth in golf facilities for the first time in six decades, with 146 18-hole equivalents
closing and 119.5 opening. In 2007, there were 113 openings and 121.5 closures, and in
2008, 72 golf course openings and 106 closures. In the four years since 2005, there were 38 net
closures of 18-hole equivalent golf courses in the U.S. Closures continue to be
disproportionately public, stand-alone 9-hole facilities or short courses (executive or par-3
length) with a value price point. At the end of 2009, the total number of golf facilities in the U.S.
remained essentially unchanged from 2008.
In terms of the total number of rounds produced nationwide, NGF estimates that rounds fell
about 0.9% since 2000, with modest annual increases and decreases along the way. The
Pacific region (Oregon, Washington, and California) saw rounds played increase by 0.4%
in 2008, compared to the same period in 2007, and 2009 remained even. However, golfers
in the state of Oregon produced fewer rounds in 2009 than in 2008.
On the positive side, the growth in golf course development has slowed considerably nationally
and in the majority of local markets, a trend that should help ease some of the competitive
pressure. Another positive trend is the aging of America. Baby boomers are rapidly approaching
retirement age when golf activity flourishes. The baby boomers represent not only the largest
single demographic in the United States, but they also approach retirement age with more
disposable income than any previous generation.

Local Golf Demand
Predicted Local Golf Demand
The Golfing Household Index is based on Predicted Number of Golfing Households, and
compares golfing household participation in a particular geography to the national base index of
100. The Rounds Index is based on Predicted Number of Rounds, and compares the
propensity of rounds played per household in a particular geography to the national average
rounds index of 100.

119
National Golf Foundation
Consulting, Inc. – City of Redmond, Oregon – 26

The predictive indices for golfing households and rounds demanded were developed in order to
determine the relative strength of a particular golf market area in comparison to other golf
markets and the nation as a whole. These predictive demand indices help identify where golfing
households and rounds activity are concentrated by comparing various geographies with one
another and the national average, which is 100. For example, if a DMA has a Golfing Household
Index of 120, that area is estimated to have 20 percent higher golf participation rate as
compared to the U.S. average. And, if a DMA has a Rounds Index of 120, that area is estimated
to have 20 percent higher average rounds per household as compared to the U.S. average.
Although both the golfing household index and the rounds index help to predict golf demand in a
particular market, each index is derived independently and does not necessarily relate to the
other. It is possible for an area with a low golfing household demand index to have a high
rounds demand index and vice versa. In other words, some markets may have fewer
golfing households, but those households play more rounds of golf; other markets may
contain a large number of golfing households but the households play less frequently. A
market area with a higher than average golfing household index in conjunction with a higher
than average rounds index would be considered a prime area in terms of overall predicted golf
demand.
Local Golf Demand Indices
The golf demand indices for the subject markets indicate golf participation rates that range
between 14% and 19% lower than that of the U.S. overall. However, because of the relatively
short golf season and the low-density rural population, predicted rounds played indices are
more than 50% lower in the subject markets than we observe nationally.

Juniper Golf Club
Golf Demand Indicators
# of Golfing Households
Number of Rounds Played
Golfing Household Index
Rounds Played Index

10 mi

20 mi

30 mi

Deschutes
County

Central
Oregon

U.S.

2,974
39,031
84
47

10,161
127,986
81
44

12,034
154,709
84
46

10,777
142,095
84
47

13,731
180,556
86
48

21,249,204
499,088,704
100
100

Golf Supply Factors
Current Golf Course Supply
There are 21 total golf facilities (some with multiple golf courses), totaling 459 holes, in the
three-county Central Oregon region. Of these facilities, 14 are public access (including semiprivate and resort), totaling 324 holes. The ratio analysis that follows puts these numbers in
context, compared to national benchmarks.

Juniper Golf Club
Golf Supply Summary
Total Golf Facilities
Public Golf Facilities
Private Golf Facilities
Total Golf Holes
Public Golf Holes
Private Golf Holes

10 mi

20 mi

30 mi

Deschutes
County

Central
Oregon

U.S.

4
3
1

12
7
5

17
11
6

15
10
5

21
14
7

15,967
11,567
4,400

108
90
18

270
162
108

396
279
117

369
261
108

459
324
135

269,793
190,161
79,632

120
National Golf Foundation
Consulting, Inc. – City of Redmond, Oregon – 27

Household/Supply Ratios and Indices
The Household/Supply Ratios are derived by dividing the number of households by the number
of 18-hole equivalent golf courses. This measure is used as a benchmark to establish the level
of support (households) that is available for each 18 holes of golf in the market. A Household
/Supply index is derived from these ratios and compared with the base national figure of 100.
As the table below indicates, the subject markets have far fewer households per 18 holes of golf
than the national average. For example, Central Oregon has 56% fewer households per 18
holes than the nation overall. In a tourist area such as Central Oregon, these ratios typically
understate the available support for area golf courses, as they do not take into account
seasonal residents or visitors; in the case of Central Oregon, these visitors contribute greatly to
golf demand, particularly during the high season.
Also, the continued growth in households and population expected in the next five to ten years
means that these ratios, from the standpoint of existing operators or prospective developers,
may be become more favorable in the next few years, depending on the rate of new course
construction.

Juniper Golf Club
10 mi
Household/Golf Supply Indicators
Households per 18 Holes: Total
3,145
Households per 18 Holes: Public
3,774
Households per 18 Holes: Private
18,868
Households Supply Index: Total
Households Supply Index: Public
Households Supply Index: Private

41
35
73

20 mi

30 mi

Deschutes
County

Central
Oregon

U.S.

4,466
7,443
11,164

3,500
4,967
11,845

3,340
4,722
11,412

3,365
4,767
11,442

7,548
10,709
25,573

59
69
43

46
46
46

44
44
44

44
44
45

100
100
100

Recent Construction Activity
For Deschutes County, 99 total golf holes, including 63 public, have opened over the last
decade. For the overall three-county area, 117 total golf holes, including 63 public, have been
built in the last decade. For Deschutes, these new holes represent 27% of total existing
inventory, and 24% of existing public inventory. Nationally, 15.2% of total golf holes, and 16.9%
of public golf holes, were added during that time.

Juniper Golf Club
10 mi
Golf Course Construction Activity
1998-2008
Total holes added past 10 years
36
Public holes added past 10 years
18
Private holes added past 10 years
18
Percent Total Holes Added
33.30%
Percent Public Holes Added
20.00%
Percent Private Holes Added
100.00%

20 mi

30 mi

Deschutes
County

Central
Oregon

U.S.

81
27
54
30.00%
16.70%
50.00%

108
54
54
27.30%
19.40%
46.20%

99
63
36
26.80%
24.10%
33.30%

117
63
54
25.50%
19.40%
40.00%

41,112
32,094
9,018
15.20%
16.90%
11.30%
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Facilities in Planning
The NGF database indicates the following golf facility projects currently in the planning stages in
Central Oregon. It is unclear at this time the likelihood of any or all of these projects going
through.
Aspen Lakes Golf Course
This proposed 9-hole golf facility expansion project remains in the planning stages with the
county rejecting the initial proposal. Advancement is pending owner's decision to proceed, and
construction schedules will be determined if approval can be reached. The project is to include
the addition of the third 9-hole golf course to the two existing 9-hole courses, as well as
additional housing units.
Thornburgh Golf Resort
Planning continues on this new large golf resort community to be located southwest of Eagle
Crest in the Cline Buttes area west of Redmond; project has been approved. Appeals have
been filed with the state in opposition to the project, and construction start is not determined at
this time. Plans for this 1,980-acre project include three 18-hole golf courses (two private and
one daily fee), 25,000 square-foot clubhouse, driving range, 950 single-family homes, 475 multifamily units, as well as a resort and various recreational amenities. To be developed in villages;
Village 1 will include 2 private golf courses, 650 homes, and various amenities. The second
village will include the daily fee 18-hole golf course, a resort hotel, a retail area, recreation lake,
and 350 resort-residential housing units.
Remington Ranch
Although construction on the first private golf course in this large golf resort community, located
about four miles east of Redmond, began in 2007, the project is on hold due to the economy,
and opening is delayed indefinitely. The 18-hole resort course could start construction when the
first course opens. Another course was also in the plans for future construction. Plans for this
large scale project included two private 18-hole golf courses, one daily fee 'resort-style' course,
20,000 square-foot clubhouse, driving range, 800 single-family homes, 400 multi-family units, a
resort, and various recreational amenities. In January 2010, Remington Ranch filed for Chapter
11 bankruptcy, but developers say they will continue building once they have reorganized.
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Competitive Golf Market
NGF Consulting has analyzed the public access golf market in Juniper’s primary trade area,
with particular emphasis on determining the facility’s current market position and prospects for
sustaining and/or building market share in the future. On the following pages, we list summary
operating information for those public golf facilities that NGF has identified as the key
competitors for Juniper. The facilities listed were chosen based on interviews with Juniper
management and other market golf operators, as well as factors such as facility type, quality,
location, and price points. The relative location of Juniper and these facilities is illustrated on the
map below. At the end of this section, we provide our significant findings regarding the
competitive market.
Location Map - Primary and Secondary Competitors
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JUNIPER GOLF COURSE PRIMARY COMPETITORS
Summary Information – Primary Competitors
The table below shows summary facility information regarding Juniper and its five primary
competitors.
Juniper Golf Club Primary Competitors – Summary Information
Golf Facility

Location

Type

Year
Open

Par / Slope

Front Tee /
Back Tee

Distance from
Juniper GC*

Juniper Golf Course

Redmond

18H MU

2005

72 / 130

5,500 / 7,186

--

Aspen Lakes Golf Course

Sisters

18H DF

1997

72 / 139

5,594 / 7,302

15.9 miles NW

Crooked River Ranch GC

Crooked River Ranch

18H DF

1977

71 / 107

5,000 / 5,818

13.6 miles N

Eagle Crest Golf Resort

Redmond

54H DF

1987

72 / 134

4,792 – 6,927

4.8 miles NW

Lost Tracks Golf Club

Bend

18H DF

1996

72 / 124

5,287 / 7,003

17.5 miles SW

Meadow Lakes Golf Course

Prineville

18H MU

1993

72 / 121

5,155 / 6,731

16.7 miles NE

River’s Edge Golf Resort

Bend

18H DF

1988

72 / 137

5,340 / 6,683

12.8 miles SW

Widgi Creek Golf Club

Widgi Creek

18H DF

1991

72 / 131

5,070 / 6,920

17.5 miles SW

*Air miles from subject site, rounded to half- mile; actual driving distances will likely be greater.
Type: DF – Daily Fee; MU – Municipal
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Summary Operating Data – Primary Competitors
Green Fees
The tables that follow provide summary green fee information for popular fee categories and for the three seasons common in this golf market – peak, shoulder, and winter.
Primary Competitors – Peak Season Prime Time Daily Green & Cart Fees
Resident1

Non-resident

Cart Per Person

18-H WD

18-H WE

9-H
WD

9-H
WE

18-H WD

18-H WE

9-H
WD

9-H
WE

18-H

9-H

Juniper Golf Course

$49.00

$55.00

DNA

DNA

$59.00

$65.00

DNA

DNA

$15.00

$10.00

Aspen Lakes Golf Course

$75.00

$75.00

$40.00

$40.00

$75.00

$75.00

$40.00

$40.00

$17.00

$12.00

Crooked River Ranch Golf Club

$24.00

$26.00

$15.00

$16.00

$41.00

$46.00

$23.00

$28.00

$14.00

$8.50

2

$16.00

Eagle Crest Golf Resort (Resort)

$52.00

$52.00

$34.00

$34.00

$69.00

$69.00

$45.00

$45.00

$16.00

Eagle Crest Golf Resort (Ridge)

$62.00

$62.00

$40.00

$40.00

$69.00

$69.00

$45.00

$45.00

$16.002

$16.00

Lost Tracks Golf Club

$61.00

$72.00

$37.00

$37.00

$61.00

$72.00

$37.00

$37.00

$13.003

$7.00

$25.00

$35.00

$15.00

$15.00

$14.00

$8.00

4

$12.00

4

$12.00

4

Meadow Lakes Golf Course

$19.00

River’s Edge Golf Resort

$54.00

$54.00

$32.00

$32.00

$59.00

$68.00

$37.00

$46.00

$16.00

$10.00

Widgi Creek Golf Club

$68.00

$79.00

$45.00

$59.00

$68.00

$79.00

$45.00

$59.00

$16.00

$11.00

Averages (rounded nearest .50)

$51.50

$56.00

$32.00

$34.00

$58.50

$64.00

$36.00

$39.50

$15.00

$11.00

1
2
3
4

$28.00

4

For Crooked River, resident rates reflect property owner rates; for Eagle Crest, owners/guests; and for River’s Edge, guests
Cart fee is $12 for owners/guests
Cart fee is $10 after noon
Resident rates reflect Prineville residents who purchase $10 Red/Gold Card
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Primary Competitors – Peak Season Other Fees & Member/Pass Holder Rates
18-H WD
Twi.

18-H WE
Twi.

18-H
WD Senior

18-H
WE Senior

18-H WD
Mid-Day

18-H WE
Mid-Day

Mid-Day/Twi.
Start Times

Single
7-day Memb.

Couple/
Family
7-day Memb.

Juniper Golf Course

$45.001

$50.001

DNA

DNA

$52.001

$55.001

12:00/3:00

$2,1602

$2,6402

Aspen Lakes Golf Course

$49.00

$49.00

DNA

DNA

$65.00

$65.00

1:00/3:00

$1,9953

DNA

Crooked River Ranch Golf Club

$29.00

$36.50

$36.50

DNA

DNA

DNA

DNA/2:00

$1,1604

$1,3854

Eagle Crest Golf Resort (Resort)

$49.00

$49.00

DNA

DNA

DNA

DNA

DNA/12:00

$3,0005

DNA

Lost Tracks Golf Club

$40.00

$40.00

10% off

10% off

$49.00

$49.00

12:00/3:00

$2,000

$3,600

Meadow Lakes Golf Course

$23.00

$23.00

DNA

DNA

DNA

DNA

DNA/1:00

$835

$995
6

$2,1506

River’s Edge Golf Resort

$39.00

$39.00

$45.00

$54.00

$44.00

DNA

1:00/4:00

$1,450

Widgi Creek Golf Club

$39.00

$49.00

DNA

DNA

$55.00

$65.00

11:00/1:00

$2,4007

$3,3007

Averages (rounded nearest .50)

$39.00

$42.00

$41.00

$53.00

$58.50

$1,869

$2,345

1 Redmond residents, beginning in 2010, receive a $10 discount off of 18-hole rates and a $5 discount off 9-hole rates
2 Membership has a $600 initiation fee; also offer non-resident membership for $1,020
3 Owners pay $1,895; members cannot walk Friday, Saturday, or Sunday a.m.
4 Owners pay $490 for Single, $685 for couple; memberships include range use
5 All inclusive membership (includes cart, range) good for three courses; $300 discount available for walkers
6 Homeowners pay $1,250, $1,850
7 Membership includes range use and other amenities, such as tennis
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Primary Competitors – Winter & Shoulder Season Daily Green Fees
Winter

Shoulder

18-H WD

18-H WE

9-H
WD

9-H
WE

18-H WD

18-H WE

9-H
WD

9-H
WE

Juniper Golf Course

$40.001

$40.001

DNA

DNA

$45.002

$45.002

$35.002

$35.002

Aspen Lakes Golf Course

$45.00

$45.00

$25.00

$25.00

$60.00

$65.00

$35.00

$35.00

Crooked River Ranch Golf Club

$30.00

$30.00

$17.00

$17.00

$36.00

$40.00

$21.00

$23.00

DNA

DNA

DNA

DNA

$50.00

$50.00

$35.00

$35.00

Eagle Crest Golf Resort (Ridge)

$35.00

$35.00

$35.00

$35.00

$50.00

$50.00

$35.00

$35.00

Lost Tracks Golf Club

$44.00

$44.00

$27.00

$27.00

$50.00

$67.00

$34.00

$37.00

Meadow Lakes Golf Course

$25.003

$25.003

$15.003

$15.003

DNA

DNA

DNA

DNA

River’s Edge Golf Resort

$35.00

$35.00

$23.00

$23.00

$47.00

$52.00

$29.00

$34.00

Widgi Creek Golf Club

$29.00

$29.00

$29.00

$29.00

$39.00

$39.00

$39.00

$39.00

Averages (rounded nearest .50)

$35.50

$35.50

$24.50

$24.50

$47.00

$51.00

$33.00

$34.00

Eagle Crest Golf Resort

1 Fees are $20 when on temporary greens, including cart
2 Redmond residents, beginning in 2010, receive a $10 discount off of 18-hole rates and a $5 discount off 9-hole rates
3 Resident Gold/Red rates are $19/$12
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Rounds Played
The following table provides summary rounds played information for those primary competitors
of Juniper GC that responded to NGF queries.
Juniper Golf Course and Primary Competitors – Rounds Played Information

Trend

% Visitor
Rounds (of
DF play)

% Member
Rounds

2009 Tourney
Rounds

32,846

Down

N/A

50%

3,276

Aspen Lakes Golf Course

23,000

Down

65%

Minimal

N/A

Crooked River Ranch Golf Club

40,324

Down

40%

55%

4,350

Eagle Crest Golf Resort

72,000

Down

FOOT 1

34%

6,300

N/A

N/A

N/A

N/A

N/A

Meadow Lakes Golf Course

32,500

Level

FOOT 2

N/A

N/A

River’s Edge Golf Resort

26,500

Down

FOOT 3

30%

1,300

Widgi Creek Golf Club

27,600

Level

40%

41%

1,368

2009 Rounds
Played

Juniper Golf Course

Golf Facility

Lost Tracks Golf Club

1. About 70% of daily fee play is from owners, hotel guests, condo renters
2. Approximately 75% of play is from outside Crook County, but exact origins not tracked
3. Locals play about 80% of rounds in off season, about 40% peak season
*NGF Consulting estimate
N/A – Information not available

Profiles – Primary Competitors
Below are summary profiles of some of Juniper GC’s primary competitors, including information
gained through interviews with club management.
Aspen Lakes Golf Course
Located near Sisters, Aspen Lakes is considered one of the top ranked golf courses in Oregon,
and was recently named one of Golf Digest's 4 1/2-star “Best Places to Play” for 2008/2009.
The facility was also named the #2 “Best Overall Golf Experience in Oregon” and #7 for “Best
Value” in a recent Brainstorm NW survey. Aspen Lakes features well-maintained bentgrass
fairways and greens, breathtaking mountain views, and signature red sand traps. The 2-year old
30,000 square foot clubhouse at Aspen features the Brand 33 Restaurant, which provides one
of the top banquet and meeting venues in the market.
NGF’s interview with Aspen Lakes’ management revealed the following:
•
•

Aspen Lakes has only 12 to 15 members.
Approximately 25% to 35% of total play is from Central Oregon residents, with the
rest coming from visitors from the “Valley” or I-5 corridor.
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•
•
•
•

Banquet business is growing; total capacity includes 110 in the dining room, 70 in the
loft, and 30 in the bar area (outside patio provides additional space)
Aspen Lakes markets golf/lodging packages with area resorts and hotels, including
7th Mountain and Ameritel in Bend, Five Pine Lodge in Sisters, and the Comfort
Suites in Redmond.
The golf course, which typically opens around the second week of March, opened
February 13 this year.
Play is down from a peak of about 28,000 rounds in 2007; though rack rates have
remained the same last few years, actual golf revenue per round is down as more
golfers have shifted to twilight play and the club has marketed more package deals
(e.g., with food).

Crooked River Ranch Golf Club
Located a little bit off the beaten path between the Deschutes and Crooked Rivers, Crooked
River Ranch GC is a short, very scenic golf course with views of thirteen of Oregon's most
beautiful mountain peaks in the distance. Crooked River Ranch is known for the spectacular par
5 Hole #5, which plays out over the Crooked River Canyon. The 18-hole par 71 gem is
considered player friendly.
NGF’s interview with Crooked River’s management revealed the following:
•
•
•

•
•
•
•
•

Crooked River Ranch has a golf season similar to Juniper GC’s, with play
intermittent after November 15.
Approximately 40% of daily play is local, with 60% from the “Valley”; despite having
300 members (majority of whom have private carts), about two-thirds of revenue are
from daily fee play (including outside tourneys).
Crooked River does not block times for members; however, Men’s Club Day on
Tuesday typically has 60 to 72 players, and Ladies Day on Wednesday typically has
about 48 players. These events are run as modified shotguns on the back nine, with
open play ahead of and behind the group, who kick in $3 per player to a prize fund
that must be spent in the pro shop.
Crooked River’s maintenance budget is $675,000, and the total operating budget is
about $1.2 million.
In addition to having some of the more affordable green fees in the market, Crooked
River offers even more of a bargain for locals, who can purchase a punch card that
essentially entitles them to a 20% discount off regular rates.
In response to aggressive discounting the market (especially among chief
competitors Meadow Lakes and Kah-Nee-Ta), Crooked River’s average daily rate
has declined somewhat in recent years.
After two years at about 45,000 rounds, Crooked River’s play declined to about
40,500 in 2009, attributable to poor weather and the regional economic picture.
Management markets a “Stay and Play” with the neighboring Sunview Motel, but is
looking to expand lodging promotional opportunities.

Eagle Crest Golf Resort
Eagle Crest Resort features two championship length 18-hole golf courses, along with the 18hole executive Challenge course. The Ridge Course at Eagle Crest has hosted two Northwest
Opens and, most recently, the 2006 Oregon Open. It’s known as a “drivers dream” with ample
landing areas for those who like to hit the long ball and features a straightforward, fair layout
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that challenges players of levels. Hole #12 is the signature hole. This par three features
elevated tees playing to a slender green and boasts magnificent views of the Cascades.
The Resort Course, which is closed from November through March, features two distinctly
different nines. For the most part, the front nine allows the player to swing away and use the
driver. The back nine places a high premium on accuracy, and holes 10 thru 15 have out of
bounds left and right. Hole #2 (the Resort Course’s par 5 signature hole) tees off eight stories
above the Canyon floor and features a nearly 90-degree dog-leg right.
NGF’s interview with Eagle Crest’s management revealed the following:
•

•
•
•
•
•

•

Of Eagle Crest’s 72,000 paid rounds in 2009 (down from a peak of about 83,000
rounds in 2003), about 34% came from its 260+ “passholders,” approximately 180 of
whom have all-inclusive memberships to all three golf courses. Only about 10% of
Eagle Crest play comes from outside the resort community. Tourney play accounted
for more than 6,000 rounds in 2009
Eagle Crest has a 2-week advance tee time policy for passholders, and 6-week
advance for the public; members cannot book between 9:00 a.m. and 10:00 a.m.
There are no blocked times for passholders, but they comprise most of the
Wednesday Men’s Day and Tuesday Ladies Day back 9 shotgun outings (rotated
among courses, beginning at 7:30 a.m.)
Eagle Crest’s owners do heavy marketing of the resort, especially to its large e-mail
database. The resort does promote packages with outside hotels.
Eagle Crest’s average golf revenue per round was up slightly in 2008, but down a
little in 2009 with the aggressive push behind punch passes and package deals.
However, management has not resorted to fee discounting.
Management has cut down on operating expenses in recent years, particularly with
respect to labor. Maintenance expenses for the Ridge, Resort, and Challenge
courses (34 total staff) were $455,225, $376,664, and $352,843, respectively in
2009.
Cost savings measures have included eliminating full-time positions and or/replacing
them with part-time positions, thus reducing both salary and benefits. For instance,
Eagle Crest previously had three superintendents and three assistants; there is now
only one superintendent and three assistants.

Meadow Lakes Golf Course
Meadow Lakes is a value oriented municipal facility with an attractive high desert setting. The
site features several ponds, rock-rimmed buttes, and green meadows. Meadow Lakes, built on
a former wastewater treatment facility site, has been featured in the USA Golf Journal and is
one of the first-ever recipients of Golf Digest's National Environmental Leaders Award. Many
other golf courses have been modeled after the project completed by the City of Prineville.
Meadow Lakes is an active municipal golf course that has hosted two Oregon Amateur State
Championships, including the 1998 Oregon Mid-Amateur Championship.
Other NGF observations on Meadow Lakes:
•

Play has climbed steadily from the 22,000 rounds in 2002, partly because
management began to trade rate for volume. For 2008, Meadow Lake reported
hosting 33,000 rounds – its best year ever; play dropped slightly in 2009. Meadow
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•
•
•

Lakes has likely taken some play from Juniper in light of the recent economic
downturn (management reports more Redmond play this past year).
Though management does not track zip code origins, they estimate that about 75%
of play comes from outside Crook County.
Meadow Lakes partners with a local Super 8 and one other motel for gold/lodging
package deals.
Meadow Lakes is open every day for lunch, reporting strong business even in the
winter months. The facility is also active in terms of banquets and meetings.

River’s Edge Golf Course
Part of the Riverhouse Resort located between the Deschutes River and Highway 97 River’s
Edge GC is situated along the east face of Awbrey Butte. Robert Muir Graves - who also
designed Widgi Creek Golf Club, the Greens at Redmond, and Black Butte Ranch’s Big
Meadow course, designed River’s Edge. Though under 6,700 yards from the back tee, River’s
Edge is considered by most to be a very difficult track - particularly for those not accustomed to
playing hillside lies - but a strong value. The course is also spectacularly beautiful, with its
ponderosa- and juniper-lined fairways and frequent dramatic views of Bend. River’s Edge can
be punitive if a golfer is wild; the course features tight fairways, elevation changes, and
numerous blind shots into greens. The greens have a reputation for being well-kept and
relatively consistent, and fairways are generally lush in the summer time.
Other findings on River’s Edge:
•

•

•
•
•

River’s Edge runs a very lean operation, including a small food & beverage
operation. The maintenance budget generally runs between $450,000 and $650,000,
depending on capital needs, while the total operating budget is normally between
$650,000 and $850,000.
River’s Edge reports 105 annual golf members, plus 265 “Club Memberships” (for
fee of $59, members play for $41 during the summer rather than regular fees of $59
weekdays and $68 weekends). Annual golf members account for about 30% of total
play, while Club Members account for another 20%. “Locals” account for about 80%
of total play in winter, and about 40% in summer. Overall, play has become more
geared to locals with the introduction of the $59 card.
Management blocks 9 a.m. through 11:00 a.m. Thursday for members
Overall, rounds played are down moderately from a best of 28,000 in 2007, with
about 26,500 in both 2008 and 2009. Annual tournament rounds are down to about
1,300 from 2,300 in 2007. Average daily rates have held steady.
Due to the hilly nature of the golf course, River’s Edge gets about 95% riding rounds.

Widgi Creek Golf Club
Widgi Creek is a highly rated course that is very popular with locals. The course is one of the
more scenic golf courses in the area, located amid the Ponderosa pines in the Deschutes
National Forest, and featuring spectacular views of the Deschutes River and the snow-capped
peaks of the Cascades. Widgi features a challenging 6,900-yard Robert Muir Graves-designed
course with tight fairways and well-kept undulating greens. In response to a Poa annua
infestation, the owners recently replaced the greens on seven holes with bentgrass.
Under its former owners, Widgi Creek went bankrupt in 2005. In the past, Widgi Creek was
essentially operating as a member club; though it was open to the public, members were
entitled to amenities and privileges typically enjoyed by members of fully private clubs. In the
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2002-04 time period, the club reportedly had about 400 members. The public stood little chance
of getting prime tee times, as there were member shotgun events on many days, including
Monday, Thursday and Friday mornings, and Wednesday afternoon. Additionally, the club used
to have ~10 exchange/visitation days (other clubs’ members playing for cart fee only) about 10
times a year.
Noting that the “semi-private” operating structure was a failure, the new owners undertook a
successful transformation of the club’s business m odel. The club now has about 225 members,
not including holders of the Widgi Pass. Management now blocks times only for the Men’s Club
(Wednesday afternoon for about 1.5 hours) and Ladies Club (Thursday a.m. for about 1 hour),
as well as several tee times for seniors on Monday mornings. NGF is told that members do play
in groups occasionally by making tee times, but daily fee players get mixed in.
In 2009, members accounted for only 41% of total play at Widgi, down considerably from the
early 2000s. Play was at about 33,000 rounds in 2006 and 2007, when the club had 252
playable days. Play subsequently declined to 26,585 in 2008 (218 days) and 27,600 in 2009
(236 days). Widgi’s golf revenue per round for daily fee play has declined somewhat with the
advent of the Widgi Pass and more people playing during the afternoon. However, the overall
Average Daily Rate (ADR), including member dues, has actually increased due to fewer rounds
being played by members. As part of the change in operating model, expenses have also been
cut back, including a switch to more basic food and beverage service. Widgi’s maintenance
budget is about $500,000, and the total operating budget is reportedly between $1.5 million and
$1.6 million, including about $200,000 for food & beverage.
Other observations regarding Widgi Creek:
•
•
•
•

The club receives occasional play from Redmond residents.
Management introduced the $79 Widgi Pass, which entitles holders to play at guest
rates, in 2009 and signed up about 80 to 90 golfers in first year.
Guests of the nearby Seventh Mountain resort, as well as many other area hotels,
receive group rates normally associated with groups of 10 or larger.
During peak season, locals tend to play heavily beginning at the 1:00 twilight time;
formerly, the 1:30-3:30 time periods received light play.

Secondary Competitors
Juniper GC competes secondarily with the Black Butte Ranch Big Meadow and Glaze Meadow
courses (price range from $35 to $73, depending on time of day and year), the Sunriver
Meadows and Woodlands courses ($59 to $109, lower for resort guests), and Bend’s Tetherow
Golf Club ($80 to $195, including cart), primarily for group play and visitor play. These facilities
are highly acclaimed and represent some of the finest golfing opportunities in the market. There
are indications that some of these higher price point facilities are lowering rates in response to
market conditions, which may bring them into more direct competition with Juniper Golf Course,
at least during off peak demand periods (see discussion below on discounting of green fees).
At the lower end of the price scale, Juniper competes secondarily with the 18-hole executive
length Greens at Redmond facility, which, though it offers a far inferior golf experience to
Juniper, will compete for rounds of golf from price sensitive area golfers. Green fees are $32 for
18-hole play and $22 for 9-hole play, with cart fees of $10 and $6, respectively. Kah-Nee-Ta
Golf Course, located about 40 miles to the northwest in Warm Springs, is another alternative for
the market’s more price sensitive golfer, with cart inclusive rates of $40 to $55. Kah-Nee-Ta is
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likely priced artificially low in order to draw potential patrons to the resort and casino of the same
name.
Juniper Golf Course Secondary Competitors – Summary Information
Type

Year
Open

Par / Slope

Front Tee /
Back Tee

Distance from
Juniper GC*

Black Butte Ranch

18H DF

1972

72 / 125

5,485 / 7,002

25.5 miles NW

Black Butte GC Glaze Meadow

Black Butte Ranch

18H DF

1982

72 / 124

5,455 / 6,574

25.4 miles NW

Greens at Redmond

Redmond

18H DF (E)

1995

58 / 100

2,305 / 3,554

1.2 miles West

Kah-Nee-Ta Golf Course

Warm Springs

18H DF

1972

72 / 124

5,195 / 6,352

37.3 miles NW

Sunriver Resort (Meadows)

Sunriver

18H DF

1969

72 / 131

5,287 / 7,012

28.1 miles SW

Sunriver Resort (Woodlands)

Sunriver

18H DF

1969

72 / 142

5,341 / 6,933

28.1 miles SW

Tetherow Golf Club

Bend

18H SP

2008

72 / 142

5,000 / 7,300

16.1 miles SW

Golf Facility

Location

Black Butte GC Big Meadow

*Air miles from subject site, rounded to half- mile; actual driving distances will likely be greater.
Type: DF – Daily Fee SP – Semi-private E - Executive

Private Clubs
The struggles in the local private club market are evidenced by plummeting initiation fees and
decreasing membership levels. The initiation fee at Bend G&CC, which NGF was told has lost
about 110 members in recent years, is currently $2,500 - down from $7,000. Also the club has
only 335 members, 215 below its cap. The initiation fee at the Crosswater Club at Sunriver is
down to $20,000 from $40,000. Still, the price points at the area’s private clubs are considerably
higher than those at Juniper GC and there is likely not much competition for members between
the Redmond facility and those private clubs listed above. Juniper may pick up some of those
members that leave private clubs for financial reasons.
Membership Fees – Area Private Clubs
Golf Facility

Initiation Fee (Full Golf)

Awbrey Glen Golf Club

$12,000

Bend Golf & Country Club

$2,500

Broken Top Club

$7,000

Crosswater Club at Sunriver

$20,000

1

Monthly Dues
1

$353

2

$384

3

$425

4

2
3
4

$357

1 Includes $6,000 equity; limited Non-equity membership is $1,200 init.
+ $306/mo.; Intermediate is $2,000 + $280/mo.
2 Intermediate membership (under 40) is $2,500 + $288/mo.; Non-equity
2-year term memb. Is $2,000 + $384/mo.
3 Intermediate membership (under 45) is $2,000 + $325/month
4 Non-equity is $15,000 initiation (pay by 4/2012) + $357/mo.; Young
Executive (under 46) is $3,000 (pay $12,000 at 46) + $357/mo
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Regional Golf Surveys - 2009
2009 C entral Oregon Golf Survey
The Central Oregon Visitors Association (COVA), in cooperation with Central Oregon’s golf
courses, conducts a study - the Central Oregon Visitors Association Economic Impact Golf
Survey – that has become an annual barometer of the economic impact of golf on the regional
economy. The goal of this survey is a comprehensive economic impact report of the golf
industry on the regional economy.
The 2009 Golf Economic Impact Survey was completed by twenty of the region’s thirty
operating golf courses, with each facility’s response weighted and averaged in accordance with
the number of holes reported in the survey. Responses were also factored based upon
differences in private and public play facilities, as well as facilities operated on municipal or tribal
land versus private land. A summary of 2009 compared with 2008 does not show a significant
change in the overall health and scope of the Central Oregon golf industry.
Some of the key findings:
•
•
•
•

The total number of rounds played overall – 453,347 - was relatively flat to the
previous year.
The price per round declined, mirroring the overall economic emphasis on “value
discounting.”
For public access golf courses, residents accounted for an estimated 40% of total
play, while visitors accounted for 60%.
Total golf course revenue was estimated at more than $26 million (includes green
fees, golf cars, rentals, merchandise sales, food & beverage, lessons, schools,
private club member dues and club initiation fees, etc.)

Bend Bulletin Annual Online Survey (published May ’09)
The Bend Bulletin conducts an annual online golf survey. Results for the 2009 survey are
summarized below:
•

•
•
•
•

Of 124 survey respondents (75% are from Bend), 89% of whom describe themselves
as “avid” golfers, 63% said they expected to spend less on golf in 2009 than in 2008.
Of those who expected to cut their golfing budget in 2009, 57% indicated they would
play at less expensive golf courses.
In addition, 43% said they would play fewer rounds of golf in 2009, and 38%
indicated they would forgo the purchase of new golf equipment.
Golf course quality remained the second most frequently cited factor (66%) in
choosing a golf course to play. Value ranked number 1 in this year’s survey, chosen
by 76% of respondents.
Widgi Creek Golf Club in Bend was named most often (17 times) in the survey as a
favorite course, followed by Lost Tracks Golf Club in Bend (11 times), and Aspen
Lakes Golf Course in Sisters and Juniper Golf Course (10 apiece).
The biggest complaint registered about Central Oregon golf – mentioned by 70% of
respondents – was ‘Affordability’.
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Central Oregon Golf Trail
The new Central Oregon Golf Trail, comprising 26 facilities and 30 golf courses, is a new
cooperative marketing effort among many of Central Oregon’s golf courses. (NGF is told that
Bruce Wattenburger from Juniper GC is the president of the Golf Trail, which also has a Board
of Directors). The marketing effort is being coordinated through the Central Oregon Visitors
Association (COVA), which has been the non-profit tourism Destination Marketing Association
serving Central Oregon since 1971. The marketing effort is currently in its infancy; however,
there is a page on the COVA website dedicated to the Trail. The thirty golf courses are listed
and mapped out, with links to dedicated pages for the individual facilities. The site also allows
for online tee time booking.
The primary objective of the marketing cooperative is to strengthen Central Oregon’s reputation
as a golf destination and to draw more visitors to the area for the purpose of playing golf. NGF is
told that COVA will be dedicating some of its $100,000 golf marketing budget to promoting the
Trail. Another goal of the program is to build a large e-mail database of golfers, especially those
from the I-5 corridor up and down the coast.

Fee Discounting
In response to the down economy and the decrease in visitation to Central Oregon, area golf
operators have placed an increased emphasis on gaining market share from local golfers
through discounting of fees and “value added.” It appears that nearly every public golf course in
the area expanded its discounting in 2009.
Some examples of the reduced pricing strategies include:
•

•
•
•

Twilight rates that are lower and/or that kick in earlier in the day. As noted earlier in
this section, Widgi Creek instituted a 1 p.m. twilight rate to entice local golfers, who
can now play in the afternoon at Widgi for $39 on weekdays and $49 on weekends $25 cheaper than the morning rates on those days.
Greens fees packaged with meals, cards or punch passes (see Widgi Creek, River’s
Edge, Eagle Crest) that offer discounted golf rates all year.
Kah-Nee-Ta High reduced the price of its annual golf pass from $500 last year to
$300 this year. Though it no longer includes golf cart, the pass allows unlimited golf.
Higher tier facilities also employed similar strategies in 2009 to gain play from local
golfers:
§ Tetherow Golf Club in Bend offered locals for $80 through May 15.
§ Black Butte Ranch reduced its twilight rates slightly to $53 (from $59 in 2008) on its
Big Meadow course after 3 p.m. and to $45 (from $50) on its Glaze Meadow course.
In addition, for an initial fee of $99, the Black Butte Ranch “Local’s Card” gives
golfers 30 percent off greens fees for the year, a program Black Butte started last
year. Black Butte also offered a round of golf along with lunch or dinner for $59, and
at times offered similar deals even during the summer high season.
§ Sunriver Resort dramatically cut its Deschutes County rates at its Woodlands and
Meadows courses, from $140 during peak times to $79. Sunriver also reduced its
annual memberships. For instance, an individual golfer age 45 or younger can play
the two courses all season for $975. Sunriver also offers, for $195, a locals’ card
good for 50% off greens fees.
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Significant Findings / Market Conclusions
NGF Consulting’s key findings regarding the competitive public access golf market in which
Juniper Golf Course operates are summarized below:
General
•

•

•

•

•

Juniper Golf Course competes for market share most directly for local daily fee play
with Widgi Creek, River's Edge, and Lost Tracks in Bend, and, for more price
sensitive golfers, with lower cost providers Meadow Lakes and Crooked River
Ranch. For visitor and outing play, Aspen Lakes and Eagle Crest are probably the
most direct competitors, followed by the Black Butte and Sunriver Resort courses.
As we discussed in the previous section, the economy and resulting drop in visitation
to Central Oregon has resulted in a greater reliance on local play for golf operators.
This has manifested itself through a greater emphasis on fee discounting,
affordability, and creating value for golf consumers.
Based on interviews with area golfers and golf facility operators, as well as input on
golf-related websites, the market perceptions of Juniper GC were mixed. The facility
is highly regarded as a physically beautiful course, and golfers seem aware of its
various accolades. However, as detailed elsewhere in this report, the course is
considered very difficult and pricy (especially among locals). Also, a recurring theme
that emerged from NGF’s interviews and research was that public golfers perceive
Juniper GC as a “member club,” though most of these same golfers know that it is
open to the public.
Central Oregon is an active league/men’s club/ladies club and outing/tournament
market, though both the size and frequency of larger tournaments seem to have
diminished with the downturn in the economy. Tournament play is an integral
programming component at many area public access facilities, as large outings
contribute greatly to the bottom line, while also exposing potential new customers to
a facility. Among the most active tournament providers are Eagle Crest Resort, with
6,000+ tourney rounds in 2009, and Crooked River Ranch, with 4,300+.
All of the subject public access golf facilities profiled offer an unlimited play annual
pass / membership. Market operators offer wide variety of membership options in
addition to the standard unlimited 7-day, including 5-day, single/couple/family,
corporate, “Executive” (equivalent of Juniper’s “Intermediate”), non-resident. Also,
some standard programs include unlimited range usage and/or cart (Eagle Crest’s
includes both and is good for all three golf courses).

Fees
•

•

The Central Oregon public access golf market does not seem to have succumbed as
severely to the widespread discounting of green fees that has become so prevalent
in golf markets nationwide. However, the practice is becoming more common in this
market, even at higher end public golf facilities such as Black Butte, Sunriver, and
Tetherow through specials, package deals, and yield management. The use of
internet wholesalers such as golfnow.com, which tend to put downward pressure on
green fees and average daily rates in a golf market, has not been prevalent among
the competitive set NGF profiled.
Lower fees, especially during off peak demand periods such as twilight, seem to
have driven local golfers to spread their golf dollars around and exhibit less loyalty to
individual facilities. Golf operators, in response, have begun instituting player card
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•

•

•

programs, punch cards, etc. (see previous discussion) to increase customer loyalty.
These types of programs can have all of the benefits of an unlimited play program
while also preserving more tee times for outside play.
The majority of golf facilities we profiled offer discounted green fees for area
residents through resident rates (whether published or unpublished), “locals” cards,
etc. Only a few courses offer senior discounts, including Crooked River (weekday
only), Lost Tracks (10% off), and River’s Edge (seniors receive guest rate, but
discount is not publicized). Juniper Golf Course will be instituting a Senior Day on
Wednesdays beginning this year.
The green fee pricing convention in this market is based on its seasonality, with peak
season (generally mid-may through mid-September, depending on microclimate),
one or more shoulder seasons in spring and fall, and winter season. Juniper Golf
Course, in contrast to the Bend golf courses, has a favorable microclimate that
allows it to remain open for more days during the winter; the facility is also likely to
be snow free in late winter and early spring. Several golf courses close for part or all
of the winter, including Lost Tracks and Widgi Creek in Bend, Aspen Lakes, and the
Eagle Crest Resort course.
Most golf facilities in this market have prime time morning rates through about noon;
most courses will follow this with a midday rate and then twilight by mid-afternoon.
Some facilities go directly to twilight, while others also have a late afternoon rate, at
least during summer.

Rounds Played
• The subject golf courses, including Juniper Golf Course, averaged about 28,300
rounds per 18 holes in 2009, with all clubs reporting rounds levels that were either
level or down from the 2007-08 time period. Eagle Crest, at a reported 72,000
rounds on its three 18-hole golf course, was the most active, though Crooked River
Ranch was the most active 18-hole facility at more than 40,000 total rounds.
• As Central Oregon is a popular destination for outdoor activities, including golf,
market golf operators receive a significant amount of play from visitors, especially
during the May through August high season. Play is much more heavily geared
towards “locals” play in the shoulder and winter seasons. Overall, NGF interviews
and regional golf surveys indicate that about 55% to 60% of annual public golf
demand in Central Oregon is from visitors.
• The market is characterized by a strong seasonality factor with respect to rounds
played. May through roughly mid-September is characterized by heavy demand, with
less play in autumn and early spring and very little play during the coldest parts of
the winter.
• The percentage of member play at the subject courses reporting ranged from
minimal at Aspen Lakes, with only 12 to 15 members, to about 55% at Crooked River
Ranch, which has about 300 pass holders. These programs boost rounds played,
provide a reliable cash flow, and can build loyalty, but also generally have the effect
of driving down overall golf revenue per round at a facility, depending on the
frequency of play by members/pass holders.
• Most market golf operators reported a significant drop-off in rounds played between
the late 1990s and about 2005, with play patterns largely stabilizing or even
increasing in subsequent years, depending largely on yearly weather variations (for
instance, 2009 was a poor weather year).The drop-off in per-course activity levels,
both regionally and nationally, has been attributed to several factors, including
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•

•

emerging socio-economic trends and an oversupply of public golf courses fighting for
market share in markets where golf demand is flat. In many areas that rely on visiting
golfers, this trend was exacerbated by the aftereffects of the September 11
tragedies.
More recently, the economic recession, which has driven unemployment through the
roof and led to greatly reduced visitation in Central Oregon, has predictably had an
effect on golfing habits as discretionary income has declined for many golfers.
Golfers appear to be gravitating toward lower priced rounds, such as weekday or
twilight, and curtailing their spending on food & beverage and merchandise.
Additionally, large outing/ tournament and banquet business is off at many golf
facilities.
As noted previously, about 20% of total existing public golf supply in the Central
Oregon market has been added in the last decade. This new supply clearly
contributed to a drop in per-course activity levels experienced by area golf operators.
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Juniper Golf Course
Golf Operations Review
In this section we will provide an overview of issues related to the overall operations of the
Juniper Golf Course. Due to the very nature of consulting engagements such as these, this
review will focus on some areas where changes may be in order or operations improved, rather
than on the many positive attributes of the facility and its management and other staff.
Additionally, the topics covered are not meant to be exhaustive; rather, we focused on those
issues that are most germane to continuing operations at Juniper.

HISTORY OF THE NEW JUNIPER GOLF COURSE
Land Acquisition / Funding for Construction
Construction of the new Juniper Golf Course was financed through an issuance of General
Obligation Bonds by the City of Redmond in 2003 in the amount of $5.935 million, with a
maturity of 30 years. The club’s existing reserves of were also exhausted and a 1+ acre parcel
of land (total $350,000) sold to complete funding for the project. The total outstanding balance
of long-term debt as of this writing was about $6.8 million.
The golf course sits on federal Bureau of Land Management land that was leased to the Public
Building Corporation (see below) for the express purpose of the development of an 18-hole
municipal golf course in accordance with the Development and Improvement Plan for the
Proposed Relocation of the Juniper Golf Course, dated August 29, 1997. The Recreation or
Public Purposes Lease dated April 24, 2001 is between United States of America (through BLM)
and the PBC. The lease does not call for payments to the BLM, but rather was conditional on
the building of the golf course. The agreement also requires that everyone have equal access to
the golf course. BLM also required an environmental mitigation related to wildlife on the site in
order for the land to ultimately be turned over to the PBC.

Construction
NGF is told that the construction of the golf course was plagued by problems and cost overruns,
and elements of the original plans fell victim to insufficient funds. For instance, there were rock
ridges such as the one on #6 fairway that could not be blasted (resulting in blind spots) and a
lake that was supposed to run all the way up to the area between greens #9 and #18 became
considerably smaller. Also, inadequate soil depth left rock exposed in some fairways. Ultimately,
though the course turned out beautifully, John Harbottle’s vision for the golf course was not fully
realized (please refer to discussion in Review of Facilities section of this report).
Also, the original plans for the clubhouse did not come to fruition as funds were completely
exhausted by the golf course and infrastructure. The building was supposed to be two stories,
have a segregated function/banquet area separate from the bar/restaurant, and have lockers for
members. However, the City had to secure in June 2005 an $800,000 line of credit to be loaned
to the PBC (due date in 2026) for completion of a scaled down version of the clubhouse that has
many limitations.
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Market Positioning / Business Model
Plans for the Redmond east-west highway coming through the old course, the need to upgrade
the aging irrigation system, and the Federal Aviation Administration threatening to enforce fairmarket lease rates required the closing of the old Juniper Golf Course and the building of the
new golf course.
NGF was not made aware of any feasibility/due diligence study that was undertaken in advance
of the construction of the new golf course. This type of study would seem essential when the
fundamental nature of the Juniper Golf Course was going to be vastly different from that of the
original Juniper GC. NGF is told that the new Juniper was modeled somewhat after Bend Golf &
Country Club, even though Juniper was supposed to be a “municipal” golf course. (The original
golf course, though it did not resemble a traditional municipal golf course in the sense that it had
about 400 members and reportedly was not at all friendly to daily fee play, was at a significantly
lower price point). Also, initial and subsequent pricing of daily fees and member dues for the
new facility seems to have been more heavily influenced by the fact that annual debt service
was going to rise from $60,000 to $500,000, rather than by golf market supply and demand
factors or local demographics.
The change in market positioning was one of several factors that contributed to problems at
Juniper Golf Course from inception. As noted earlier, the new Juniper GC opened in July 2005
to immediate market acceptance, and subsequently received several accolades. However,
despite opening to high demand for tee times, several factors acted to reduce demand and
constrain revenues over the years, including:
•
•
•
•

The difficulty of the golf course (exceptionally tall fescue, blind shots, unfamiliarity,
lost balls, golfers playing the wrong tees, speed of the greens, 5.5 to 6 hour rounds).
Other course issues related to under-funding of the project (e.g., not being able to
blast certain ridges, resulting in blind shots; shortcomings of the clubhouse).
Access issues – at the time of the opening, Juniper had about 437 members, making
it difficult for both members and, especially, daily fee players to get on the course
when they wanted to.
Price point – daily fee rates and membership costs went up significantly at the new
Juniper GC. For instance, memberships that cost about $100 per month at the old
course (before capital campaign for new course began) went up by 50% or more.
Also, equity memberships (could be re-sold) became non-equity.

As a result of these issues and other market factors (e.g., increased competition and, more
recently, the economy), about ±130 members left by the end of FY 2006 and membership now
stands at just under 200. Additionally, many daily fee players who had bad experiences due to
pace of play, difficulty, and access issues never returned or came back only infrequently.
Worse, they told their friends about their bad experiences, contributing to a mixed market
perception about Juniper GC.
NGF experience has shown that the semi-private operating model, especially in the context of a
municipal golf course that is supposed to be equally accessible by all residents, can be very
problematic when there is an over-reliance on member-generated revenue and activity. When
membership starts to fall, for any reason, it can be very difficult to gain the needed market share
in the daily fee segment (against competitors that have been competing aggressively in this
segment for many years) to make up for lost revenues on the membership side. Also, even
when membership is near capacity, there is the inherent managerial problem of “serving two
masters” – the member base and the general public.
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ADMINISTRATION AND MANAGEMENT
Juniper Golf Course has been managed since 1952 by the non-profit member-based Juniper
Golf Club, Inc. through an agreement with the non-profit City of Redmond Public Building
Corporation (“PBC”), and in accordance with terms laid out in the Construction Loan Agreement
(and subsequent two amendments) between the City of Redmond and the PBC:
“Manager shall observe and perform the terms and conditions to be performed and observed on
the part of Corporation under the Construction Loan Agreement between the City of Redmond
and the Redmond Public Building Corporation attached as Exhibit A and made a part as though
wholly incorporated herein, and the Lease Agreement between the Bureau of Land
Management (BLM) and Redmond Public Building Corporation dated as of April 24, 2001,
attached as Exhibit B and made a part as though wholly incorporated herein, except those that
can only be performed exclusively by the Corporation.
In consideration for services to be performed under this Agreement, Manager shall receive a fee
equal to the amount to be paid by Manager to its employees for performing services under this
agreement (the “Management Fee”), as approved in the annual operating budget approved by
the Corporation under Section 3 hereof.”
The management operating agreement entered into on August 7, 2003 has no term specified.
The agreement may be terminated at any time by either the Manager or the Corporation upon
60 days written notice to the other party. Juniper Golf Club is not paid a management fee to
manage the golf course. Rather, revenues from operations, according to the Construction Loan
Agreement, must fund operations, including all salaries, capital reserve, and the debt service.
There are no concessions at Juniper GC, with the exception that the Head Pro and assistants
keep 100% of lesson revenues.
The Juniper Golf Club has a volunteer Board of Directors, as does the PBC. The PBC, a wholly
owned subsidiary of the City of Redmond that is appointed by City Council and functions like a
committee, was formed in 1984 for purposes other than golf, but financed the 9-hole addition to
the original Juniper Golf Course. The five-member Board meets as needed, reviews the
financials of the club, and discusses other pertinent issues relative to the Juniper GC. NGF is
told that Juniper’s General Manager attends these Board meetings about two times per year.
Members of the Juniper Golf Course chose the Board of Directors of the Juniper Golf Club, Inc.
(who, we are told, are all members of the golf course), and the Board then hired the General
Manager and other top staff at the golf course. Ultimately, the PBC and Juniper Golf Club, Inc.
answer to City Council through City Administration, including the City Manager, Assistant City
Manager, and Controller.

FEES
The table below summarizes the major daily green and cart fee categories for Juniper Golf
Course.
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2010 Daily Green Fee Rates
In-Season (May-September 10)
Weekday

Weekends/Holidays

Prime:
Open to
Noon

Noon to 3
p.m.

Twilight:
after 3 p.m.

Prime:
Open to
Noon

Noon to 3
p.m.

Twilight:
after 3 p.m.

18 Holes

$59

$52

$45

$65

$55

$39

9 Holes

NA

$40

$30

NA

$45

$29

Shoulder Seasons (March-April; September 11-November)
Prime: Open to 1 p.m.

Twilight: After 1 p.m.

18 Holes

$45

$35

9 Holes

$35

$25

Winter Season (December-February 2011)

18 Holes

Prime: 11 a.m. Shotgun

Twilight: After 1 p.m.

$40

$30
Other Fees

Carts
Range

Power Cart Rider Fee 18 Holes

$15.00

Power Cart Rider Fee 9 Holes

$10.00

Range Token (~ 30 balls)
Range Token Special

$3.00
$35.00

NOTES:
Green fees are ½ price when playing temporary greens (pla nned for months of December and January)
Information in brochure displayed in the pro shop and on the Website are inconsistent.
Brochure: Redmond resident discount of $10 off 18 holes and $5 off 9 holes; Senior Discount Day Wednesday 1/2 price;
Range token special $35 – no mention on Website
Website: ‘Other” fees differ: power cart $15; range balls large bucket $6; Website adds golf lesson at $50; Juniors pay ½
price when accompanied by an adult – brochure has no mention of this

Fees are set by Juniper GC management and approved by the Board. NGF noted some
inconsistency in fees between a “Juniper Golf Course 2010 Rates Brochure” and the website
(please see Notes section in table below), and that the new resident discounts and senior day
discounts are either not prominently displayed or not displayed at all, depending on the source.
Daily green fees have changed little since the new golf course opened in 2005. Winter green
fees were entirely unchanged, while the only difference in shoulder season fees was a $5
increase in the twilight fee in 2010. Peak season green fees have been very similar from year to
year. Weekday/weekend prime time green fees were $60/$65 in 2007 and 2008, $64/$69 in
2009, and $59/$65 for 2010, though residents of Redmond will now receive a $10 discount off of
18-hole rates and a $5 discount off of 9-hole rates.
NGF Consulting was told that some Redmond demand for daily fee golf was being exported to
other facilities due to price sensitivity. In an effort to draw more local play, Juniper management
began discounting some rates in 2009 during off peak demand times to draw more locals play.
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As an example, in June the club ran Web specials for Sunday afternoon play ($40 riding,
including lunch), which were reportedly successful with little advertising; this special was later
expanded to Monday (part of which is maintenance day). Management also ran a Sunday
through Thursday afternoon special at certain times of the year, as well as $30 specials on
certain Mondays and some “2 for Tuesday” specials, and instituted multiple play punch cards
(which included a $100 gift card for the first purchase and a discount for each subsequent
punch card purchase) in 2009 for the purpose of drawing more local play and building customer
loyalty. Beginning in 2010, Juniper will feature Senior Day, with half price green fees, on
Wednesdays.

MEMBERSHIP
The table below summarizes the membership categories and pricing for Juniper Golf Course in
2010.
Membership Fees
NonResident

Resident
Family

Single

Partial
Year

Intermediate

Business

Joining Fee

$600

$600

$600

$600

$600

$600

Dues -Monthly

$220

$180

NA

$110

$3501

$85

$2,390

$1,980

Varies 2

$1,200

$3,850

$950

Food Minimum 3

$100

$100

$100

$100

$150

$0

Power Cart Fees

$60

$45

NA

$45

$755

NA

$650

$495

Varies 4

$495

$8256

NA

Annual Dues Option

Power Cart Annual Option

1 Business monthly dues $350 for 3 principal players + $100 each additional employee up to 3
2 Annual dues option varies by number of months chosen; may pay 3 equal payments (5% finance charge)
3 Food minimum $100 per quarter for Q2,3,4 for all resident and social members
4 Power cart annual option for partial-year members based on number of months @ $45/mo single or $60/mo family
5 Monthly business power cart fee $75/mo for 3 principal players + $25 each additional employee
6 Annual business cart fee $825 + $250 each additional employee
NA = Not Applicable
Range and Capital fees are included in all memberships except social
Other Memberships
Honorary and Special members: $0 joining fee or monthly dues; no food minimum; range and capital fees are included
Social members: $100 joining fee; no monthly dues; $100/mo food minimum quarters 2, 3, and 4; no capital fees

Unlike daily green fees, initiation fees and member dues have steadily risen since the new
course opened (the initial increase from the old course was noted earlier). For instance, in FY
’07, the initiation fee was $525, single dues were $165, and family dues were $180. Capital
contributions of $120 annually have been charged separately, but will be included in dues
beginning in FY 2011.
In response to steadily declining membership (there was reportedly a large drop-off during the
winter of 2008-09, mostly attributed to “snowbirds” resigning), there have been some
adjustments made to existing categories and some new categories introduced. Non-resident
memberships in FY 2007 required a $525 initiation fee and $250 per year dues for 15 rounds of
golf. Now, non-resident memberships are $600 with dues of $85 per month for unlimited play.
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New membership categories aimed at gaining new members, or regaining lapsed members, are
the Intermediate (aimed at prospects aged 39 and under), Partial-Year (snowbirds), and
Business (corporate) categories. Another adjustment made recently is that the F&B minimum
must be paid for only three quarters. At the time of this report, management reported that about
28 new members – bringing the total to 198 – had joined as a result of these and other efforts.
A detailed profile of membership was not available from the Juniper Golf Club. However, NGF is
told that the membership is generally older, with “many more members 55 and older than under
55.” Management notes that about 50% of members are from Redmond, with the balance from
the rest of Central Oregon, including about 60 from Bend.
Management notes that Juniper Golf Course has a very active membership base in terms of
volunteerism, with thousands of hours put in to helping with the initial golf course grow-in, as
well as ongoing golf course maintenance and landscaping related projects for the Men’s Club
and the “Adopt a Hole” program. These volunteer hours are an important supplement to paid
labor given Juniper’s relatively lean maintenance budget.

FACILITY ACCESS ISSUES
Problems with access to the golf course that occurred when the new course first opened, as
well as the perception in the market that Juniper was a “member” club, were noted earlier. As
membership has declined, tee time accessibility has become less of an issue, though it is
unclear how much the perception in the market has changed (it may be ingrained that daily fee
players cannot get on in the morning at Juniper).
Of course, it cannot be known how many daily fee players were unable to attain the tee times
they wanted over the years, though groups populated primarily by members have traditionally
had some prime morning tee times (those most in demand by daily fee golfers as well) “blocked”
at Juniper GC. This is especially salient during the summer peak season when afternoons can
be exceptionally hot, and when times are most in demand from less price-sensitive visiting
golfers. Afternoons are also traditionally the time when pace of play problems occur during the
high season.

STAFFING
As of June 30, 2009, full-time management and administrative positions at Juniper GC comprise
the General Manager, Head Golf Professional, Assistant Golf Professional, Bookkeeper, and
Office Assistant positions. In addition, there were four part-time workers for the pro shop and
nine for outside services. In the food & beverage revenue center, there was an Executive Chef,
Assistant Chef, Bar Manager, and twelve part-time employees split between the kitchen and the
wait staff. Food & Beverage staff has reportedly been reduced significantly as a cost saving
measure.
6/30/09
Administration

3 FT

Pro Shop

2 FT; 4 PT

Outside Services

9 PT

Kitchen

2 FT; 4 PT

Wait Staff

1 FT; 8 PT

Maintenance

4 FT; 9 PT

144
National Golf Foundation
Consulting, Inc. – City of Redmond, Oregon – 51

From the Maintenance perspective, there are four full-time employees – the Superintendent,
Assistant, Irrigation Tech, and Mechanic, in addition to nine part-time employees. A discussion
of maintenance staffing and budgeting was presented earlier in this report.
There are no industry standards that can be referenced to determine the appropriate staffing
levels for a golf operation. The number of staff needed for a particular golf operation depends on
several factors. Some factors influential in determining appropriate staff:
•

The average number of rounds a facility plays each day

•

The types and level of player services provided by the facility

•

The number and size of tournaments and outings or other special events a facility
accommodates each day, week or month

•

The physical layout of the facility

•

Training and experience of the employees

•

Level of management supervision

Without observing day-to-day operations, including the critical customer service function, for an
extended period, it is impossible to determine whether current staffing levels are sufficient for
the facility to run in a most efficient manner, or whether personnel need to be cut or added. Parttime staffing levels at golf courses are especially hard to optimize, mainly due to the variability of
demand throughout the year, week, and even day. Club management did note to NGF that will
continue to look at ways to trim labor costs at Juniper Golf Course.

OPERATING PERFORMANCE OF JUNIPER GOLF COURSE
In this section, we summarize the economic performance of Juniper GC between FY 2006 and
FY 2009. Operating results, with the exception of Depreciation, Interest charges, Gain (Loss) on
disposal of assets, and “audit adjustments” (supplied by the City from its audited year-end
figures), were supplied to NGF by Juniper GC management. These records, used for internal
reporting for Juniper GC, were available in greater line item detail than was available from the
City. NGF notes an inconsistency in the detailed financials supplied by Juniper Golf Club and
the summary financial results provided by the City of Redmond.
As noted earlier, Juniper Golf Club, for the first time, was unable to meet the debt service
payment to the City from net revenues. On January 12, 2010, Redmond City Council authorized
a $300,000 budget appropriation to support Juniper operational expenditures for FY 2010,
including amounts to bring Juniper current with vendors and taxing authorities.

Overall Results FY 2005-06 to FY 2008-09
The following table shows summary operating results for Juniper GC since FY 2006. In the table
below, all operating results come from unaudited internal club records with the exception of the
Depreciation, Interest, Gain (Loss) on Disposal of Assets, and “Audit Adjustments” line items,
which were provided by the City of Redmond.
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Juniper Golf Club
Fiscal Years 2006 – 2009
Rounds (Starts)
Ave. Number of Members
Revenue
Operating Revenue
Green Fees
Member Dues
Cart Rentals
Pro Shop
Driving Range
Food & Beverage
Other
Total Operating Revenue
Expenses
Operating Expenses Before Depreciation
Golf Course Maintenance
Labor Expenses
Operating Expenses
General and Administration
Labor Expenses
Operating Expenses
Food & Beverage
Labor Expenses
Operating Expenses
Total Operating Expenses
Net Income from Operations
Gain (Loss) on Disposal of Assets
Audit Adjustments
Interest Expense
Depreciation
Net Income (Loss)

FY 2006
41,664
355

FY 2007
38,773
296

FY 2008
37,119
261

FY 2009
35,858
208

FY 2006

FY 2007

FY 2008

FY 2009

$440,319
$619,352
$234,620
$177,715
$40,655
$577,963
$107,628
$2,198,252

$517,650
$585,924
$264,385
$234,042
$44,025
$650,179
$142,248
$2,438,453

$561,588
$551,101
$241,083
$232,125
$45,202
$661,011
$124,357
$2,416,467

$494,979
$544,205
$206,847
$176,488
$25,073
$565,503
$58,158
$2,071,254

$231,012
$194,969

$260,563
$195,559

$300,996
$221,140

$308,220
$215,618

$298,995
$404,289

$305,710
$585,204

$324,118
$513,122

$365,285
$371,477

$273,878
$308,320
$1,711,463

$354,049
$352,520
$2,053,605

$329,022
$291,916
$1,980,314

$255,286
$248,908
$1,764,794

$486,789

$384,848

$436,153

$306,460

$182,370
($126,707)
($288,275)
($213,637)

$3,981
($15,155)
($318,452)
($228,519)

($5,815)
$117,339
($316,557)
($220,015)

($3,666)
$38,004
($314,797)
($220,613)

$40,540

($173,297)

$11,105

($194,612)
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Observations – Overall Economic Performance
Below, NGF Consulting makes some observations regarding the overall economic performance
of Juniper GC since its opening.
•
•
•
•

•

Overall, total starts have decreased by 13.9% since FY 2006, and fell by 3.4%
between FY 08 and FY 09.
Total operating revenues peaked in FY 08 at $2.438 million, and fell by 15.1% over
the subsequent two-year period.
Between FY 08 and FY 09, green fee revenues decreased by 11.9%, cart rentals by
14%, pro shop sales by 24%, and food & beverage by 14.4%, despite a decrease in
rounds of only 3.4%.
Total operating expenses, excluding depreciation and interest, peaked at $2.05
million in FY 07 and has subsequently declined over the last two years by 14.1%.
Cuts in the food & beverage cost center accounted for most of the savings, as
expenses declined by $202,375, or 28.6%.
Net Income from Operations peaked in the first year of operation at just under
$487,000, falling by 37% to about $306,000 in FY 2009.

Rounds Played and Revenues
Rounds Played Trends
The following tables provide summary rounds played data for Juniper Golf Course. The first
table shows how rounds (total starts, including complimentary rounds) have decreased steadily
since Juniper GC opened, which is the opposite of what we would expect with the opening of a
new golf course as play tends to stabilize by years three through five.
Juniper Golf Club Rounds by Month
by Fiscal Year

July
August
September
October
November
December
January
February
March
April
May
June
Total

FY 2005-06

FY 2006-07

FY 2007-08

FY 2008-09

6,556
5,495
5,996
4,292
1,840
143
867
1,164
2,427
3,964
4,275
4,645

4,877
5,025
4,937
3,502
1,156
961
1,020
895
3,090
3,324
5,298
4,688

5,440
5,317
5,161
3,228
1,630
414
508
1,349
2,517
3,103
3,970
4,482

5,351
4,916
4,845
3,152
2,095
746
932
962
1,871
2,648
4,339
4,001

41,664

38,773

37,119

35,858
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The following table, which shows rounds played by calendar year, illustrates the seasonality of
demand at Juniper GC. More than 64% of total rounds have been played in the May through
September months since 2005, while December, January, and February receive little play.
Juniper Golf Club Rounds by Month
Calendar Years 2005 – 2006

January
February
March
April
May
June
July
August
September
October
November
December

2005

2006

2007

2008

2009

Total

% of Total

1,241
2,264
3,155
3,586
4,608
4,647
6,556
5,495
5,996
4,292
1,840
143

867
1,164
2,427
3,964
4,275
4,645
4,877
5,025
4,937
3,502
1,156
961

1,020
895
3,090
3,324
5,298
4,688
5,440
5,317
5,161
3,228
1,630
414

508
1,349
2,517
3,103
3,970
4,482
5,351
4,916
4,845
3,152
2,095
746

932
962
1,871
2,648
4,339
4,001
4,474
4,844
4,320
2,487
1,426
0

4,568
6,634
13,060
16,625
22,490
22,463
26,698
25,597
25,259
16,661
8,147
2,264

2.40%
3.48%
6.86%
8.73%
11.81%
11.79%
14.02%
13.44%
13.26%
8.75%
4.28%
1.19%

43,823

37,800

39,505

37,034

32,304

190,466

100.00%

NGF notes that club management began accounting for member rounds differently beginning in
FY 2008, so it is difficult to ascertain exactly how the percentage of member play has changed
over the years. Rounds played records indicate that members accounted for 67.5% of total
starts in calendar year 2006 and 48% in 2009. Member play, at least in terms of 9-hole
equivalent rounds, was as high as 78% at its peak.
•

•
•

Juniper GC records show tournament rounds peaking at more than 5,400 in 2007,
declining to 3,276 in 2009. Management reports typically seven to eight 100+ player
outings each year, including the annual Kiwanis and Rotary events, as well as many
smaller events. It is unclear how many of the tournament rounds were from memberonly events.
Complimentary rounds have been relatively steady over the years, at between 2,000
and 2,500 annual rounds.
Management reports that daily fee play is split pretty evenly between Redmond and
Bend golfers; though the point of sale system has the capability to capture zip codes,
the club has “not done a good job of capturing zip codes” in the past.
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Other Revenue Centers
The following table (source is internal unaudited Juniper Golf Club records) summarizes some
key operating metrics (rounds expressed as starts) and trends for Juniper GC between FYs
2006 and 2009.
Juniper Golf Club Key Operating Metrics
FY 2006

FY 2007

FY 2008

FY 2009

41,664

38,773

37,119

35,858

355

296

261

208

$145

$165

$176

$218

$10.57

$13.35

$15.13

$13.80

Cart Rentals

$5.63

$6.82

$6.49

$5.77

Pro Shop

$4.27

$6.04

$6.25

$4.92

Driving Range

$0.98

$1.14

$1.22

$0.70

$13.87

$16.77

$17.81

$15.77

$2.58

$3.67

$3.35

$1.62

$52.76

$62.89

$65.10

$57.76

Rounds (Starts)
Average Number of Members
Average Dues per Member per Month
Operating Revenues per Round
Green Fees

Food & Beverage
Other
Total Op. Revenue per Round

•

•
•
•
•

Total revenue per round (excluding non-operating revenue) at Juniper GC rose
steadily through FY 2008 to $65, subsequently falling by $7.34, or 11.3%, in FY
2009. Average cart rental revenue per round - $3.57 – was the same in 2005-06 as it
was five years previous.
The average number of members (monthly average) has declined steadily over the
years, from 355 in FY 06 to 208 in FY 09. When the new club first opened,
membership was reportedly at 430+.
Average dues revenue per member per month has risen steadily over the years, and
increased by about 50% from FY 06 to FY 09. This likely illustrates that rising dues
played a role in the membership decline.
On a per round basis, most revenue centers showed positive trends through FY
2008, but declined dramatically in FY 2009.
Over the years, the driving ranger revenue center has been an especially poor
performer and generated only $0.70 per start in 2009. Range revenue now reflects
only public play, as member dues include unlimited use of the range.

Expenses
Operating Expenses
The table below (source is internal unaudited Juniper Golf Club records) illustrates trends in
operating expenses at Juniper GC, broken down by major expense center. In reaction to
declining rounds and revenues, management has tried to “trim the fat recently, especially in the
food & beverage area. Additionally, deferred maintenance has been significant. In FY 2010,
management looks to continue to find ways to trim operating expenses.
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Juniper Golf Club Operating Expenses
Fiscal Years 2006 – 2009

Operating Expenses Before Depreciation
Golf Course Maintenance
Labor Expenses
Operating Expenses
Total Golf Course Maintenance
General and Administration
Labor Expenses
Operating Expenses
Total General and Administration
Food & Beverage
Labor Expenses
Operating Expenses
Total Food & Beverage
Total Operating Expenses

FY 2006

FY 2007

FY 2008

FY 2009

$231,012
$194,969
$425,981

$260,563
$195,559
$456,122

$300,996
$221,140
$522,136

$308,220
$215,618
$523,838

$298,995
$404,289
$703,284

$305,710
$585,204
$890,914

$324,118
$513,122
$837,240

$365,285
$371,477
$736,761

$273,878
$308,320
$582,198

$354,049
$352,520
$706,569

$329,022
$291,916
$620,938

$255,286
$248,908
$504,194

$1,711,463

$2,053,605

$1,980,314

$1,764,794

Juniper Golf Club Key Expense Metrics

•

•

•

FY 2006

FY 2007

FY 2008

FY 2009

Labor Exp./Round

$19.29

$23.74

$25.70

$25.90

Labor/Revenue Dollar

36.6%

37.7%

39.5%

44.8%

Labor/Total Op. Expenses

47.0%

44.8%

48.2%

52.6%

Operating Expense/Rd.

$41.08

$52.96

$53.35

$49.22

Op. Expense/Rev. Dollar

77.9%

84.2%

82.0%

85.2%

Total Expense/Round

$53.12

$67.07

$67.81

$64.15

Total Exp./Rev. Dollar

100.7%

106.6%

104.2%

111.1%

Total operating expenses, excluding depreciation and interest, peaked at $2.05
million in FY 07 and has subsequently declined over the last two years by 14.1%.
Cuts in the food & beverage cost center accounted for most of the savings, as
expenses declined by $202,375, or 28.6%. Other general and administrative
expense reductions totaled $154,000, or 17.3%.
The total operating budget for general and administrative expenses and food &
beverage was $1.6 million in FY 2007, which is very high for this type of golf facility,
based on NGF research and the total operating budgets noted at some of Juniper’s
chief competitors. By FY 09, non-maintenance expenses have been trimmed back to
a more reasonable $1.24 million.
Conversely, the maintenance budget is very reasonable for a golf course of this
quality, especially given the unique challenges it presents from a maintenance
perspective.
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•

•

Labor costs represent the largest single expense item for Juniper GC, accounting for
about 53% of total operating expenses (excluding depreciation, debt) in FY 09, up
from 47% in FY 06. During the same time period, labor expense per round has
increased by 34%, to just under $26 per round.
Total operating expense per round (the “cost of production”) increased by 30%
between 2006 and 2009, but fell by nearly 8% between 2008 and 2009. Total
Expense (including depreciation and interest) increased by 27.6% between FY 06
and FY 09, but fell by 5.4% last year.

CAPITAL IMPROVEMENT PROGRAM / MASTER PLAN
It is NGF Consulting’s understanding that there is a restricted capital reserve fund being held by
Juniper Golf Club in a separate non-operating account. Juniper has a capital charge of $10 per
month, added to member dues, and NGF notes a $51,000 capital reserve assessment in 200809, but is not aware of the accumulated fund balance. However, it is evident that available funds
are insufficient to cover any significant improvements. Juniper management plans to defer some
needed equipment purchases until the club meets its financial goals.
Juniper Golf Club has put together the outline of a facility Master Plan for improvements. The
planning document was developed by the Juniper Golf Course Greens Committee and is
reviewed on an annual basis by the Greens Committee and presented to the Board of
Governors for their review and approval. The intent of the Master Plan is to provide a tool to the
Maintenance Department for their planning and budgeting for annual work on the course. The
document will also help both the Maintenance Department and the Board of Governors plan for
future enhancements and maintenance of the golf course to ensure the future success of
Juniper Golf Course.

LONG RANGE PLAN
Juniper Golf Club has also recently put together a Long Range Plan for years 2010-2013
outlining the facility’s mission statement, operating values, and objectives. The plan also
outlines Juniper’s strengths, weaknesses, threats, and opportunities, from the perspective of
management; these are summarized below.
Strengths
• Membership base. Provides a degree of security in the winter months and
commitment to helping Juniper through volunteer work.
• Good public play based upon the quality of the course and competitive pricing.
• Longevity of our management team and staff.
• Relationship with the industry associations: USGA, OGA, PGA, GCSAA, OGA,
Oregon Seniors, CO Sr. Men, COSWGA.
• Relationship with the PBC and the City of Redmond.
• Restaurant improvement (noted by members)
• Juniper Golf Course continues to receive local and regional recognition for its quality
and received national recognition as Golf Digest magazine rated Juniper the 6th best
new course in the U.S. with greens fees under $75, in 2006; Best Places to Play
Outstanding Award in 2008, and Best Municipal Course in Oregon 2009.
Weaknesses
• Inability to control a baseline of memberships
• Under capitalized to begin operation in new location
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•
•
•
•
•
•
•
•

No capital reserve
Seasonal cash flow
Relationship with vendors strained by the seasonal cash flow and no reserves
Membership demographics – membership is relatively “old”
Size of banquet room – can’t host evens over the 100 person size
No storage space
Lack of road signage
Regional economic condition

Opportunities
• Create new membership categories and fees to increase memberships – this takes
advantage of the situations at other private clubs in the area, specifically Bend CC,
Broken Top, Awbrey Glen, and Widgi Creek, who are struggling with losing members
• Draw increased daily fee play due to quality of the course and competitive pricing
options
• Have two businesses to support ourselves – golf course and food and beverage
• Food and beverage has a significant chance at improvement through the hiring of an
outside sales coordinator for events and tournaments
• “Town” is close to moving out our way when 19th Street is developed
• Develop our unused land as an athletic club, putting course, tennis club, or some
other income producing activity
Threats
• Dependency upon weather and course conditions
• Aging and declining membership number
• Relationship with the PBC and City
• No capital reserve; cash flow; relationship with vendors
• Course conditions – drought, disease, etc.
• Continued economic decline in area
• Reduced interest in the game of golf nationally
Where We Have Been 2006-2008
• Learning program for Juniors
• City relationship (communication improved)
• Membership declines (50%) with move to new facility
• Golf membership prices increased with new facility
• Hired a GM to run the club
• Hosting Oregon Open
• Numerous changes in food and beverage management before GM hiring
• Server turnover high
• Complete revamp of office staff and procedures
• Central Oregon added six new courses
• Area population grows (%)
• Volunteer by members to improve course
• Cash flow declines
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•
•
•

Constant menu changes
Food quality wide variation
City backed bonds to build new course

Long Range Plan 2010-2013
• Secure additional capital to clean balance sheet and fund needed upgrades and
improvements
• Find outside investor(s) to develop the land at the northeast corner of the property
• Establish partnership with local hotel or hotels for golf / lodging packages
• Create membership (loyalty) stability – dues structure, annual programs, leagues,
frequent player programs – maybe look at a structure that allows memberships but
embraces the fact that we are a “public golf course”
• Enlarge the dining area of the View or create tent area to be able to accommodate
large wedding parties and banquets – hire outside event sales coordinator to expand
business
• Seek and host events that “promote” Juniper Golf Club as an “elite” facility to the
“better players – golfers at clubs tend to listen to players they feel are better than
themselves – Oregon Open, USGA events (Pub Links, Men’s AM, Men’s Sr. Am) –
we would need to start now for a 2011-2013 event
• Upgrade the signs showing where Juniper Golf Club and the View are located – this
should be a quick and easy thing to do yielding good rewards

CLUBHOUSE
As noted earlier in this report, funding problems resulted in a greatly scaled back and modified
version of the original planned clubhouse. According to many sources, including management,
employees, some members and former members, the clubhouse layout is inefficient and the
atmosphere uninviting. The restaurant, banquet facility, storage space, and pro shop areas were
made smaller than originally programmed.
The Juniper Golf Course clubhouse, which features underground cart storage, is a single-story
structure that measures about 6,240 square feet. The clubhouse includes a 740 square foot pro
shop and a 2,845 square foot restaurant with indoor seating for 90 inside comfortably, about
120-130 using the outside patio, and about 170 including the bar area. The building has many
limitations from an aesthetic and functionality perspective:
•

•
•

The building does not have adequate banquet space; as a result, non-golf related
meeting/banquet revenues, as well as golf tournament revenues, are constrained.
This is especially troubling given that larger weddings and banquets are perhaps the
most profitable, from a margin standpoint, ventures a golf course can undertake, and
there are relatively few high quality venues in the Redmond area to compete with for
larger parties.
The bar area and restaurant commingle, which is an annoyance to many patrons.
Detracting from the procession to the clubhouse is the alignment of the drive, which
unfortunately orients vehicles toward the service area of the clubhouse (“back of the
house”) and then directly across the parking lot, which is set at a slope toward the
arriving customers.
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FOOD & BEVERAGE OPERATION
The food & beverage operation, which comprises “The View” restaurant, has been a strong
revenue source since the opening of the new Juniper GC, though expenses associated with the
operation have also run high, making it a low margin profit center. Since FY 07, expenses have
been reduced significantly, and management reportedly is still “taking a hard look at costs.” One
way that costs have been reduced has been eliminating dinner service on all but Fridays and
Saturdays during the peak summer season.
The limitations of the clubhouse, discussed previously, have obviously constrained revenues,
especially for meetings, banquets, and tournaments over the years, but NGF believes there
remains excellent opportunity to increase F&B revenues. NGF notes the following observations
regarding the food & beverage operation at Juniper:
•
•

•
•

•

•
•

There reportedly has been a lot of turnover in personnel, as well as menu selections,
over the years.
The Executive Chef has recently been promoted to Food & Beverage Manager; he
told NGF that there had been more of an emphasis on fine dining at Juniper since it
opened, but that he is changing the emphasis to be more in line with a golf clientele
and the local demographics.
As with the golf course, there has been a relative lack of marketing for the restaurant
over the years. One employee noted to NGF that “most people in Redmond don’t
know our location.”
The View has not been actively promoted as a wedding or banquet facility. For
instance, Juniper has not participated in the Wedding Expo, which is held right
across the street. There also has been little or no advertising in the local wedding
guides, though the current manager has reportedly had an ad placed for free.
The View has seemingly found a niche with smaller meetings, such as corporate and
civic breakfasts and lunches, but has been weaker on large outside tournaments and
banquets. Monthly meetings – such as Rotary, Shriners, Ladies of the Greens, Red
Hat Society – have been the club’s “bread and butter.”
As noted earlier in this report, NGF was that larger member tourneys (some of which
are two-day events), especially during summer and fall, have displaced potentially
higher revenue outside events from being marketed on some weekends.
The location of the club on 19th Street, which should be an asset in the longer term
as the south end is developed, likely constrains business somewhat because it is on
the fringe of developed Redmond, is “dark and desolate” in the winter months and
difficult to find because of poor signage.

CUSTOMER SATISFACTION
NGF was told that there are periodic food & beverage surveys and that there was a large, fivepage survey of the entire membership in December 2007, covering all facets of the operation.
After compiling results to this survey, management reportedly corrected those deficiencies that
were feasible to address. The club also surveys visiting golfers via a two-sided survey – one for
food & beverage, one for golf – distributed by wait staff to dining patrons that they do not
recognize. The purpose of this survey is to collect email addresses, determine how the
customer heard about Juniper GC, and find out whether they would recommend the club to
others, and why. NGF was not given any information pertaining to customer satisfaction surveys
of daily fee golfers in general at Juniper Golf Course.
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MARKETING
Management notes that marketing of Juniper Golf Course since the opening of the new club has
not been a major focus, and that marketing budgets have been small, especially for a facility of
this quality. The marketing that has been done has had more of an emphasis on drawing new
members than promoting Juniper as a golf destination for non-locals. Marketing now is
reportedly more geared to drawing public, and management says they plan to aggressively
market for tournaments and special events because of the higher profit margins associated with
them.
As is well documented in this report, the Central Oregon golf market has become much more
competitive over the last decade, and golf operators have suffered recently due to the regional
economic recession and the subsequent drop in visitation. As a result of this and other factors,
Juniper GC has lost significant rounds and revenues over the last couple of years. NGF
Consulting has observed that, despite these declines, neither club management nor the City of
Redmond has been active in promoting the facility. There is no formal marketing plan for
Juniper, and the NGF is not aware of any City marketing support for Juniper. In fact, we could
not find any reference to Juniper on the City website even though, under “Recreation,” the site
listed “Golfing” (25 courses) as a local recreational outlet. This lack of support stems from the
fact that the operation is supposed to be self-sustaining, but also probably because the facility
has not operated as a true municipal golf course.
At present there is no comprehensive marketing plan incorporating research, planning, strategy,
market identification, budget, advertising, timetable, and follow-up. There does not appear to be
a commitment to marketing. While this is typical in municipal golf, it is also deadly for a business
that is competing head-to-head with privately owned businesses in a highly competitive market.
Low marketing budgets are common at municipally run golf operations. Successful golf courses
in the private sector typically allocate about 3%-5% of their revenue to marketing.
NGF’s observations regarding the marketing program for Juniper GC include:
•
•
•

•
•

•

Management reports that there is now more marketing being done than in past
years, but that the budget is still only ±$20,000.
There has been no marketing aimed at the Portland – Eugene I-5 corridor, an area
from which a large percentage of visitors to Central Oregon come from.
Likewise, there has been little effort to promote “stay and play” package deals with
local lodging properties, something that most of Juniper’s competitors do; NGF was
told that management tried to initiate stay and play with the Comfort Suites - which
seems like a natural fit as it is immediately proximate to Juniper – but that it “didn’t
work due to hotel personnel turnover.” Also, Juniper does not have rack cards at
local lodging properties.
From a programming perspective, Juniper GC has many annual tournaments that
promote the facility, as well as a strong summer junior program and an excellent
relationship with Redmond schools.
Management reports sending out occasional e-mail blasts to its 400 to 500 name
database, advertising specials or membership drives. Juniper also is allowed to
utilize the Golfnow database once a month, and also periodically advertises in PNGA
Magazine (to draw tourists) and utilizes their database.
Juniper GC practices yield management via golfnow.com, placing tee times on the
site about 2-3 days out from the actual tee time when management notes unsold
inventory.
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•

•

•
•

•

•
•

•

The facility promotes periodic membership drives, typically in March, April, and
December. These campaigns often involve a reduction in initiation fees (for instance,
the most recent drive included a $250 initiation fee and a $150 gift card for use in the
pro shop). One of the campaign mediums is television, which management has said
is cheap & effective.
Other marketing avenues include Central Oregon Cable advertising (30-second
spots on several networks). Juniper advertises infrequently in the Bend Bulletin, and
occasionally in the Redmond Spokesman, mainly geared towards the View
Restaurant and occasional golf specials.
Juniper has not done any cooperative advertising in the past, but the Head Golf
Professional is the president of the board of the new marketing cooperative, the
Central Oregon Golf Trail (see previous discussion).
Juniper is currently changing web hosts and redesigning its website. The site is
currently under construction, so NGF cannot comment on its quality. We do note that
the website has a members-only section, which is highly unusual for municipal golf
courses. NGF also noted some inconsistency between pricing on the website and
other sources from Juniper GC.
The old site did not advertise “eSpecials” (an ideal method for building an email
database), reportedly due to a lack of space from the old web host. NGF also notes
that the location of Juniper GC was wrong on the facility’s own website at the time of
this report, but has been told that the problem with the mapping company has finally
been straightened out. Several other search sites also still listed the location of the
original Juniper Golf Course.
Management acknowledged the need to update and modernize the website, as well
as make it more interactive as a means of increasing sales and building customer
loyalty.
According to every source we spoke to (verified by NGF during our time in
Redmond), there is insufficient and ineffective directional signage for Juniper Golf
Course. There are two signs on US 97 southbound – the first notes the golf course
and the exit number, and the next one mentions the View Restaurant, but with no
mention that it’s located at Juniper GC. Also, we noticed no directions to the golf
course after making the exit on Yew Ave. The same situation applies to the
northbound side of 97 noting Juniper GC, but again giving no directions after exiting
the highway. Management has suggested that the City put in a kiosk-style sign
directing people to the Expo Center and the golf course.
NGF is told that Juniper Gold Course does not have an advertisement at the
Redmond Airport (despite being literally right down the road), while competitors
Pronghorn and Eagle Crest do.

ACCOUNTING / RECORD-KEEPING / POINT OF SALE SYSTEM
Accounting and reporting procedures for Juniper are done on-site by the Bookkeeper, while
official audited operating results are reviewed by the City’s Controller. NGF Consulting was
provided summary operating results by the City that did not match the more detailed financial
spreadsheets provided by Juniper Golf Club. This is obviously not an optimal situation, as it can
be difficult to ascertain what actual revenue and expense figures were for a given time period.
Though NGF was not retained to perform an actual audit of Juniper Golf Course financial results
and record keeping, we note the following observations based on our review of operations:
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•

•

•

•

Inconsistencies in methods of accounting for expenses and revenues from year to
year (e.g., depreciation some years “above the line,” some years below; initiation
fees were segregated as a revenue line item in some years, while in others they
were lumped into another category and NGF was unable to find).
From a point-of-sale perspective, there was no tracking of rounds by origin (e.g., zip
code), which can be critical for a golf facility located in a market that gets a high
percentage of visitor/transient play. The system reportedly has the capability to input
customer origins.
Also, the accounting of rounds played by type (e.g., member, daily fee, tournament)
was not clear and inconsistent, at least partially due to employees sometimes keying
rounds into incorrect categories, but also because management changed the way
member and daily fee rounds were accounted for in 2008.
Management admits to having trouble paying vendors and taxing authorities
(especially payroll taxes) in a timely fashion, which has resulted in extra expenses
and operational inefficiencies.

PACE OF PLAY
NGF Consulting interviews with management, members, and area golfers confirm that slow
pace of play is a serious concern for many golfers at Juniper GC, especially during peak
demand periods and/or in the high season afternoons. A number of factors contribute:
•
•
•
•

The desert terrain
Exceptionally fast greens preferred by members
Ridges, including the large one on fairway #6, as well as a smaller one on #1 that
contributes to slow down from the get go
Lack of a starter and lack of education to first-time players (we are told that players,
even first-timers, are left to listen for their name to be announced after paying their
green fees)

Later in this report we present some general recommendations for improving pace of play.
Please refer to the more detailed discussion on pace-of-play, including potential mitigation
solutions, in the ‘Facility Physical Review’ section of this report.

MARSHALS / RANGERS / STARTERS
NGF Consulting was told that Juniper GC has two part-time on-course marshals / rangers on
payroll. Marshals have several primary responsibilities: acting as starters, pace of play
management, controlling course access, and customer service. At some facilities, they also help
with course maintenance.
With regards to pace of play management, it is the marshals responsibility to 1) spot problems –
such as a sizeable gap between groups that usually indicates a slow group, and 2) try to fix the
problem by “encouraging” the slow group to catch up to the group ahead. Persistent problem
groups may be asked to allow faster groups to play through, or in more extreme cases be asked
to pick up their balls on a given hole in order to catch up with a group ahead.
Finally, in good marshal programs, the marshals are also trained to assist in maintaining the
property. First and most important, they are charged with “policing” the grounds to pick up trash
and other debris. But marshals can also be trained and given the proper tools to fix ball marks
on the greens and to put sand in divots. These simple tasks can go a long ways to improving
the overall course conditions as well as the appearance of the course.
157
National Golf Foundation
Consulting, Inc. – City of Redmond, Oregon – 64

Many golf operations depend upon marshals to control the pace of play and to “police” the
course. Others, however, are using a variety of methods, including use of GPS on carts, to
control the pace of play, and have done away with the “police” image in exchange for a “player
assistance” image. For example, many courses avoid having their rangers confront slow players
by flying different colored flags from the ranger’s cart. A green flag indicates that a group is
maintaining the proper pace of play. An orange flag indicates that a group has fallen behind and
should speed up play. A red flag means that a group is holding up play and should pick up their
balls and go immediately to the next tee.
The usefulness of ranger services cannot be evaluated solely by the number of hours they are
on the golf course. Juniper management must ensure that rangers must be trained and well
supervised. They must be given policies and procedures that govern a variety of situations they
are likely to encounter. They must also have a clear understanding of the authority that has
been delegated to them. Ultimately, management should not rely entirely on on-course
marshals to control pace of play, which is difficult even on “easy” courses and would be next to
impossible on a course with as many constraints to slow play as Juniper has.
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Operational Structure Options
In this chapter, we will discuss the most common management structures that our typically
utilized for municipal golf operations. At the end of this section, we will make a recommendation
for the most economically viable management scenario for Juniper Golf Course, based on our
operations review of the facility and the need to cover the annual debt obligation with operating
revenues. This structure may be continued operation by Juniper Golf Club.

MANAGEMENT OPTIONS
Before making our recommendation regarding the most viable management arrangement for
the Juniper Golf Course going forward, we provide descriptions of the most typical management
options for municipal golf operations, as well as advantages and disadvantages of each.
Management contracts, operating leases, and concession agreements are the three most
commonly used terms to describe a contract between a municipality and a private golf course
operator. Each has significant differences, but also several common characteristics.
Analyzing the management options for the City of Redmond gives the City the opportunity to
carefully consider which method of management is in its best interest, given the current
economic realities. These primary options available to the City are:
•

Self-Operation: Under this scenario, the City will take over direct management and
maintenance of Juniper GC with City employees.

•

Full-Service Management Contract: Third part management company operates all
aspects of the golf facility for an agreed upon fee, with or without revenue incentives.
Juniper currently operates under a variation of this scenario, with a non-profit
organization that is not paid a fee but whose salaries and expenses flow through to
the City.

•

Concession Agreement: Similar to a lease agreement, but usually involves
granting a license to operate a facility rather than the right to occupy the premises.

•

Contracting the Maintenance Only: Municipality privatizes only the maintenance
option, but continues to manage the facility.

•

Operating Lease: Lease the facilities to a private operator in exchange for an
annual (or monthly/quarterly) lease payment to the municipality. The lease could be
established to include certain lessee requirements, possibly including capital
investment in facility improvements. Maintenance standards and compliance policies
would be included, and some restrictions regarding setting of resident green fees
would be likely.

A general discussion of each option, along with key advantages and disadvantages is presented
in the following paragraphs:

Self-Operation by Municipality
Self-operation gives the municipality the greatest control over the golf operation. The City of
Redmond would retain control over all employees, course maintenance, policies and
procedures, hours of operation, fee schedules, and operating and capital budgets. All revenues
would be available to pay for operating and maintaining the facility, funding capital
improvements, and making the debt payments.
159
National Golf Foundation
Consulting, Inc. – City of Redmond, Oregon – 66

Self-operation can have a downside, as some municipalities have painfully learned. Some
municipal golf operations have been managed by political considerations rather than best
business practices. Invariably, these operations begin to suffer from a lack of resources due to
low revenues and high expenses. Quite often, when revenues are inadequate to meet operating
expenses, budgets are cut and the quality of the facility begins to deteriorate, resulting in a loss
of customers and a further loss of revenues. The golf operation usually goes into a downward
spiral, forcing the municipality to seek solutions.
Advantages of Self-Operation
•

Simplest option.

•

Direct municipal control of the assets.

•

Retain municipal employees.

Disadvantages of Self-Operation
•

Operating risk remains with municipality, and golf operation may be unable to meet
all obligations and require subsidies from the General Fund.

•

Revenues may not cover rapidly increasing costs (particularly labor), especially when
golf market is in decline.

•

Municipality may lack necessary expertise in managing golf facilities.

•

When revenues and/or operating/capital reserves are down, needed improvements
may not be funded (or at least deferred).

Discussion
As noted above, this option means that operating risk would remain with the City, though it
would have more control over operational policies and expense budgets. If net revenues
continued to be insufficient to meet total debt obligations, meaningful capital improvements
would continue to be deferred. Also, even if rounds and revenues recover in this very
competitive environment, expense growth, especially labor, may outpace revenue growth.
Finally, the City may lack the expertise to operate and maintain a golf course of Juniper’s
quality. If the City were to take over direct operation of the golf course, the facility needs to be
run like the business that it is, free of political considerations that so often place constraints on
revenues and operational efficiencies in municipal golf operations.

Full Service Management Contract
The primary goal of a management contract or management agreement is to provide the golf
facility with experienced, professional managers who are responsible for the daily operations,
thus relieving the municipality of this task. In a typical management contract, the municipality
hires a firm that is charged with all management responsibility. The municipality funds all capital
improvements, and the management firm hires all employees. Because employees work for the
management firm and not the municipality payroll cost may be less, thus, the operating
expenses may be reduced.
The management firm collects all revenue and provides accounting reports to the municipality.
All revenues belong to the municipality, as well as the responsibility for all expenses. The
municipality reimburses the management firm for all payroll expenses and pays the firm a
management fee. The management fee is often a fixed dollar amount, a predetermined
percentage of operating revenues, or some combination of both. Sometimes, the management
firm is paid an incentive that is predicated on percentages of gross receipts or net income, over
and above the established minimum revenues. The operating expense budget must be
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maintained at the original projection for incentives to be earned. Management fees vary
depending on the size of the facility and the level of responsibility of the management firm.
The management firm submits detailed budgets to the municipality prior to the operating year.
The municipality monitors the firm's utilization of budgeted funds and is responsible for any
unforeseen expenses beyond the control of the management firm. Because of the close working
relationship between the municipality and the management firm, the changing golf economy,
and capital requirements of golf courses, the typical management contract requires frequent
revision. The length of the typical agreement is relatively short, two to five years, and may
include option periods.
Advantages of Management Contracts
•

Operating costs are likely to be significantly lower than for self-operation because the
management firm hires all employees at costs that can be less than what the
municipality would have to pay.

•

It is assumed that the company or individual hired has experience and expertise in
golf facility operations. Not only can this provide help in operations and maintenance
but also in other areas such as marketing and merchandising.

•

The municipality is removed from day-to-day operation in exchange for a payment of
a pre-determined fee plus a percentage of gross revenues or some other formula,
which is equitable to both parties. In addition, all net revenues are retained by the
municipality.

Disadvantages of Management Contracts
•

Though this option offers the municipality more control than with an operating lease,
it offers less control than self-operation.

•

The municipality would still need a person at the Parks/Municipality level with golf
course expertise who could spend a significant amount of time overseeing the golf
operation and contract compliance.

•

Unlike a lease, management contracts usually do not provide a guaranteed income
for the owner (the municipality), but rather a guaranteed income for the management
entity. The major concern with a management contract is the risk the municipality
would be taking relative to shortfalls. The management firm's fee is guaranteed, as
long as the contract provisions have been met. However, anything that negatively
impacts revenue could leave the municipality with a shortfall (operating risk is with
the municipality).

•

The municipality would still be responsible for the capital improvements.

•

Unless carefully structured, the management entity may not have an incentive to
control expenses, as they flow through to the municipality.

•

Management companies often will move managers around, taking their best
managers and putting them into their most profitable facilities. Also, management
entities often ‘relax’ in the last year of an agreement, unless the entity is strongly
motivated to want to renew the contract.

Discussion
As noted, Juniper GC is operated under a variation of the typical management agreement, with
no fee paid to the Juniper Golf Club, but all expenses passing through to the City. As structured,
the Juniper Golf Club has no profit incentive other than to meet the contractually stipulated debt
payments to the City.
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The more traditional management contract option can result in significant positive results, as
long as the selected management company is of good quality and is properly incentivized, and
the contract is equitable to both parties. Under most true management company scenarios,
operating expenses will still flow through to the municipality; however, labor costs are likely to
be sharply reduced, as are problems regarding issues such as termination policies. The overall
quality of these types of agreements rests with the municipality’s ability to find a qualified
company, negotiate a contract that is “win-win” for both sides, and then provide proper oversight
to see to it that the contract is complied with.
In conjunction with a well-constructed contract, the management contract form of operation
provides the controls necessary to protect a substantial asset. In a golf market on the upswing,
the management contract also provides the greatest amount of up-side revenue potential to the
municipality, and allows the municipality to reinvest in operating and capital programs. This
option also provides the most flexibility of any management style short of self-operation. Finally,
often the management firm can affect changes that otherwise would be more difficult to change
by the municipality because of political pressure in the community. In other words, the
management firm is better prepared to take the heat that will result from changes in operation
than the municipality’s elected and appointed officials.
The large downside to the management company option is the lack of any guarantees in terms
of net revenues, which is relevant in this case due to the need to not only fund operations, but
also to contribute to a capital reserve program and fund the debt service. In short, without some
type of hybrid revenue/profit sharing management agreement, the City may find itself retaining
too much operating risk under this scenario.

Concession Agreement
This form of agreement is similar to a lease agreement. However, a concession agreement
usually involves granting a license to operate a facility rather than the right to occupy the
premises. It is very common in the municipal golf industry for the food & beverage revenue
center to be concessioned. The second most typical concession agreement would be for the
Pro Shop, including the cart, merchandise, lesson, and driving range. In this case, the
municipality receives all green fees, plus an agreed upon percentage of the other revenue
centers. The municipality typically is responsible for the maintenance. Concession agreements
are thought to be easier to cancel than a lease agreement, are frequently for a shorter term, and
contain more controls. Concessions agreements are usually granted for properties in "as is"
condition and seldom require the concessionaire to make major physical improvements to the
facility.
Concessionaires are frequently permitted to use course-owned equipment with only the
obligation to maintain the equipment. Because of the short term of most concession
agreements, there is little incentive to make major investments on the part of the
concessionaire. Payment to the municipality for a concession license is usually a flat fee plus a
percentage of gross receipts.
Advantages of a Concession Agreement
•

The municipality would be removed from the day-to-day operation in exchange
for green fees and a pre-determined percentage of other gross receipts.

•

Concession agreements provide more control than an operating lease, but less
than a management contract.

•

The term of a concession agreement is typically shorter than an operating lease.
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Disadvantages of a Concession Agreement
•

The municipality would be responsible for all major capital improvements.

•

In most cases, the municipality would retain the very expensive course
maintenance function.

•

There are likely to be fewer highly qualified management firms interested in a
short-term concession agreement. Management firms frequently prefer to put
their resources into projects that have longer terms and have the potential to be
more financially rewarding.

Contracting the Maintenance Only
NGF Consulting does not consider this to be a viable option for the City of Redmond. In this
case, the City would take over management of the golf course with municipal employees, but
would outsource the maintenance function. As we have noted, Juniper’s current maintenance
budget is certainly within expectations for the type and quality of facility that it is, so there would
likely be no savings associated with this option.

Operating Lease
The primary goals of an operating lease are to relieve the municipality of day-to-day operating
concerns, to ensure a minimum rent payment to the municipality, and to improve and/or protect
the asset. An operating lease is similar to a management contract in that the lessee, as with the
management firm, hires and fires all employees and is responsible for the day-to-day operation
of the facility. The difference between the two is that the lessee would be committed to pay the
municipality, at a minimum, a fixed rent, pay all operating expenses, supply equipment, and
typically, provide some capital for investment in the golf facility.
In exchange for incurring all operating expenses and at least sharing capital upkeep, the private
lessee would receive most (if not all) of the revenue and pay the municipality either a flat
payment (flat lease) or a percentage of revenue (percentage lease), in conjunction with a
guaranteed minimum base payment.
Advantages to Leasing
•

Burden of Risk: Leasing the facility to a private entity shifts the burden of
operational risk to the lessee. This includes the risk associated with rising labor and
other expenses, as well as potential continued downturns in rounds played and
revenues. Barring a breach of the contract, the municipality would have a guaranteed
net revenue stream, as the only expenses will be those associated with
administering the contract, oversight, and compliance.

•

Simplicity: The municipality would be relieved of the day-to-day responsibility in
maintaining and operating the facility. (As with all management options, the
municipality should have a person who has golf course expertise monitoring the
operation and enforcing contract compliance).

•

Capital Improvements: Depending on the relative attractiveness of the business
opportunity to the private entity, the lease terms could require the lessee to make, or
at least contribute significantly to, needed capital improvements.

•

Maintenance Equipment: The lessee would be responsible for providing
maintenance equipment and golf carts.
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Disadvantages to Leasing
•

Control: This lease option offers the municipality the least amount of control over the
golf course operation, especially with regard to:
§

§

§

§

§

§

Pricing: Unless specified in the lease, the lessee may seek free rein over golf fees,
though lessees are unlikely to raise fees unless the market will support increases. If
the lease has restrictions on raising fees, the lease option becomes less appealing to
the private companies that may be bidding for the lease award.
Quality: Unless the contract is carefully executed, the municipality would have little
ability to regulate the quality of the operation, as long as the lease terms are met.
And even if they are not met, the legal and practical cost to “force” conformity with
the lease can be expensive.
Profit Motive: This is closely tied to the control issue. If not carefully executed, a
lease arrangement may directly conflict with the objective of providing an affordable,
enjoyable recreation activity for residents, as private interests (including maximizing
return) can often be in opposition to public interests (such as providing a community
service).
Revenue Constraint: As would be expected when one party shares a
disproportionately low share of the risk, the municipality would receive less of the
upside revenue potential than it would with a management contract. This is likely to
be an issue only when the operator is very successful at growing revenues or
creating new revenue centers (and generally only when a golf market is on the
upswing).
Long Term: Leases are typically for a long term, especially if capital improvements
are included in the lease terms. This makes it difficult to get out of the lease, should
the municipality become displeased with the lessee’s operations of the facility.
Down Market: The lessee may be forced to cut maintenance expenses and/or raise
fees if revenues do not meet expectations. Unexpected golf market downturns often
lead to the lessee seeking to renegotiate terms.

Discussion
While leasing of municipal golf facilities was popular in previous decades, its popularity waned
in the 1990s as golf revenues were increasing and municipalities began to see what they
thought were large sums in golf revenue going to an outside vendor and not the municipality.
However, since the turn of the 21st century leases are coming back into fashion for municipal
golf facilities. This has been due to increased competition in the golf market and the growing
need for expert and efficient management and marketing. Leasing out the golf operations shifts
the burden of operating risk to the private vendor, and provides a guaranteed revenue stream to
the municipality. In most cases, the vendor will also contribute to, or even completely fund,
capital improvements.
Turning over the operation of Juniper Golf Course to a profit-incentivized private company, or
changing the structure of the agreement with Juniper Golf Club, may be a viable potential option
for the City of Redmond if it is to meet all of its goals (sustaining operations, funding capital
improvements and debt service) for Juniper GC. The primary caution is that, depending on the
financial situation and prospects for the golf facility, it is sometimes difficult to come to an
agreement that has terms palatable to both the City and the operator. The municipalities that
find trouble in lease agreements often have entered into agreements where one party or the
other is doing considerably better than the other. If the deal is too favorable to the City, the
operator may struggle and the asset could suffer as a result. If the deal is too favorable for the
operator, the municipality would be unable to meet its financial objectives.
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NGF Consulting Findings and
Recommendations
NGF Consulting has prepared the following recommendations that we believe will help the City
of Redmond to run a more effective and efficient operation at Juniper Golf Course. These
recommendations are made under the assumption that the City continues to self-operate the
facility.

PHYSICAL GOLF COURSE ISSUES
(Please see the ‘Facilities Review’ section of this report for a discussion of physical issues
related to the golf course, as well as recommendations).

MARKETING
Marketing budgets have traditionally been small at Juniper GC, especially for a facility of this
quality. Out of necessity in this highly competitive golf market, marketing efforts at Juniper and
among its competitive set have been increasingly geared toward drawing daily fee play – both
local and tourist. NGF Consulting recommends that Juniper GC management make a
commitment to marketing and formulate a comprehensive marketing plan incorporating
research, planning, strategy, market identification, budget, advertising, timetable, and follow-up.
NGF’s specific recommendations with regard to the marketing program at Juniper GC include:
•

Increase marketing efforts aimed at the Portland – Eugene I-5 corridor, an area from
which a large percentage of visitors to Central Oregon come from.

•

From the City’s perspective, devote some funds to helping management market
Juniper GC. At the very least, the City should have information regarding Juniper GC
on its website under “Recreation” (this will also reinforce the fact that the facility is a
municipal golf course), as well as a direct link to the facility website. The City may
also consider contributing toward the cost of improving signage to the course,
including the kiosk style sign that we discussed earlier in this report, and perhaps
purchasing an advertisement at the Redmond airport.

•

Management should aggressively practice yield management to sell un-booked tee
times (unsold inventory is gone forever), especially during off-peak demand periods.

•

Continue to cultivate programming / player development efforts – this is especially
critical for a facility with a sizable contingent of senior players, such as Juniper GC.
These seniors will eventually reach an age where they will begin to play less
frequently, so one of the critical elements to the long-term viability of Juniper is
player development, which should be an ongoing effort.

Signage
Earlier in this report, NGF made note of the poor and or insufficient signage for Juniper GC,
both in terms of directional and informational signs. Rectifying this should be one of the top
priorities of any marketing effort. Earlier we noted management’s suggestion of a kiosk-style
sign directing people to the Expo Center and the golf course. Signage and/or advertising of
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Juniper GC at the Redmond Airport also seems appropriate, especially given the proximity of
the club to the airport and that some of Juniper’s competitors reportedly already advertise there.

Stay and Play
Management should promote “stay and play” package deals with local lodging properties – at
the very least with the Comfort Suites that is immediately proximate to Juniper. There may also
be opportunity to partner with Deschutes County to co-promote the RV Park at the Expo Center
with Juniper Golf Course – again a natural based on the adjacency to the golf club. Finally, the
club should also invest in high quality informational rack cards to be placed at local lodging
properties, chambers of commerce, etc.

Cooperative Marketing
NGF encourages Juniper GC management to continue to take a lead role in cultivating the new
Central Oregon Trail, along with other market operators and the Central Oregon Visitors
Association. All golf courses will benefit if this initiative and others results in strengthening
Central Oregon’s brand as an affordable, but high quality, “golf destination.”

Loyalty Program
Management should institute a Frequent Player/Loyalty Program. There are many variations of
these programs, but essentially they are a way to build loyalty in hyper– competitive markets.
Examples in this market include the “Widgi Pass and the River’s Edge”Club Membership.”
These types of programs typically involve, in addition to other benefits such as discounts on pro
shop merchandise, discounted golf for those customers that pay a nominal (normally $100 or
less) annual fee.

Direct Selling / Tournaments
Advertising and public relations are certainly useful, but direct selling and networking are
essential to successfully drawing large events. This takes a strong commitment, as cold calling
and direct selling are not everyone’s “cup of tea.” Juniper’s marketing plan should aggressively
target local organizations and event planners, promoting the club as the best facility for a golf
outing. Drawing these events, as any direct marketer can attest, boils down to a numbers game.
The more groups that are solicited, the more success the facility will have. As we will discuss
below with regards to building the banquet business at Juniper, we believe that Juniper
management should strongly consider hiring a direct salesperson to aggressively target large
groups for outings, as well as go after large wedding/banquet business.
Of course, the second critical element to positioning the club as the place to hold events is
following through by providing a good experience. More so than with daily fee play, large
tournaments and outings are very much about entertainment and camaraderie, rather than golf.
Also, tournaments are often at the highest green fee and expose some golfers to the club for the
first time. Additionally, by providing a top-flight experience, annual events can often be rebooked immediately after an outing, thus reducing uncertainty.

E-mail Database Marketing / Website
E-mail databases are essential in today’s golf market place, as a means of staying in touch with
the club’s customer base. It allows the facility to build loyalty and to practice yield management
with unsold tee times by advertising special deals. Management should work closely with its
new web host to find other ways to capture customer e-mail addresses – particularly from
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golfers that are visiting from out of the area. Also, something as simple as putting a slip or
business card on the pro shop counter with a “Win a free round of golf” message and a place for
name and e-mail address can be effective. Management should regularly send out e-mail blasts
with the goals of filling up unsold tee times and staying “top of mind” to customers that do not
live in the Central Oregon area.

FOOD & BEVERAGE
NGF Consulting believes, despite some limitations and constraints from the physical facility
perspective, that the Food & Beverage operation at Juniper GC has strong potential for growth.
Two areas in particular that offer promise are the non-golf related lunch business at the View
and larger size weddings/ banquets. NGF notes the following opportunities and
recommendations for Juniper GC’s food & beverage operation:
•

Juniper GC is immediately proximate to many businesses along Airport Way, making
it a favorable location to begin drawing non-golfers to the course for lunch. This will
require active hands-on marketing and an awareness campaign about location,
hours of operation, menus, pricing, etc. (this effort would also obviously involve
improving directional signage to the club and the restaurant).

•

NGF recommends that the new F&B Manager take an active role in trying to build
both lunch and banquet business. Walking in to local businesses, making
introductions, and handing out menus could prove very effective. Likewise,
participating more in Chamber of Commerce meetings (morning coffees, networking,
etc.) is recommended.

•

Though Juniper Golf Club is obviously facing budgetary constraints, NGF Consulting
highly recommends hiring a highly qualified direct salesperson to build up
banquet/meeting and tournament business. To ensure the least amount of impact on
the expense budget, this position could be tailored to involve a base salary with a
highly incentivized commission structure. Juniper GC is a very attractive setting for a
wedding / banquet, and has relatively few competitors in the immediate Redmond
area (the Expo Center and the VFW are two of the more popular venues for larger
events, and neither has the ambience of Juniper). NGF is told that many Redmond
events likely get exported to Bend. An aggressive direct salesperson could keep
some of these events at home, though the City must find a means to increase the
capacity at Juniper GC for the larger events.

•

Management should do an analysis of potential lost revenue that may be resulting
from closing Juniper GC for one or even two days – some times during peak season
weekends – for member tourneys. If these events are displacing higher revenue
events or even too much daily fee play, it may be in management’s best interest to
find other non-peak demand times to hold these member events.

STAFFING / EXPENSE BUDGET
In regards to everyday staffing levels for the pro shop, food and beverage operation, and
outside services, it is difficult to determine exact staffing needs without doing a detailed on-site
analysis over an extended period of time, mixing peak demand periods with off peak periods.
Unless there is relatively even and predictable demand, it is the nature of the beast that
sometimes a pro shop will appear overstaffed, and at other times is will appear understaffed.
Facility management that closely monitors golf demand and staffing should, over time, be able
to determine the most efficient staffing levels at various times.
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The factor that should carry the most weight in making this determination (other than budget
constraints, obviously) is whether excess staffing is resulting in unnecessary expense or,
conversely, whether insufficient staffing is resulting in poor customer service to the extent that
lost revenues outweigh the cost of additional staffing. Another critical issue that can help
immensely during peak demand periods, is that outside services staff be cross-trained to help
out in the pro shop when needed (or that pro shop people be willing to help out outside when
necessary.
What is clear at Juniper GC is that non-maintenance related operating expenses appear to be
quite high, based on NGF research for similar facilities and on the budgets at Juniper’s direct
competitive set. Based on the FY ‘09 expense budget and management’s long-term plan, it is
evident that they have already begun the process of paring down general and administrative, as
well as food & beverage, expenses. NGF Consulting recommends that management continue to
attempt to ratchet down the non-maintenance expense budget, cutting any fat and looking
closely at each individual expense line item. NGF has noted a nationwide trend among
municipalities looking to trim operating expenses of going to more seasonal and/or part-time
workers that are not eligible for benefits.

ACCOUNTING / BOOKKEEPING
NGF makes the following recommendations for improving the accounting / bookkeeping
functions at Juniper GC:
•

The City and Juniper Golf Club should agree on a reporting format and mechanism
for the financial results at Juniper GC so that there is more consistency and so
financial results can be more easily interpreted, and trends identified.

•

Management must train all pro shop personnel to enter rounds consistently in the
correct categories. This will help management get a handle on some key operational
metrics and identify rounds played trends more accurately.

•

Management should find a consistent method of accounting for rounds played by
category; this will be especially important if the club’s business model is tweaked
with the goal of increasing daily fee play. Management should also make better use
of customer tracking modules within its POS system, as customer origin information
can be integral to successful marketing efforts.

•

Obviously, management and the City should come up with a way to ensure that
vendors and taxing authorities are paid on time, regardless of operations shortfalls.

CUSTOMER SERVICE
It is intuitive, but cannot be stressed enough - excellent customer service is crucial to providing
a high quality golf experience. This is especially true in a market that relies so heavily on play
from visiting golfers. Despite the difficulty of the golf course, Juniper already provides an
excellent golfing experience. Going the extra mile in terms of customer service could help the
facility stand out even further in a market with so many golfing choices.
For instance, identifying and greeting first-time customers, perhaps with a small token of
appreciation such as a free beverage for a group exiting the 18th green, could prove an
invaluable public relations tool and make up for a poor round of golf (which could be very
common, along with many lost balls, for first time golfers at the difficult Juniper GC). A golf club
operating in the very competitive Central Oregon market simply cannot give a customer a
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reason not to return – there are simply too many other choices out there. Management at
Juniper should institute a customer service program, and should periodically survey its
customers to track its progress.

PACE OF PLAY
Below are some generic recommendations for improving pace of play. Please refer to the more
detailed discussion on pace-of-play, including potential mitigation solutions, in the ‘Facility
Physical Review’ section of this report.
•

Monitoring: The first step is to determine whether or not this is a problem. This
should be accomplished by developing a systematic way of tracking pace of play.
This is best done by utilizing a starter who will record the start time of every group;
thus records can be established of what the pace of play really is. If the pace is over
four and half hours, it is a problem.

•

Improving: There are a number of strategies that can be employed to improve the
pace-of-play including:
§

Pin Placement: Though we were not told that pin placement was a
contributing source to slow pace of play at Juniper, non-punitive pin
placement – such as avoiding locating the hole on a steep slope – can help to
pick up play, especially on a municipal golf course where golfers of such
varying skill levels co-mingle.

§

Appropriate Tee: Golfers new to a course are often unsure as to which tee
box to use. Starters should be trained to help golfers identify the most
appropriate tee for their individual skill level and experience with the golf
course. We would also recommend that these handicap suggestions be put
on the scorecard.

§

Tee Time Interval: We are told that Juniper utilizes a 9-minute interval,
which seems appropriate for this quality of facility. However, if slow play
continues to be an issue, we would recommend going to a 10-minute interval
during traditional slow periods.

MARSHALS / RANGERS
Juniper Golf Course does not currently utilize starter marshals. NGF recommends that Juniper
GC management utilize starters during all times that are known to be peak demand periods,
including peak season afternoons, weekends, and at the beginning of twilight times. The starter
should be given a copy of the tee sheet and be responsible for pairing up smaller groups
(singles, doubles, etc.). The starter is responsible for checking receipts to make sure all the
golfers have paid and have paid the correct amount (e.g. did they pay a cart fee if they are
riding?).
There are several roles that a starter marshal fills that are beneficial to the golf operation. These
include:
•

Pace of Play: A starter is a key tool in helping keep the pace of play under control.
This is done in three primary ways:
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§

Pairing groups: It is the starter’s responsibility to pair up singles and
doubles, thereby both reducing the number of groups on the course (and
freeing up space) and reducing the pressure placed on foursomes by smaller
groups wanting to play through.

§

Guidance: The starter can provide important guidance to the golfer who is
new to the facility, which is especially critical at Juniper GC. First, they can
direct them to the appropriate tee given their handicap – an important factor
in maintaining a good pace-of-play. Second, they can explain how the course
yardage is marked and how the pin-placement is indicated. In the case of
Juniper, they can also discuss blind shots and other trouble areas.

§

Encouragement: The starter is also responsible for explaining the club’s
pace-of-play policy and asking for their cooperation.

§

Customer Service: The starter plays an important role in customer service. If
they are friendly and greet customers with a smile, the golfer will likely start
his round in a pleasant mood. However, if they are surly, the golfer is likely to
begin his round on a sour note, which can impact his entire golf experience.
While customer service is generally not the most important criteria in
choosing a golf course, in a competitive golf market it can certainly make a
big difference in where people play. This is especially true in Juniper’s case,
as first-time players can have a difficult time with the course and repeat play
from daily fee players, including out-of-town visitors, has become more critical
to the financial survival of the club.

CLUBHOUSE
NGF Consulting has previously noted the shortcoming of the present clubhouse at Juniper, from
a functionality and programming perspective. The layout of the facility is not ideal and the lack of
banquet/event space undoubtedly constrains revenues. For a longer term consideration,
hopefully when there are sufficient capital reserves built up, management recommends, and
NGF concurs, that the dining area of the clubhouse be enlarged, or a tent area be created, so
that Juniper can accommodate lucrative large wedding parties and banquets.

DRIVING RANGE
NGF believes that management has the opportunity to build driving range-only use at Juniper
GC. The nearest options for people living in and around south Redmond are Eagle Crest –
about 4.5 miles to the northwest – and Missing Link Family Golf Center, located more than five
miles away in northeast Redmond. Area lodging properties could be a focus of advertising
aimed at building the driving range revenue center, as business travelers are often pressed for
time but would like to hit a few balls.

BUSINESS MODEL / OPERATING STRUCTURE
(Please discussion in ‘Summary Conclusions and Recommendations’ section at the
beginning of this report).
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Projected Economic Performance for the
Juniper Golf Course
Based on our review of Juniper Golf Course and the golf market in which it operates in, NGF
Consulting has prepared a preliminary five-year sketch pro forma to illustrate how net operating
cash flows might look if NGF Consulting recommendations, including those relating to fees,
market positioning, and marketing of both golf and food & beverage, are enacted by the City
and Juniper management.

NGF CONSULTING PROJECTIONS FOR JUNIPER GOLF COURSE GC
The following are the general assumptions that have been used in the development of NGF
Consulting’s operating cash flow model for the Juniper Golf Course.

Activity Levels / Departmental Revenues
•
•

•

•
•

•

•

All projections assume that Juniper Golf Course will be operated in a manner
consistent with recommendations made in this report. The golf course will continue to
have attractive and challenging features and a high standard of maintenance.
This golf facility is expected to generate about 40,000 paid rounds (member included
in paid) by FY 2013. Based on the increased emphasis on attracting daily fee play
and the expected adjustments to the business model, member play is expected to
decline from the current 55% - 60% of play to about 40% of total play by FY 2014.
Activity levels have been estimated based on current market supply and demand
characteristics, and with the expectation of a gradually improving regional economy.
Activity levels are also predicated on the expectation of increased marketing efforts,
generally lower fees, and the hiring of a direct salesperson for both tournaments and
banquets/meetings.
Complimentary or ‘Comp’ rounds are assumed to average 2,000 over the five-year
period, moderately lower than Juniper has experienced traditionally.
A variety of unlimited play annual passes will be offered, with pricing as noted in the
previous section of this report. For simplicity purposes, the average annual pass
holder level is expected to remain at about 200 for the duration of the subject fiveyear period.
Average pass holder dues revenues per month reflect a relatively significant
decrease from actual averages experienced recently at Juniper. This decrease
reflects the recommended change in philosophy of the business model that
emphasizes affordability over some of the member privileges (e.g., in terms of
course access) enjoyed previously.
Average departmental revenues per round are based on actual FY ’09 results, all
growing at 2.0% annually (with exception of driving range, projected to grow at 3%,
based on more of a marketing push for this revenue center) for the first five years:
§ Cart rentals - $6.15
§ Pro shop – $5.00
§ Driving range – $1.35
§ Other income – $1.65
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•

•

Food and beverage revenue per round in FY 2010 is based on the actual results
from FY 2008, the best performing year since the new facility opened. Per round
revenues are projected to grow 5% annually, reflecting aggressive marketing efforts
and the attraction of increased higher margin events.
Average green fee revenue per daily fee round presented in the pro forma - $28 in
FY 2010, growing at 2% annually in years FY 2011 through FY 2012 - represents an
average daily rate (ADR), and is equivalent to total daily green fee revenue for a
given year, divided by the number of daily fee rounds. The average green fee per
round presented in the pro forma is moderately lower than the $30 to $32 that has
traditionally been realized at the new Juniper GC, and is based on NGFC market
research and the expected market positioning of Juniper Golf Course, which will
feature more of an emphasis on value/affordability (at least for local residents), the
initiation of a frequent player/loyalty program (which will have a downward effect on
average rate), but also increased outside tournament and visitor play (which should
have an upward effect).

Operating Expenses
NGF Consulting has projected an expense structure for the Juniper Golf Course based on NGF
Consulting experience, regional research, the quality of the facility, the nature of the subject site,
the expected quality of service, and actual expense histories from the municipal golf courses
profiled in this study. This analysis also assumes that Juniper GC will be operated in a leaner,
more efficient fashion from a general and administrative perspective, reflective of the adoption
of the profit-sharing operating structure being implemented.
•
•
•
•

Based on recent experience at Juniper, golf course maintenance expenses have
been estimated to be $525,000, payroll inclusive, in FY 2010, growing at 3% per year
to $591,000 by FY 2014.
General and administrative expenses are projected to be reduced to $600,000,
payroll and inclusive, in the first year of operation, growing at 3% percent per year to
about $675,000 by FY 2014.
Cost of goods sold for merchandise is included in general and administrative
expense.
Food & beverage expense, including cost of goods sold, is projected at 85% of gross
revenues, based on actual FY 2009 results (89%) but adjusted to reflect a leaner
operation and the attraction of more high margin banquet business as a result of
marketing and direct sales efforts.

Operating Cash Flow Statement
NGF Consulting has utilized the previously mentioned assumptions to create the operating cash
flow statement that follows. Each category of revenue has been listed separately, and all figures
have been rounded to the nearest $100 for simplicity, and are expressed in 2010 dollars.
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Juniper Golf Course
18-Hole Layout
FY 2010
37,000
16,650
20,350
2,000
39,000

FY 2011
38,000
19,000
19,000
2,000
40,000

FY 2012
39,000
21,450
17,550
2,000
41,000

FY 2013
40,000
24,000
16,000
2,000
42,000

FY 2014
40,000
24,000
16,000
2,000
42,000

200

200

200

200

200

AVERAGE DEPARTMENTAL REVENUES/UNIT
Green Fees (per DF round)
$28.00
Member Dues (per month per member)
$180.00
Cart Rentals (per round exc. Comp)
$6.15
Pro Shop (per round)
$5.00
Driving Range (per non-memb. Round)
$1.35
Food & Beverage (per round)
$18.00
Other Income (per round)
$1.65

$28.56
$180.00
$6.27
$5.10
$1.39
$18.90
$1.68

$29.13
$184.00
$6.40
$5.20
$1.43
$19.85
$1.72

$29.71
$184.00
$6.53
$5.31
$1.48
$20.84
$1.75

$30.31
$187.00
$6.66
$5.41
$1.52
$21.88
$1.79

$466,200
$432,000
$227,600
$195,000
$25,200
$702,000
$64,400

$542,600
$432,000
$238,400
$204,000
$29,200
$756,000
$67,300

$624,900
$440,600
$249,500
$213,300
$33,600
$813,600
$70,400

$713,100
$440,600
$261,100
$222,900
$38,400
$875,200
$73,500

$727,400
$449,500
$266,300
$227,300
$39,500
$918,900
$75,000

$2,112,400

$2,269,500

$2,445,900

$2,624,800

$2,703,900

$600,000
$525,000
$596,700

$618,000
$540,800
$642,600

$636,500
$557,000
$691,600

$655,600
$573,700
$743,900

$675,300
$590,900
$781,100

$1,721,700

$1,801,400

$1,885,100

$1,973,200

$2,047,300

$390,700

$468,100

$560,800

$651,600

$656,600

TOTAL PAID ROUNDS
Daily Fee Rounds
Member Rounds
Comp Rounds
Total Rounds (Including Comp)
Average Number of Members

DEPARTMENTAL REVENUES
Green Fees
Member Dues
Cart Rentals
Pro Shop
Driving Range
Food & Beverage
Other
TOTAL OPERATING REVENUE
EXPENSES
Administrative and General
Course Maintenance
Food & Beverage
TOTAL OPERATING EXPENSES
NET INCOME FROM OPERATIONS

Results
The results of NGF Consulting’s preliminary operating cash flow projection show that the
Juniper Golf Course, positioned as recommended by NGF Consulting, can expect to generate
approximately $2.1 million in total operating revenues in FY 2010, growing to approximately
$2.7 million by FY 2014. Considering all preliminary operating expense estimates prepared by
NGF Consulting for this study, net income from operations will total about $391,000 in FY ‘10,
growing to about $657,000 by FY 2014. Operating cash flows will be available for debt service,
capital improvement funding and, potentially, profit sharing with Juniper’s management entity.
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UTILIZATION OF FINANCIAL PROJECTIONS
The financial projections presented by NGF Consulting have been prepared based on existing
and projected market conditions, the quality and expected market positioning of Juniper GC,
and the enactment of the primary NGF recommendations made in this report. NGF Consulting is
confident that the stated financial projections can be achieved at Juniper. From a practical
standpoint, those managing the facility will need to respond to variable market conditions and
unforeseen circumstances.
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Appendices
(In Separate Document)

APPENDIX A – OLD AND NEW COURSES
APPENDIX B – PHYSICAL REVIEW PHOTOGRAPHS
APPENDIX C – LIFE CYCLE CHART
APPENDIX D – ADVERTISING EXAMPLES
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APPENDIX B:
FY09/10 Financial Statement (through May 31, 2010)

RFP: Juniper Golf Course
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APPENDIX C:
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FY 2010/2011
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FY 2010/2011

FY 2010/2011
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1

Juniper Golf Club
Fiscal Year 2010-2011 Monthly Income Expense Report

July
Budget Previous Yr

Actual
GOLF OPERATIONS INCOME & EXPENSES
Income From Golf Operations
Member Dues
Green Fees
Carts
Range
Other Income Golf Operations
Total Golf Operations Income
Expenses From Golf Operations
Labor Greens
Labor Golf Shop
Other Expenses Greens
Other Expenses Golf Operations
Total Golf Operations Expenses
Net Income Golf Operations
PRO SHOP INCOME & EXPENSES
Income From Pro Shop Operations
Merchandise Sales
Other Income Pro Shop
Total Pro Shop Income
Expenses From Pro Shop Operations
CGS Pro Shop
Other Expenses Pro Shop
Total Operating Expense Pro Shop
Net Income Pro Shop
FOOD & BEVERAGE INCOME & EXPENSES
Income From Food & Beverage Operations
Food Sales
Banquet Sales
Beverage Sales
Other Income Food & Beverage
Unredeemed Food Minimum
Total Food & Beverage Income
Expenses From Food & Beverage Operations
CGS Food & Beverage
Labor Food & Beverage
Other Expenses Food & Beverage
Total Food & Beverage Expense
Net Income Food & Beverage
GENERAL OPERATIONS
General Income
Income From General Operations
Capital Reserve Assessment
Total General Operations Income
Expenses From General Operations
Labor General Operations
Other Expenses General Operations
Total General Operations Expense
Net Income General Operations
JUNIPER GOLF CLUB INCOME & EXPENSES
Juniper Golf Club Total Income
Juniper Golf Club Total Expenses
Net Income Before Interest
Interest Expense
Juniper Golf Club Total Net Income

$

27,057
83,698
28,208
3,971
309
143,243

8/17/2010

$

36,450
86,000
26,220
4,465
1,160
154,295

29,928
16,148
13,645
1,256
60,976

30,702
23,823
23,965
2,330
80,820

82,267

$

24,448
83,633
26,199
3,465
200

Actual

$

137,945

Year-To-Date
Budget Previous Yr

27,057
83,698
28,208
3,971
309
143,243

$

36,450
86,000
26,220
4,465
1,160
154,295

$

24,448
83,633
26,199
3,465
200

137,945

Yearly Total
Budget

$ 478,900
454,600
178,790
37,305
24,760
1,174,355

79,658

29,928
16,148
13,645
1,256
60,976

30,702
23,823
23,965
2,330
80,820

79,658

297,672
179,853
230,010
48,960
756,495

73,475

58,287

82,267

73,475

58,287

417,860

18,119
144
18,264

18,200
2,810
21,010

18,192
2,173

18,119
144
18,264

18,200
2,810
21,010

18,192
2,173

154,185
15,975
170,160

8,467
321
8,788

12,404
670
13,074

12,949

8,467
321
8,788

12,404
670
13,074

12,949

106,838
17,455
124,293

9,476

7,936

7,416

9,476

7,936

7,416

45,867

25,971
8,429
24,918
273
(1,317)
58,273

26,500
13,500
28,000
1,500
69,500

26,099
7,333
24,073
253
-

25,971
8,429
24,918
273
(1,317)
58,273

26,500
13,500
28,000
1,500
69,500

26,099
7,333
24,073
253
-

249,050
118,000
181,900
19,500
568,450

23,879
22,916
1,344
48,139

24,825
23,564
3,925
52,314

57,640

23,879
22,916
1,344
48,139

24,825
23,564
3,925
52,314

57,640

201,469
244,257
44,150
489,876

10,134

17,186

118

10,134

17,186

118

78,574

318
315
633

45
45

318
315
633

45
45

11,132
17,046
28,178

9,248
23,746
32,994

44,702

11,132
17,046
28,178

9,248
23,746
32,994

44,702

111,840
299,452
411,292

(27,545)

(32,949)

(41,170)

(27,545)

(32,949)

(41,170)

(405,752)

220,413
146,081
74,332
21,567
$ 52,765

244,850
179,202
65,648
21,875
$ 43,773

31,430
20,472
24,647
3,109

20,365
12,455
494

57,758
27,249
26,252
4,139

(46)
3,578

3,532
13,759
30,943

219,600
194,949
24,651
22,460

$

2,191

JUNIPER GOLF CLUB APPROXIMATE CASH FROM OPERATIONS
16,411
17,293
Depreciation Expense
Approximate Net Cash From Operations
$ 52,765 $ 60,184 $ 19,484
Capital Reserve Assessment
315
3,578
Approximate Unrestricted Cash From Operations
$ 52,450 $ 60,184 $ 15,906

192

220,413
146,081
74,332
21,567
$ 52,765

$
$

52,765
315
52,450

244,850
179,202
65,648
21,875
$ 43,773

$
$

16,411
60,184
60,184

31,430
20,472
24,647
3,109

20,365
12,455
494

57,758
27,249
26,252
4,139

5,540
5,540

(46)
3,578

3,532
13,759
30,943

219,600
194,949
24,651
22,460

$

2,191

$

19,484

$

15,906

17,293
3,578

1,918,505
1,781,956
136,549
262,500
$ (125,951)

196,932
70,981
$ 70,981
$
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APPENDIX D:
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Appendix D: Juniper Golf Course - Fixed Asset and Equipment Inventory

Fund 534 ‐‐ Public Building Corp:

Fixed Assets
6/30/2010

Golf Course Improvements ‐ 2308 ‐ 000:
2005‐06 Improvements ‐ City Paid
2005‐06 Improvements ‐ City Paid
2006‐07 Improvements ‐ City Paid
2007‐08 Improvements ‐ Pond Pump
2007‐08 Improvements ‐ Pond Liner

4,926,266.32
112,885.23
30,555.80
2,265.25
2,418.75
5,074,391.35

Leasehold Improvements ‐ 2300 ‐ 000:
2003‐04 Furnace
2007‐08 Exhaust Fan
2007‐08 Volt Supply
2007‐08 PA System

3,992.00
2,143.00
954.94
1,248.33
8,338.27

Office Furniture and Equipment ‐ 2075 ‐ 000:
2006‐07 Timeclock Software
2006‐07 Computer
2007‐08 Computer

2,040.88
1,701.00
939.00
4,680.88

Buildings Improvements ‐ 2050 ‐ 000:
2005‐06 Kitchen
2005‐06 Unknown Audit Entry
2005‐06 Club House ‐ City
2005‐06 Club House ‐ Course
2005‐06 Maintenance Building ‐ City
2005‐06 Maintenance Building ‐ Course
2007‐08 New Roof

101,977.80
7,000.00
1,600,640.51
9,058.80
376,164.90
2,925.00
21,651.00
2,119,418.01

Club Equipment ‐ 2100 ‐ 000:
1998‐99 Pro shop vending machine
1999‐00 Handicap laser printer
2001‐02 Handicap computer
2002‐03 Security system
2003‐04 Dell Computer‐Office
2003‐04 Toshiba Computer‐Pat
2003‐04 Business Works Update
2003‐04 Range Equipment buyout
2003‐04 Ice Machine
2003‐04 BBQ
2005‐06 Trophy case
2005‐06 Phone system
2005‐06 26" LCD flat panel & mount
2005‐06 52" TV

3,229.98
598.33
1,470.74
7,777.85
828.00
1,359.54
1,686.25
9,917.00
3,058.03
3,027.40
1,245.97
3,872.36
1,295.00
2,350.00
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2005‐06 IBS POS system
2005‐06 Security system
2005‐06 Main. Building heaters
2006‐07 Range/ovens/hotplate

51,106.03
3,475.00
1,472.75
3,591.00
101,361.23

Course Equipment ‐ 2200 ‐ 000:
See attached itemized list
Financed Equipment (monthly payments to be paid by operator through 12/2011):
2006 PROCORE Model 648 Aerator ($18,900)
$391/month
2006 ACCU‐PRO/Spin Relief Grinder ($14,700)
$304/month
Financed equipment to become property of the City at termination of finance agreement.
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Juniper Golf Course: Course Equipment

TYPE
Tri-Plex Mowers

Fairway Mowers

Rough Mowers

Greens Roller
Spray Rig

Mechanical Bunker Rake
Aerator
Tractors / Backhoes

Walking Greens Mowers

Utility Vehicles

Utility Mowers / Edgers

MODEL NAME / (#)

YEAR

John Deere 2500A (#3)
Toro 3150 - D (#4)

2003

Toro 5200 - D (#8)
Toro 5200 - D (#7)
John Deere 3215B (#6)
Toro 5100 - D (Verti-Cut Unit)

2004

Toro 4500 - D (#5)
Toro 3100 - D (#1)
Toro 3100 - D (#2)

2003

ACTUAL HOURS
(6/2010)
OWN / FINANCE

EXPECTED
REPLACEMENT DATE

2490
2985

Own
Own

2011 - 2012
2009 - 2010

2135
1810
1735
4014

Own
Own
Own
Own

2010 - 2011
2011 - 2012
-

2004

1872
1185
1395

Own
Own
Own

2011 - 2012
2009 - 2010
2010 - 2011

Tru-Turf GR-48 (#12)

2002

580

Own

2011 - 2012

John Deere ProGator 2020 (#9)
John Deere Sprayer Attachment

2002
2002

2055
n/a

Own
Own

2011 - 2012
2011 - 2012

Smithco SuperStar 3WD (#26)

2008

1145

Own

2015

Toro 648 Pro Core (#10)

2006

145

Own

TBD

Kubota 3130 D Tractor (#25)
John Deere 1070 Tractor (#24)
John Deere 310 Backhoe

2004

1015
3900
?

Own
Own
Own

2013 - 2014
2010 - 2011
TBD

Toro GM 1000 (#1)
Toro GM 1000 (#2)
Toro GM 1000 (#3)
Toro GM 1000 (#4)
John Deere 22R (#1)
John Deere 22R (#2)
John Deere 22R (#3)
John Deere 22R (#4)
John Deere 22R (#5)
John Deere 22R (#6)
John Deere 22R (#8)

2002

n/a
n/a
n/a
n/a
n/a
n/a
n/a
n/a
n/a
n/a
n/a

Own
Own
Own
Own
Own
Own
Own
Own
Own
Own
Own

2009 - 2010
2009 - 2010
2009 - 2010
2009 - 2010
n/a
n/a
n/a
n/a
n/a
n/a
n/a

Club Car Electric (#19)
Club Car Electric (#20)
Club Car Electric (#21)
Toro 3300 - D Workman (#12)
John Deere Gator Electric
Cushman Turf Truckster (#18)
Dump Truck

2004

835
921
905
2828
n/a

1965

?

Own
Own
Own
Own
Own
Own
Own

2010 - 2011
2010 - 2011
2011 - 2012
2010 - 2011
TBD
TBD
TBD

Honda Self-Propelled (#11)
Eastman Hover Mower
McLane Power Edger (#15)

2006

n/a
n/a
n/a

Own
Own
Own

2004

2004
2002
1995

2004

1990
-

2002
2002
2002
1997
1997
1997
1997
1997
1997
1997

Juniper Golf Course Equipment List

2004
2004
2004
2000
1999

2004
2000
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TYPE
Blowers

String Trimmers

Chainsaws

Trash Pump
Superintendent Vehicle
Topdressers / Material Handler

Tractor Implements

MODEL NAME / (#)

YEAR

Little Wonder 8 HP (#14)
Stihl BR400 (#1)
Stihl BR400 (#2)
Stihl BR600

2005

Echo (SRM-265S)
Echo (SRM-265S)
Husquvarna (323L)

2008

Echo Pole Pruner (PPT-265)
Husquvarna

2008

ACTUAL HOURS
(6/2010)
OWN / FINANCE

EXPECTED
REPLACEMENT DATE

n/a
n/a
n/a
n/a

Own
Own
Own
Own

n/a
n/a
n/a

Own
Own
Own

2007

n/a
n/a

Own
Own

Honda GX120

2006

n/a

Own

Chevrolet Silverado 1500 Pickup Truck

1999

195,000 miles

Own

TBD
2020

2002
2002
2008

2008
2007

Ty-Crop MH 400

2005

n/a

Finance

MH 400 - Swivel Kit

2005

n/a

Finance

MH 400 - Cross Conveyor Belt

2005

n/a

Finance

MH 400 - Option Caddy

2005

n/a

Finance

Turfco 1530 - Spin TD - Trailer (#23)

2002

n/a

Own

2011 - 2012

Toro 2300 Topdresser - Truck Mount

-

n/a

Own

2010 - 2011

Lely Broadcast Fetilizer Spreader

2004

n/a

Own

-

Befco Box Scraper

-

n/a

Own

n/a

John Deere TC-125 Debris Sweeper

2002

n/a

Own

2015

Jacobsen Slice/Seeder

-

n/a

Own

n/a

Toro 223 Debris Blower

1996

n/a

Own

2011

Toro Aerator (Drum Style)

-

n/a

Own

Sod Cutter

Sod Cutter

?

n/a

Own

Drag Brush

GreensGroomer w/ Electric Lift

2006

n/a

Own

Foley Accu-Pro

2005

n/a

Finance

Bedknife Grinder

?

n/a

Own

Golf-Lift (2 Column lift)

2004

n/a

Own

Flowtronex Silent Storm VFD (75 HP X2)

2004

n/a

Own

100 HP Well Pump (Lake Fill)

2004

n/a

Own

Toro Irrigation Central Computer

2010

n/a

Own

Dell Inspiron w/ Windows Vista

2009

n/a

Own

DeWalt 18V Cordless Drill

2007

n/a

Own

DeWalt Sawsall

2005

n/a

Own

Quincy Air Compressor

2007

n/a

Own

Grinders

Shop Lift
Pump Stations

Computers

Power Tools

Juniper Golf Course Equipment List
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??
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Golf Course Management Agreement between
The City of Redmond and Redmond Golf Corporation
This Operator Agreement between the City of Redmond and CourseCo Golf
Management (D.B.A. Redmond Golf Corporation) ("Agreement") is entered into this day of
January 1, 2020, by and between the City of Redmond ("CITY"), a municipal corporation, and
Redmond Golf Corporation, a wholly owned subsidiary of CourseCo Inc. a California
Corporation ("OPERATOR").
RECITALS
1. CITY is the owner of Juniper Golf Course that includes an 18-hole golf course, a driving
range, practice greens, and a clubhouse that houses a snack bar, a banquet facility and a
pro shop. The OPERATOR shall make no improvements, additions, alterations or
changes to the golf course property without written approval of the CITY.
2. CITY desires to utilize the services of OPERATOR for the overall management,
maintenance and operation of the Golf Course, collection of fees and other related golf
and food and beverage services.
3. OPERATOR represents that it has the necessary experience and qualifications to manage,
operate and maintain the Golf Course.
4. CITY and OPERATOR agree that the primary objectives for OPERATOR' s performance
under this Agreement are to provide high quality golf and food and beverage experiences,
high quality maintenance practices, to increase overall usage and visits, and to generate
revenues sufficient to cover all expenses of the golf course.
NOW, THEREFORE, in consideration for the mutual promises hereinafter set forth, the
parties hereto agree to as follows:
1.0

DEFINITIONS.

The following terms shall be defined as follows for the purposes of this Agreement:
1.01 Affiliate. "Affiliate" is any and all corporations, partnerships, trusts and other entities
directly or indirectly controlled by, controlling or subject to direct or indirect common control of
an entity or person.
1.02

Annual Performance Plan. "Annual Performance Plan" is defined in Section 5.02.

1.03

Bank Account. "Bank Account" is defined in Section 7.01 & 7.03.

1.04 Capital Budget. "Capital Budget" is a budget submitted by the OPERATOR with the
Annual Performance Plan to set forth anticipated Capital Expenditures for that year.
1.05 Capital Expenditures. "Capital Expenditures" are any equipment or alteration, addition,
improvement, repair, replacement, rebuilding or renovation to the Golf Course, the cost of which
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is equal to or exceeds Ten Thousand Dollars ($10,000.00) and which has a useful life of more
than one (1) year.
1.06

City. "City" is the City of Redmond and owner of the Golf Course.

1.07

Clubhouse. "Clubhouse" is the clubhouse building that is a part of the Golf Course.

1.08 Committee. "Committee" is the Juniper Golf Committee; an advisory board to the
Redmond City Council established in City Code.
1.09 Compensation. "Compensation" is the direct salaries and wages paid to or accruing for
the benefit of the management staff and all other persons employed by OPERATOR at the Golf
Course, together with all fringe benefits payable to or accruing for the benefit of such employees,
including employer's contribution under the Federal Insurance Contributions Act ("FICA"),
unemployment compensation, or other employment taxes, pension fund contributions, worker's
compensation, group life and accident and health insurance premiums, retirement, disability and
other similar benefits.
1.10 Contract Ending Transition Period. "Contract Ending Transition Period" is defined in
Section 11.01.
1.11 Contract Oversight Team. A team composed of one City Parks staff, one City Finance
staff, one Golf Committee Member and the City Council Golf Committee Liaison.
1.12 Cost of Goods Sold. "Cost of Goods Sold" is defined as beginning Resale Inventory
plus purchases for Resale Inventory minus ending Resale Inventory.
1.13

Course Maintenance Plan. "Course Maintenance Plan" is defined in Section 5.02(d).

1.14

Crew. "Crew" is the Golf Course maintenance staff employed by OPERATOR.

1.15

Direct Cost Budget. "Direct Cost Budget" is defined in Section 5.09.

1.16

Direct Costs. "Direct Costs" is defined in Section 5.07.

1.17 Director. "Director" is the City Manager or his or her designee who is responsible for
the management of the golf course.
1.18

Effective Date. "Effective Date" is defined in Section 2.01.

1.19

Environmental Laws. "Environmental Laws" are defined in Section 3.28.1.

1.20 Facilities. "Facilities" are the buildings, structures, improvements, irrigation system and
controls, cart paths, fencing, fixtures, trade fixtures, furnishings and equipment, clubhouse, food
service facilities, maintenance yard, parking lots, and utility systems located on the Premises.
1.21

Fixed Fee. "Fixed Fee" is defined in Section 6.01.

1.22

Food Service Facilities. "Food Service Facilities" is defined in Section 3.07.

1.23

Force Majeure. "Force Majeure" is defined in Section 12.04.
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1.24 Furnishings and Eauioment.
"Furnishing and Equipment" are all furniture,
furnishings, trade fixtures, apparatus and equipment, including without limitation, course
maintenance vehicles and equipment, golf carts, driving range pickers and pullers, mats, range
ball machine and baskets, cash registers, rental golf clubs and bags, ball washers, benches,
uniforms, office equipment, computers, copy machines, facsimile machines, telephone systems
(not including pay telephones), and other personal property used in or held in storage for use in
the operation of the Golf Course, other than Resale Inventory.
1.25

GCSAA. "GCSAA" is the Golf Course Superintendents Association of America.

1.26 General Manager. "General Manager" is an employee of OPERATOR who oversees
the operations of the entire Golf Course.
1.27 Golf Course. "Golf Course" or "Premises" or "Course" is the municipal golf course
owned by the CITY, including but not limited to the land, the driving range, the practice greens,
the Clubhouse, snack bar, pro shop, and maintenance facility.
1.28 Golf Course Expenses. "Golf Course Expenses" are all costs and expenses incurred in
the operation, management, and maintenance of the Golf Course, including: (a) all expenditures
incurred by CITY for the benefit of the Golf Course; (b) the "Combined Management Fee" paid
to OPERATOR pursuant to Section 6.01 of this Agreement; (c) all expenses specifically
identified as " Direct Costs" in this Agreement; and (d) all other expenses incurred by
OPERATOR in connection with the Golf Course or this Agreement, which expenses were not
reasonably anticipated by the parties or otherwise provided in this Agreement and which are
consistent with the operation of a golf course and were approved in writing by the Director.
1.29 Golf Enterprise Fund. "Golf Enterprise Fund" is the City Fund, separate from the City's
General Fund, where all golf related revenues are deposited and from which all golf related
expenses are paid.
1.30 Golf Professional. "Golf Professional" is an employee of OPERATOR who is, at a
minimum, a PGA or LPGA apprentice.
1.31 Gross Revenues. "Gross Revenues" are all money received as a result of the operation
of the Golf Course and the sale of goods and services at the Golf Course, determined on a
modified accrual basis in accordance with generally accepted accounting principles consistently
applied. The deposit of Gross Revenues pursuant to Section 7.01 shall include, but are not limited
to all green fees; rental fees for golf carts, golf clubs and bags, and other rental items; range balls;
resident card fees, reservation fees; fees for golf handicap service; rental and concession
payments; food and beverage sales; liquor sales; golf-related meetings, parties, tournaments, and
other group gatherings; merchandise sales; golf instruction fees; revenues from golf schools;
gross receipts received by licensees or concessionaires; proceeds from insurance; any amount
received by OPERATOR in connection with any claim, demand, or lawsuit; and all other
revenues generated by the Golf Course. Gross Revenues shall be reduced by any cash refunds
or credits allowed on returns by purchasers. Gross Revenues shall not include the following: (a)
the amount of any gratuities to Golf Course employees, or service charges added to customer
billings which represent gratuities to Golf Course employees (b) proceeds of any borrowings by
OPERATOR or City; (c) initial operating funds in the Bank Account and funds subsequently
provided by City to satisfy the working capital needs of the Golf Course pursuant to Section 7.01;
(d) refunds for the value of merchandise, Supplies or equipment returned to shippers, suppliers
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or manufacturers; and (e) unearned or deferred revenues such as gift certificates/cards,
nonrefundable tournament and event deposits, and pre-paid driving range fees.
1.32

Hazardous Materials. "Hazardous Materials" are defined in Section 3.28.1.

1.33 Impositions. "Impositions" are all taxes and assessments (including without limitation
real property taxes and assessments, possessory interest taxes, and personal property taxes),
water, sewer or other similar rents, rates and charges, levies, license fees, permit fees, inspection
fees and other authorization fees and charges, which at any time may be assessed, levied,
confirmed or imposed on the Golf Course or the operation of the Golf Course.
1.34

Improvements. "Improvements" is defined in Section 3.12.

1.35 Insurance Requirements. "Insurance Requirements" are all requirements of each
insurance policy, and all orders, rules, regulations and other requirements of the National Board
of Fire. Underwriters (or any other body exercising similar functions) applicable to the Golf
Course or the operation of the Golf Course.
1.36 Invitee. "Invitee" is anyone present on the Golf Course for golfing, dining or other lawful
purpose.
1.37 Legal Requirements. "Legal Requirements" are all laws, statutes, ordinances, orders,
rules, regulations, permits, licenses, authorizations, directives and requirements of all
governments and governmental authorities, which now or hereafter may be applicable to the Golf
Course or the operation of the Golf Course, including, but not limited to, the Americans with
Disabilities Act and implementing regulations as well as other federal, state and local laws and
regulations governing access and all federal, state and local laws and regulations pertaining to
the storage, use and disposal of "hazardous or toxic wastes, substances or materials" as defined
by applicable law.
1.38

Lesson Expenses. "Lesson Expenses" are defined in Section 5.10.

1.39 Maintenance Yard "Maintenance Yard" is the area utilized for the storage and
maintenance of equipment and supplies including underground devices, storage facilities, and
related items.
1.40 Maintenance Standards. "Maintenance Standards" are the standards for maintenance
of the Golf.
1.41

Management Staff. Management Staff is defined in Section 3.08.1.

1.42 Marketing and Promotional Plan. "Marketing and Promotional Plan" is defined in
Section 5.02(f).
1.43 Net Cash Flow. is the difference between the Gross Revenue and all expenses, including
Direct Costs, other operating expenses, budgeted capital reserves, debt service for all debt in
existence on the Effective Date, additional debt service to the extent agreed to in writing by both
parties, Fixed Fee, Incentive Fee and Accounting Services Fee.
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1.44 Net Operating Income. "NOi" is derived by taking Total Revenue and subtracting Cost
of Goods Sold and Total Operating Expenses (to include Fixed Fee, Incentive Fee and
Accounting Services Fee)
1.45 Operating Year. "Operating Year" is the period from July 1st through June 30th of a
given year and shall correspond with the City's fiscal year budget cycle.
1.46 Operator.
CourseCo, Inc.

"Operator" is Redmond Golf Corporation, which 1s wholly owned by

1.47 PGA/LPGA. "PGA" is the Professional Golfers' Association of America. "LPGA"
shall mean the Ladies Professional Golfers' Association of America.
1.48

Performance Measures. Performance Measures are defined in Section 5.02.

1.49

Premises. "Premises" is the Golf Course as defined above.

1.50

Pro Shop. "Pro Shop" is the golf professional shop located in the Clubhouse.

1.51 Recognized Clubs. "Recognized Clubs" are those clubs that consider the Golf Course
home.
1.52 Resale Inventory. "Resale Inventory" is Pro Shop merchandise and food and beverage
items.
1.53

Senior Golfers. "Senior Golfers" are golfers who are at least sixty five (65) years of age.

1.54 Superintendent. "Superintendent" is an employee of Operator who is in charge of Golf
Course maintenance, is a Class A member of the GCSAA and has a State Qualified Applicator
Certificate ("QAC").
1.55 Supplies. "Supplies" are consumable items not for Resale and used in or held in storage
for use in the operation of the Golf Course, including but not limited to, scorecards and cart
tickets, driving range balls, bathroom supplies, towels, fuel, cleaning materials, fertilizers,
pesticides, seed, maintenance parts and supplies, office supplies, and other similar items.
1.56

USGA. "USGA" is the United States Golf Association.

2.0

TERM.

2.01 Term. The initial term of this Agreement shall commence on January 1, 2020 (the
"Effective Date") and expire on June 30, 2025, unless it is terminated or extended pursuant to
the terms of this Agreement.
2.02 Renewal. The CITY has the option to extend the contract for an additional five years. A
five-year contract renewal will include a capital investment (into the facilities and/or golf course)
of$100,000 by the OPERATOR.
2.03 Event Pavilion based Contract Renegotiation. The OPERATOR shall pay for and
complete a feasibility and market study which examines the construction and operation of an
event pavilion at the Golf Course by January 2021. The City will have an opportunity to

.
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comment on the scope of work and in the review and assessment of the findings. After the
feasibility and market study is complete, if the parties agree to develop an event pavilion, the
parties will enter into a renegotiation of this management contract including length, capital
contribution and management fees. A renegotiation resulting in a contract may supersede this
contract or result in a separate management contract for the event pavilion.
2.04 Continuation of Agreement. If this Agreement is not extended, OPERATOR shall, if
requested by CITY, continue to provide all services pursuant to this Agreement and subject to
the then current terms (with the exception of section 6.01) and conditions of this Agreement on
a month-to-month basis for up to twelve (12) months if determined necessary by CITY in order
to give CITY sufficient time to select a new operator. CITY may terminate the month-to-month
agreement by providing thirty (30) days written notice to OPERATOR. In the event of a monthto-month arrangement, fixed fee will be calculated by prorating the average monthly fee earned
in the preceding two fiscal years (FY 23/24 and 24/25).
3.0

MANAGEMENT OF GOLF COURSE.

3.01

Retention of OPERATOR.
3.01.1 Role of the OPERATOR. Subject to the terms of this Agreement, CITY hereby
retains OPERATOR as an independent contractor, and OPERATOR agrees, to: (i)
implement the policies, standards, and schedules for the operation and maintenance of
the Golf Course and all matters affecting customer relations, in accordance with this
Agreement, including; (ii) hiring, training, and supervising the General Manager, and
Golf Course Superintendent (collectively "Management Staff') and all Golf Course
employees; (iii) supervise and direct all phases of advertising, sales, and business
promotion for the Golf Course; (iv) establish accounting and payroll procedures and
functions for the Golf Course in accordance with CITY policies; and (v) procure and
maintain all equipment necessary and appropriate for the profitable and efficient
operation of the Golf Course. The parties understand that costs of undertaking the
services above are reimbursed pursuant to Section 5 of this Agreement. OPERATOR
agrees to work with the CITY to adjust Direct Cost Budget, as necessary, to provide for
a profitable operation and a positive Net Cash Flow.
3.01.2 Goal of Agreement. It is the intent and goal of the CITY that the Golf Course be
operated in a professional, efficient and productive manner that shall provide for the
highest quality of experience for Invitees of the Golf Course and Food and Beverage
Operations as found in the best comparable 18-hole recreational golf courses, achieve the
desired results of an effective maintenance program on the Golf Course and Clubhouse,
and achieve the budgeted results for the Golf Course.

3.02

Overall Responsibilities of OPERATOR. OPERATOR shall perform the following
services, or cause the same to be performed for the Golf Course, and all expenditures of
OPERATOR and costs and expenses incurred by OPERATOR in performing these
services shall be Direct Costs:
a) consummate arrangements with intended users of the Golf Course, subject to the
terms of Section 3.03 below;
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b) enter into such contracts no later than the effective date of this Agreement for the
furnishing of utilities and building maintenance and other services to the Golf Course,
subject to the terms of Section 7 .06;
c) make all repairs, decorations, replacements, additions, rev1s10ns, alterations and
improvements to the Golf Course as shall be reasonably necessary for maintenance
of the Golf Course in good order, condition and repair, subject to the terms of Section
3.05 of this Agreement;
d) incur such expenses as shall be necessary for the proper operation and maintenance
of the Golf Course, including without limitation purchase or rental expenses for
Furnishings and Equipment;
e) maintain a level of Resale Inventory necessary for the effective operation of the Golf
Course consistent with the terms of Section 3.03.1;
f) apply for, and obtain and maintain, all licenses and permits required of OPERATOR
in connection with the operation and management of the Golf Course, including the
on-sale liquor license which shall be obtained in the OPERATOR's name; and CITY
agrees to execute any and all applications and such other documents as shall be
reasonably required and to otherwise cooperate, in all reasonable respects, with
OPERATOR in the application for, and obtaining and maintenance of, such licenses
and permits;
g) do, or cause to be done, all such acts and things in and about the Golf Course as shall
be reasonably necessary to comply with all Insurance Requirements and Legal
Requirements, and OPERATOR shall not knowingly permit any illegal activities to
be conducted on or about the Premises;
h) pay all Golf Course Expenses, Impositions and insurance premiums, whether incurred
by City or OPERATOR, when due;
i) implement the Marketing and Promotional Plan for the Golf Course described in
Section 5.02(f);
j) maintain a level of Supplies necessary for the effective operation of the Golf Course
consistent with the terms of Section 3. 01.2.
k) maintain at all times the highest level of customer service and continually strive to
meet the needs of the communities served by Juniper Golf Course.
3.03 Golf Professional Services. OPERATOR shall, as a Direct Cost, provide golf starter
services; provide Course marshalling services; sell and rent golf equipment; sell golf-related
clothing and supplies; provide instructional services in the playing of golf; rent golf carts; and
operate the driving range. Such services shall be provided by or under the direct supervision of
the General Manager.
3.03.l Pro Shop and Merchandise.
operating hours of the golf course.

The Pro Shop shall be open during the normal
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A. Inventory. OPERATOR shall procure and maintain in the Pro Shop such

inventory of golf merchandise as deemed necessary or appropriate to
adequately meet public demand and consistent with the goal in Section 3.01.2.
B. Mark Down of Merchandise. Merchandise that can reasonably be classified
as "stale" or "unsellable" may be marked down. After six (6) months, if
OPERATOR determines that any aged merchandise in the Pro Shop cannot
be sold or should not be sold because of the reputation or image of the Pro
Shop, then OPERATOR may sell the merchandise at less than cost and include
the payment for the merchandise in the Gross Revenues.
3.03.2 Golf Instruction. OPERATOR shall provide for golf instruction by qualified
instructors supervised by the General Manager. All golf instructors shall be employees
of OPERATOR, unless OPERATOR proposes an alternative plan that is approved by the
CITY. OPERATOR shall cause all golf instructors to comply with the rules and
regulations consistent with the goal in Section 3.01.2
A. City Approved Recreation Classes.

The OPERATOR shall work in
conjunction with the Director to provide services for City approved golf
programs at the driving range, putting greens and Course.

B. Junior Golf Programs.

The OPERATOR shall orgamze Jumor golf
programs such as LPGA Girls Golf and The First Tee.

3.03.3 Golf Carts. OPERATOR shall procure by lease and maintain in good condition
power-driven golf carts in sufficient numbers to meet the public demand. The CITY shall
have the right, in CITY'S sole and absolute discretion, to require a change in the number
or types of golf carts in use at the Golf Course; provided, however, that the CITY shall
increase or decrease the applicable Direct Cost Budget(s) reasonably to account for
resulting increased or decreased Direct Costs. Prior to procuring golf carts, OPERATOR
shall give Director written documentation identifying the type of golf cart, features of
golf carts, and proposed lease terms. OPERATOR shall lease golf carts in accordance
with Director's written approval. All carts shall be 4-wheel, electric vehicles, and shall
be equipped with canopies and windshields. OPERATOR may prohibit the use of golf
carts on the Golf Course whenever weather conditions expose the user to danger or the
Golf Course to damage.
3.03.4 Driving Range. OPERATOR shall operate and manage all driving range
operations, and procure and maintain all equipment and facilities necessary and
appropriate to meet the goal set forth in Section 3.01.2. Driving range balls shall be of
high quality, and all cracked and worn range balls shall be removed in a timely manner.
3.03.5 Golf Course Starter Services. OPERATOR shall render and provide Golf
Course starter services including, but not limited to, collecting all green and tournament
fees in accordance with City cash handling procedures, taking reservations from the
telephone, online and at the Golf Course and recording the reservations on starter sheets,
placing golfers' names on a call sheet as necessary and appropriate, sending golfers to the
tee and starting them off at proper intervals, receiving requests from groups for
tournaments, booking tournaments and collecting appropriate fees prior to each
tournament's starting date, coordinating tournament food and beverage needs, taking all
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actions as necessary and appropriate to speed play on the Golf Course, entering each
golfer's name on the automated tee sheet to the extent feasible, and issuing a receipt to
each golfer upon payment of the applicable green fee. OPERATOR shall install a Point
of Sale system that tracks all rounds played and fees collected by fee category on a daily
basis. Such information shall be made available for review by the Director, as requested.
3.03 .6 Marshaling Time. OPERATOR shall procure the services of marshals at such
times and in such numbers as necessary and appropriate to expedite play and ensure
compliance with all rules and regulations consistent with the provisions of Section 3.01.2.
3.03.7 Suspension of Play. Temporary suspension of play shall be determined by
Operator in cases where weather or other conditions expose the user to danger or the golf
course to damage.
3.04 Facilities Maintenance Services. The parties acknowledge that the premises are public
property which the City has a responsibility to ensure are used in a manner which effectively
serves the public. Accordingly, the City has a greater interest than most landlords in ensuring
the quality of the maintenance and operation of the premises. At all times, as a Direct Cost,
OPERATOR shall maintain and operate the Clubhouse, including the snack bar, pro shop,
Clubhouse restrooms, and all other facilities and services offered in connection therewith in a
manner equal to or better than comparable municipally-owned golf courses in the region, and
furnish and maintain a standard of service at least equal to the class of similar businesses in the
City and in adjacent communities during the entire term of this Agreement. OPERATOR shall
keep all fixtures, furnishings and equipment within the facilities clean, neat, safe, and sanitary,
in good order and in a manner equal to or better than the best comparable 18-hole recreational
golf courses in the region. OPERATOR shall maintain and operate the Clubhouse and other
facilities reasonably in accordance with the highest commercial standards of cleanliness and shall
keep the Clubhouse and other facilities clean and free from rubbish.
OPERATOR shall, during the term ofthis Agreement maintain and keep in good order, condition
and repair the interior nonstructural portions of the Clubhouse and other facilities, including, but
not limited to, the following: the interior surface of exterior walls; all windows, doors, door frames,
and door closures; all plate glass, storefronts and showcases; all carpeting and other floor covering;
HV AC; all electrical systems and equipment; and all interior plumbing and sprinkler systems,
doors, door locks, plate glass, display windows, window casements, exterior light fixtures, light
bulbs, ballast transformers and electrical panel if any, installed therein. OPERATOR expressly
agrees that the use of roof areas shall be limited to ingress for maintenance purposes only, and that
said roof areas shall not be used for storage of inventory or for any other use. All costs associated
with cleaning and maintenance of the Clubhouse and other facilities shall be Direct Costs.
OPERATOR agrees to enter into preventative and regular maintenance contracts, with providers
approved by Director, for services to include, but not be limited to, pest control, refrigeration,
window cleaning, and carpet cleaning. All costs associated with these service contracts shall be
Direct Costs.
3.05 Grounds Maintenance Services. OPERATOR shall provide grounds maintenance
services to the Premises, including, but not limited to, the obligation to mow, edge, trim,
overseed, fertilize, aerate, sod, change cups, service tees, top-dress, raise divots, rake traps, spray,
spot irrigate, syringe and renovate turf and shrub areas, as well as to provide weed, disease and
pest control, litter control and rubbish removal, tree maintenance, maintenance of irrigation
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systems including mainlines, pumps, boosters and controllers, to keep swales in good repair and
to provide the necessary and appropriate maintenance of any appurtenant structures and
equipment, and, if applicable, maintain the water feature. OPERATOR shall replace or change
any supplies, materials, or procedures used by OPERATOR that are found reasonably
objectionable by Director, within five (5) calendar days after receipt of Director's written request
for such replacement or change. Operator shall comply with all applicable local, state and federal
clean water regulatory requirements, including but not limited to all federal NPDES
requirements.
3.05.1 Chemical Herbicides and Pesticides. Operator shall ensure that employees are
trained and knowledgeable about best management practices for using fertilizers,
herbicides and pesticides to prevent any Hazardous Materials release and how to handle
any such accidental release. Operator shall obtain any required Oregon State Department
of Agriculture pesticide applicator licensing, permits and submit any required reports
related to the use of permitted biocides, defoliants, chemical fertilizers, pesticides,
herbicides or other agri-chemicals. If requested by the City, an Integrated Pest
Management and Chemical Application Management Plan (IPM-CHAMP) will be jointly
developed by the City and the Operator. The cost to develop and implement the plan will
be a Direct Cost.
3.05.2 Water. OPERATOR shall not cause any ponding on the Premises or any flooding
on adjacent land. Unless otherwise specifically directed by CITY, OPERA TOR shall not
engage in any activity that causes any change, disturbance, fill, alteration or impairment
to the bed, bank, canal or channel of any natural water course, wetland or other body of
water on, in, under, or about the Premises; nor shall OPERATOR engage in any activity
that would pollute or degrade the surface or subsurface waters or result in the diminution
or drainage of such waters.
3.05.3 Protection of Utilities. At all times during the Term of this Agreement,
OPERATOR shall use its reasonable best efforts to protect the facilities of utilities located
on the Golf Course from any damage, injury or disturbance. If OPERATOR or any of its
agents or Invitees damages, injures or disturbs any of the foregoing facilities,
OPERATOR shall immediately notify CITY of that occurrence.
3.05.4 Trees and Other Plant Materials. OPERATOR shall maintain all trees and
other plant materials on the Golf Course. OPERATOR shall not remove or destroy any
tree or other plant materials on the Premises without the prior written approval of the
Director. In the case that a tree, or portion of a tree, has fallen on the Golf Course and
becomes a safety hazard, Director's oral approval is acceptable for removal or pruning.
All pruning shall be consistent with CITY guidelines and the International Society of
Arboriculture Tree Pruning Guidelines. OPERATOR shall not plant any trees or other
plant materials on the Premises that are not included in the Course Maintenance Plan,
without the prior written approval of the Director.
3.05.5 Historic Preservation. In the event that the OPERATOR discovers any
historical, archaeological, architectural or other cultural artifacts, relics, remains, or
objects of antiquity on the site, OPERATOR shall immediately notify the Director and
protect the site and material from further disturbance until the Director gives clearance to
proceed.
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3.05.6 Maintenance Personnel. OPERATOR shall employ and maintain in its employ
a Class "A" Golf Course Superintendent and Crew at the Premises daily during normal
working hours. OPERATOR shall employ sufficient personnel to perform all work
required.
3.06 Parking Lot Maintenance Services. OPERATOR shall keep all parking lots on the
Premises in a clean and good condition, and shall provide normal (non-capital) parking lot
maintenance services, including, but not limited to daily trash removal and landscaping
maintenance. All costs of such parking lot maintenance will be Direct Costs.
3.07 Food and Beverage Services. OPERATOR shall have the exclusive right and obligation
to provide food and beverage services at the Golf Course, the expenses for which shall be Direct
Costs. The food and beverage service shall include operation of a snack bar, event and banquet
center which may include a full service bar. Director shall also have the right to permit, said
permission not to be unreasonably withheld, operation of an outdoor grill or other type of outdoor
food service. Vending machines may be installed with CITY'S approval. OPERATOR shall not
permit the sale of food and beverages at the Golf Course from outside entities without CITY'S
approval.
3.07.l Hours of Operation. OPERATOR shall keep the Food Service Facilities open
for business during the hours approved by the CITY.
3.07.2 Health Certificates. OPERATOR shall comply with all local, state and federal
health laws, regulations and procedures that are applicable to operation of the Golf Course
and Food Service Facilities.
3.07.3 Licenses. OPERATOR shall obtain and maintain for the term of this Agreement
any and all permits and licenses required by any federal, state or local governmental
agency in connection with the services to be provided by OPERATOR under this
Agreement, including the on-sale general liquor license and a CITY business license.
Acquisition of all licenses and permits shall be considered a direct cost that shall be
reimbursed as part of the Direct Cost Budget. OPERATOR shall use its best efforts to
notify all contractors and vendors of their obligation to obtain a CITY business license.
3.07.4 Quality of Service. The food and beverage services provided at the Golf Course
shall be consistent with the goal set forth in Section 3.01.2. OPERATOR shall provide
food and beverage service in accordance with all Legal Requirements and Insurance
Requirements and reputable business standards, and in such a manner that the Food
Service Facilities shall have a reputation for "best in class" of comparable 18-hole
recreational golf courses in the region. OPERATOR shall ensure that food and beverages
are kept in stock sufficiently to meet customer demand.
3.07.5 Alcohol Sales. CITY reserves the right to prohibit or limit the sale of alcoholic
beverages if, in the CITY' s sole and absolute discretion, the CITY determines that such
sales are leading to behavior which is disruptive to or inconsistent with the proper
functioning of the Golf Course.
3.07.6 Future Events. OPERATOR agrees not to book any events at the Golf Course
for dates after the initial term of this Agreement or any extension without the prior
approval of the CITY.
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3.08

Personnel.
3.08.1 General. OPERATOR, as a Direct Cost, shall employ all of the employees of the
Golf Course and set all terms and conditions of the employment. OPERATOR shall
make all decisions relating to the hiring of employees, the employment of its employees
and the direction of its work force. The number ofOPERATOR's employees shall be no
more than reasonably necessary to efficiently operate the Golf Course. OPERATOR shall
recruit, hire, train, discharge, promote and supervise the Management Staff of the Golf
Course and all other employees of the OPERATOR. Recruitment process shall include
as a direct cost, background checks and drug testing. All employees of the Golf Course
shall be properly qualified for their positions. OPERATOR may at its expense assign
management trainees to the Golf Course, who shall remain under supervision of the
OPERATO R's on-site Management Staff. OPERATOR shall provide reports showing
all employees and their job titles, as requested by Director. OPERATOR's Management
Staff shall not be assigned to work at other golf courses managed or operated by
OPERATOR, without the written approval of the CITY.
OPERATOR shall retain at all times on the Premises during hours of operation a manager
who will be responsible for the Golf Course in matters pertaining to the performance of
the duties and obligations in this Agreement. OPERATOR shall during operating hours
have sufficient personnel on the Premises to provide a level of service in accordance with
Section 3.01.02 and to provide a level of service customary in the industry.
All employees shall be identifiable and appropriately attired with a easily readable name
badge. Employees of the OPERATOR shall be courteous and neat in appearance at all
times. If any employee fails to meet this standard, is negligent in performance of his/her
responsibilities, and after notice is provided by CITY, OPERATOR is unable after a
reasonable period of time to bring the employee up to this standard, OPERATOR shall
take reasonable actions to remove the employee from employment at the Golf Course.
3.08.2 Compensation. Compensation of OPERATOR'S employees shall be no greater
than that paid at other golf courses managed by OPERATOR, unless specifically
approved by the CITY, taking into consideration the budget, recognizable differences in
scope of work and cost of living at other golf courses. All employees of OPERATOR,
other than the Management Staff, shall use a time clock to keep track of the hours worked.
3.08.3 Prevailing Wages. OPERATOR shall pay prevailing wages to employees to the
extent, and only to the extent, that the Oregon Revised Statutes requires the payment of
prevailing wages to employees working on "public works."
3.08.4 Employee Benefits. OPERATOR shall have the obligation to provide all legally
mandated employee benefits to its employees. At no time shall the City have any
obligation to provide compensation or benefits to golf course employees.
3.08.5 Temporary Assignment of Other OPERATOR Personnel. If the positions of
General Manager, Course Superintendent or Food & Beverage Manager are not filled for
whatever reason, OPERATOR shall permanently fill those positions within 90 days of
vacancy. Upon approval of the CITY, OPERATOR may temporarily assign to these
positions the staff of other golf courses operated or managed by OPERA TOR. During
such time as these employees are temporarily assigned to the Golf Course, all such
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employees will be paid their regular Compensation, and the pro-rata share of such
employees' Compensation equal to the actual time such employees worked at the Golf
Course shall be a Direct Cost.
3.08.6 Management Staff. The Management Staff shall be the following positions,
which may be combined with City approval, that will be solely dedicated to and resident
at the Golf Course: the General Manager; Golf Course Superintendent, Food & Beverage
Manager; and, if applicable, Golf Professional. CITY shall approve, said approval not to
be unreasonably withheld, the Management Staff before hire and shall be informed prior
to the termination or transfer of any of the Management Staff. Contact information (name,
cell phone number and email address) for all Management Staff shall be provided, in
writing, to the CITY and shall be current at all times.

A. General Manager. The General Manager of the Golf Course shall be responsible
for the day-to-day management and operation of the Golf Course. The General
Manager must have a four-year college degree or equivalent, at least five (5) years
experience as a golf course operations manager or assistant. The General Manager
shall be reasonably available during normal working hours to meet with the
Director. After normal working hours, the General Manager shall be reasonably
available to appear at all of the Committee meetings and CITY meetings, if
deemed necessary by the Director or Committee.
B. Superintendent. The Superintendent for the Golf Course shall be a current Class
"A" member in good standing of the Golf Course Superintendents Association
and have a Qualified Applicators Certificate ("QAC"). Prior experience as a golf
course superintendent is desired. The Superintendent shall be responsible for the
maintenance of the buildings, equipment, driving range and grounds of the Golf
Course.
C. Golf Professional. If it is agreed upon by the CITY and OPERATOR that a Golf
Professional would be beneficial to the Golf Course, then that Golf Professional
shall be at a minimum, a PGA or LPGA apprentice. The Golf Professional shall
report directly to the General Manager.
D. Food & Beverage Manager. The Food & Beverage Manager shall be responsible
for the Food Service Facilities and providing food and beverage, tournament and
banquet services. The Food & Beverage Manager shall report directly to the
General Manager. The Food & Beverage Manager shall have at a minimum a
two-year college degree or equivalent and at least two (2) years of food and
beverage and banquet and catering supervisory experience in a comparable
operation.
3.08.7 Compliance with Laws. OPERATOR shall comply with all requirements of
local, state and federal laws regarding labor and employment; including but not limited
to the Oregon Sick time Act and the Oregon Pay Equity law.
3.09 Notification to City of Defect or Illegal Activity. OPERATOR shall immediately notify
CITY upon discovering a possible workmanship or material defect in any structure or
improvement on the Golf Course or upon discovery of any unauthorized dumping, disposal or
illegal use or activity on the Golf Course.
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3.10 Equipment, Supplies and Materials. OPERATOR shall procure and maintain (as a
Direct Cost) all necessary and appropriate equipment, supplies and materials of good quality and
in sufficient number to fulfill the maintenance requirements of this Agreement, but expenditures
shall not exceed the amounts allocated in the Direct Cost Budget without the prior written consent
of the Director. The required equipment, supplies and materials shall include, but not be limited
to:
a) All equipment necessary and appropriate to operate the Golf Course;
b) All necessary and appropriate gas, oil, maintenance and operating supplies, and spare and
replacement parts for all equipment used at the Golf Course;
c) All necessary and appropriate topdressing, seed, fertilizers, pesticides, fungicides,
insecticides and herbicides for maintenance of the Golf Course and other landscaped
areas on the Premises and in compliance with Section 3.05;
d) Parts, supplies and equipment necessary for the repair and maintenance of all Golf Course
irrigation systems;
e) Tee towels, soaps, ball washers, putting green cups and flags, benches, trap rakes, tee
markers, tee mats, trash receptacles, trash receptacle liners, cleat brushes, distance
markers on sprinkler heads and all other pertinent golf course equipment;
f) Materials for the installation and maintenance of French drains;
g) Sand for traps on an as-needed basis; and
h) Procurement of all necessary retail and concession inventory and consumable supplies
such as janitorial cleaning supplies, paper products, soap, etc.
3.11 Intrusions. OPERATOR shall treat non-invitee users with consideration and courtesy
even when they may be wrongfully on the Premises, but shall have the right to deny use of the
Premises for unauthorized purposes. CITY reserves the right from time to time during the term
of this Agreement, to promulgate such reasonable rules and regulations concerning the use of the
Premises and any part or parts thereof, as CITY, in its sole discretion, shall deem appropriate.
3.12 Improvements. Except in the event of an emergency threatening imminent injury to
persons or damage to property, OPERATOR shall make no improvements, additions, alterations
or changes to the Golf Course ("Improvements") unless OPERATOR: (i) obtains the prior written
approval of the Director, which approval may be granted or withheld in the sole and absolute
discretion of the Director; (ii) complies with such terms and conditions as may be imposed by
the Director; (iii) secures all applicable licenses, permits and other governmental approvals for
the Improvements; and (iv) causes the Improvements to be designed and constructed so as to be
consistent with the architecture and design of the currently-existing Golf Course, unless
otherwise specifically approved by the Director in writing. Any such Improvements shall be
shown on as-built drawings that shall be delivered to the Director within thirty (30) days of
completion of the work.
3 .13 Days and Hours of Operation. The minimum hours of operation shall be Dawn to Dusk.
OPERATOR shall make no changes in the days and hours for operation of the Premises without
the prior approval of the CITY.
225
16

3.14

Technology.
3.14.l Technology Systems. OPERATOR, as a Direct Cost, shall procure and maintain
telephones, wiring, computers, software, data circuits, wireless internet, voice circuits,
Internet circuits and all equipment necessary and appropriate to operate and support
telephone communications to and within the Premises, automated tee sheet and starter
functions, Point-of-Sale for all Pro Shop and Food and Beverage operations, and a
website which provides public, on-line access to golf reservations. OPERATOR shall use
such systems to market, record all Golf Course and Food and Beverage sales, retain
customer and sales transaction data and produce all documents and reports necessary to
effectively operate the Golf Course and comply with the CITY's reporting and auditing
requirements. Technology systems shall satisfy CITY's and other government
requirements for security and internal controls, including but not limited to, security of
credit card and other customer data.
3 .14.2 Scoring Terminal. A scoring terminal shall be provided in a convenient location
at the Clubhouse.
3.14.3 Security of Data. OPERATOR shall notify the CITY immediately upon any
known or suspected loss, theft or disclosure of CITY data, including but not limited to
loss of customer personal or credit data.
3 .14.4 Security Procedures. OPERATOR will be solely responsible for the selection,
implementation, and maintenance of security procedures, anti-virus, and similar
defensive measures and policies that are sufficient to ensure that (a) OPERATOR'S
technology systems are secure and used only for authorized purposes; and (b)
OPERATOR'S business records and data, and any data kept on behalf of the CITY, are
protected against improper access, use, loss, alteration or destruction. All credit care
systems shall meet PCI standards.

3.15 Waste Disposal. OPERATOR shall provide adequate trash facilities on the Premises
and shall promptly empty the containers regularly. OPERATOR shall use its best efforts to
reduce the amount of trash and waste generated from Golf Course and to acquire products for
use on the Premises that reuse or recycle packaging. OPERATOR shall make every effort to
initiate and operate a recycling program. OPERATOR shall not permit the burning, dumping or
other disposal on, under or about the Premises of landfill, refuse, hazardous materials or other
materials, with the exception of Golf Course clippings that can be dispersed on the Golf Course.
OPERATOR shall dispose of all wastes in compliance with Legal Requirements and
Environmental Laws.
3 .16

Customer Service.
3.16.l Service Audit Program. OPERATOR shall implement a service audit program
to evaluate the Golf Course and Clubhouse operations no more frequently than semiannually and no less frequently than annually. The service audit shall evaluate the
operations of the Golf Course and make recommendations concerning said operations,
including, without limitation, recommendations relative to quality, quantity and selection
of merchandise, and customer service provided by OPERATOR's employees.
OPERATOR shall submit the results of each service audit to CITY for the Director's
evaluation and disposition at the completion of each audit. This provision in no way
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precludes or limits the CITY's ability to conduct its own audit of financial records and
operations including using "secret shopper" audits to determine that financial transactions
are being handled appropriately.
Customer evaluation forms are utilized
3.16.2 Customer Evaluation Forms.
periodically and shall be visible and readily available. The CITY and OPERATOR will
jointly develop the survey form. Completed forms shall be sent to Director on a monthly
basis. The CITY may conduct customer service evaluations separately from the
OPERATOR efforts either on the premises or through electronic survey methods utilizing
the OPERATORS customer database.
3 .16.3 Customer Service Training Program. As part of the initial training of new
employees and annually thereafter, OPERATOR shall implement a customer service
training program for all employees of OPERATOR who come into contact with guests at
the Golf Course and Clubhouse. Costs for this program shall be a direct cost.
3.17 Emergency Services. OPERATOR shall provide CITY's Director with contact
information for all Management Staff in order that they can respond to any emergency on a
twenty-four hour basis. During periods of severe inclement weather conditions, OPERATOR
will provide reasonably sufficient personnel for the purpose of sandbagging, keeping drains clear,
and/or any other tasks required to prevent serious damage to Golf Course improvements and
Facilities. Costs for emergency services shall be a direct cost.
3.20 Nondiscrimination. During the performance of this Agreement, OPERATOR and its
subcontractors shall not unlawfully discriminate against any employee or applicant for
employment, or customer, on the basis of race, color, religion, gender, gender expression, age,
national origin, physical disability, mental disability, medical condition, marital status, sexual
orientation, or military status, in any of its activities or operations. Equal opportunity for
employees extends to, but is not limited to, recruitment, compensation, benefits, layoff,
termination, and all other conditions of employment. OPERATOR and subcontractor shall
ensure that the evaluation and treatment of their employees, applicants for employment and
Invitees are free of such discrimination. Drug Free Workplace. OPERATOR agrees to
maintain and enforce a drug-free workplace policy.
3.21 Signs. OPERATOR, as a Direct Cost, shall be responsible for installing and maintaining
all signage necessary for the Golf Course operations. OPERATOR shall not post outdoor signs
at or on the Premises without the prior written approval of the Director, as well as the approval
of the appropriate CITY Department, as required by law, with the exception of temporary
directional or advisory signs (e.g. "Front entrance closed; use side entrance"; "Temporary no
parking area"; "Wet Steps.").
3.22 Publicity. Any commercial advertisements, press releases, articles, or other media
information not provided for in the Annual Marketing Plan and Budget shall be subject to the
prior approval of CITY, which approval shall not be unreasonably withheld.
3.23 Utilities. OPERATOR shall be responsible for arranging for transfer of utility service
for the Premises, including but not limited to water, gas, electricity, sewer and trash removal to
the OPERATOR no later than the effective date of this Agreement. OPERA TOR shall ensure
such utility service is provided to effectively operate the Golf Course. OPERATOR' s costs for
such utility service, as well as OPERA TOR's costs incurred in correcting any defect, deficiency
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or impairment of any utility system, water system, water supply system, drainage system, water
system, heating or gas system or electrical apparatus or wires serving the Premises, shall be
Direct Costs.
3.24 Safetv and Securitv. OPERATOR shall exercise caution at all times for the protection
of persons and property. OPERATOR shall install adequate safety guards and protective devices
for all equipment and machinery. OPERATOR shall post appropriate caution signs to alert
personnel or the public of unsafe conditions. OPERATOR shall comply with all applicable laws
relating to safety precautions. OPERATOR shall immediately correct any unsafe condition of
the Premises, as well any unsafe practices occurring thereon. Promptly after the occurrence of
injury or damage to persons or property occurring on the Premises, OPERATOR shall submit to
Director a report on the incident. OPERATOR shall cooperate fully with CITY in any further
the investigation of any injury or damage to persons or property occurring on or about the
Premises. The Golf Course shall contain appropriate security systems, security alarm systems,
motion detection sensors for after-hours control, and locks for the maintenance yard and
perimeter gates. OPERATOR shall consult with the CITY's to capitalize on opportunities to
participate in CITY contracts for the above-mentioned security systems. The alarm system at the
Golf Course shall be tied into an offsite monitoring station. City may require OPERATOR, as a
Direct Cost, to install and maintain video monitoring in cash operation areas. If video monitoring
is installed, OPERATOR shall comply with applicable records retention policies.
3.25 Use of Premises: CITY Functions. OPERATOR shall cooperate with CITY in allowing
CITY to have access to the Clubhouse for use for CITY approved recreation programs, provided
that any costs to OPERATOR in doing so shall be Direct Costs and further provided that such
use shall not negatively impact Gross Revenues.
3.26

Prices and Fees.
3.26.1 Goods and Services. OPERATOR shall at all times maintain a complete list or
schedule of the prices charged for all food and beverage supplied to the public on or from
the Premises. Such list or schedule of prices shall be provided to the CITY with the
Annual Performance Plan. The prices shall be fair and reasonable based on the following
considerations: (a) that the operation of the Premises is intended to serve the needs of the
public for the goods and services, supplied at a fair and reasonable cost; (b) that the prices
charged should be comparable to prices charged for similar goods and services in the
general area; and (c) that the margin of profit should be reasonable considering the cost
of providing the goods and services in compliance with the obligations of this Agreement.
If the CITY notifies OPERATOR that the prices being charged are not fair and
reasonable, OPERATOR shall have the right to confer with the CITY and justify such
prices. Following reasonable conference and consultation thereon, OPERATOR shall
make such price adjustments as may be ordered by the CITY; provided, however, that in
no event shall OPERATOR be required to price any item below its wholesale cost.
3.26.2 Golf Course Fees. CITY hereby reserves the right to establish the schedule for
green, driving range, golf cart rental, and lesson fees for the Premises. Further, CITY
hereby reserves the right to establish the golf cart rental fees and other equipment rental
fees that may be charged by OPERATOR. No changes in green fees, driving range fees,
lesson fees, golf cart rental fees, or golf equipment rental fees may be made by
OPERATOR without the advance written consent of CITY in CITY's sole and absolute
discretion. From time to time, OPERATOR may discount fees as a promotion to build
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business without the CITY's approval. The OPERATOR shall honor all pre-existing
2011 membership arrangements unless directed otherwise by the CITY.
All fees must fall within the ranges to be approved in advance by the CITY. If
OPERATOR desires changes to the green fees (including membership offerings), driving
range fees and/or golf cart rental fees, OPERATOR shall submit a written request and
analysis requesting the approval to change fees to the CITY.
3.27 Meetings. Representatives of OPERATOR and the CITY, shall meet monthly to review
OPERATOR's performance under this Agreement, review the monthly financial reports
submitted by OPERATOR in accordance with Section 7.04, and discuss any problems or matters
as determined by CITY or elements of the Annual Performance Plan.
3 .28

Hazardous Materials.
3.28.1 Definition of Hazardous Materials. Hazardous Materials shall mean a)
petroleum; b) asbestos; c) polychlorinated biphenyls; d) radioactive materials; e) any and
all substances, products, by-products, waste or other materials of any nature or kind which
is or becomes listed, regulated or addressed by any federal, state or local laws, statutes,
ordinances, regulations, resolutions, decrees, rules, regulations, directives, orders,
guidelines or court decisions (collectively "Environmental Laws"); f) any materials,
substances, products, by-products, waste or other materials of any nature or kind
whatsoever whose presence in and of itself or in combination with other materials,
substances, products, by-products or waste give rise to liability under any Environmental
Law or any statutory or common law theory based on negligence, trespass, intentional
tort, nuisance, strict or absolute liability or under any reported decision of the state or
federal court; or g) any substances, products, by-products, waste or other materials which
may be hazardous or harmful to the air, water, soil, environment or affect industrial
hygiene, occupational, health, safety or general welfare conditions.
3.28.2 Use and Storage of Hazardous Materials Prohibited. The use and storage of
any Hazardous Materials on the Premises are prohibited except as follows:
A. OPERATOR may park and use vehicles and equipment on the Premises in
connection with Golf Course activities under this Agreement, which vehicles may
contain gasoline, petroleum products, batteries, diesel fuel, and oil of those kinds
and quantities normally contained in such vehicles and equipment. OPERATOR
shall ensure that employees are trained and knowledgeable about best
management practices for operating and maintaining such vehicles and equipment
to prevent any Hazardous Materials release and how to handle any such accidental
release.
B. Fertilizers, herbicides, fungicides and pesticides on the Golf Course in a manner
consistent with the Maintenance Standards outlined in Section 3.05 and
Environmental Laws.
Biocides, defoliants, chemical fertilizers, pesticides,
herbicides, fungicides or other agri-chemicals shall be stored in the Maintenance
Yard in an appropriate structure or location designated by CITY. OPERATOR
shall ensure that employees are trained and knowledgeable about best
management practices for using fertilizers, herbicides and pesticides to prevent
any Hazardous Materials release and how to handle any such accidental release.
229
20

3.28.3 OPERATOR's Responsibility. OPERATOR shall be responsible for periodic
cleaning of the Maintenance Yard oil separator and for the cleanup, removal and disposal
for any Hazardous Materials release on the Premises or any Hazardous Materials release
caused or exacerbated by Operator's activities, including but not limited to a release of
gasoline, petroleum products, diesel fuel or oil from vehicles or equipment parked or used
on the Golf Course in connection with OPERATO R's activities, or releases of fertilizers,
herbicides, fungicides or pesticides into the sewage or storm drain systems or into
groundwater or any natural or man-made surface waters arising out of OPERATO R's
operation and maintenance of the Golf Course. OPERATOR shall immediately notify the
Director and all other applicable regulatory agencies of any Hazardous Materials release.
OPERATOR shall timely comply with all requirements of regulatory agencies. If
OPERATOR does not promptly commence and diligently pursue any required
investigation, remediation or clean-up activities, CITY, in its discretion and in addition
to any other rights or remedies that the CITY may have, may perform the investigation,
remediation or clean-up activities. If the OPERATOR caused or exacerbated the need
for the cleanup, removal and disposal of Hazardous Materials, OPERATOR shall
reimburse CITY within five (5) days of CITY's demand for payment or CITY may deduct
the amount from any amounts owing OPERATOR; otherwise such costs shall be
reimbursed by CITY. If the Golf Course or a portion of it is closed in order to investigate,
remediate or clean-up a Hazardous Materials release, then Director may require the
cessation of some or all activities on the Golf Course and OPERATOR shall not be
entitled to payment of any fees, expense or other compensation that would otherwise
accrue during this period.
3.28.4 Indemnification for Hazardous Materials. OPERATOR shall indemnify, hold
harmless and defend CITY, its officers, officials, employees, volunteers and agents from
all loss, damage, liability and expense resulting from the presence, use or release of
Hazardous Materials by the OPERATOR or arising from Golf Course operations under
the control of OPERATOR. OPERATOR shall not be responsible for, nor shall it
indemnify, hold harmless or defend CITY, its officers, officials, employees, volunteers
and agents from any loss, damage, liability and expense resulting from the presence, use
or release of Hazardous Materials prior to the earlier of the Effective Date or the date
OPERATOR assumes responsibility for maintenance of the Golf Course.
4.0

APPROVALS.

4.01 Standard for Avvrovals. Wherever this Agreement provides for approval of the
Director or the CITY, such approvals shall be issued in writing. Except as otherwise provided in
this Agreement, and, specifically, where this Agreement expressly provides that an approval or
determination is within the sole and absolute discretion of the Director, in which case this
paragraph shall not apply, a consent or approval referred to herein of either party shall not be
unreasonably withheld or conditioned. In the event that either party refuses to give its consent
or approval to any request by the other, such refusing party shall indicate by written notice to the
other the reason for such refusal unless this Agreement permits the consent or approval to be
withheld without cause or in the sole discretion of either party.
4.02 Other CITY Approvals. Neither CITY's execution of this Agreement nor any consent
or approval given by CITY hereunder in its capacity as a party to this Agreement shall waive,
abridge, impair or otherwise affect CITY's power and duties as a governmental body. Any
requirements under this Agreement that OPERATOR obtain consents for approvals of CITY are
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in addition to and not in lieu of any requirements of law that OPERATOR obtain approvals or
permits. However, CITY shall attempt to coordinate its procedures for giving contractual and
governmental approvals so that OPERATO R's requests and applications are not unreasonably
denied or delayed.
5.0

ANNUAL PEFORMANCE PLAN.

5.01 Preparation of the Annual Performance Plan. OPERATOR shall submit to the CITY,
a proposed Annual Performance Plan for the Golf Course for the next Operating Year ("Annual
Performance Plan") no later than February 1st of each year. The CITY working with the
Committee shall either approve the proposed Annual Performance Plan or make reasonable
changes to the proposed Annual Performance Plan no later than March 1st of each year. Once
approved, the Annual Performance Plan is subject to changes by CITY until the budget is adopted
by the City Council.
5.02

Contents of the Annual Performance Plan.
include:

The Annual Performance Plan shall

a) Actual numbers for previous year, current year, current year revised and estimates for the
next Operating Year, including the following items: (i) Gross Revenues separated into
green fees, driving range fees, cart fees, lesson fees, merchandise revenue, food and
beverage revenue, and tournament revenue, (ii) number of rounds played/projected
categorized by weekday/weekend/holiday, time of day, rate, senior/non-senior and
residents/nonresidents;
b) Operating budget (the "Direct Cost Budget") showing Golf Course and Food and
Beverage Expenses for previous year, current year, current year revised and estimates of
all Golf Course Expenses for the next Operating Year, including, but not limited to
expenditures for: (i) labor, (ii) operations and maintenance, (iii) repairs, replacements,
and alterations which do not constitute Capital Expenditures, (iv) Furnishings and
Equipment and Cost of Goods Sold, and (iv) advertising, sales, and business promotion;
c) Net Operating Income Budget for previous year, current year, current year revised and
projected for the next Operating Year. Net Operating Income budget shall contain Gross
Revenue and all expenses, including Direct Costs, and Fixed and Incentive Management
Fees;
d) Marketing and Promotion Plan for the Golf Course including a report of activities
undertaken during the current year, report the specific effectiveness or return of each
effort as well as projections or revised strategies for the next Operating Year;
e) Capital Expenditures the current year, as well as a proposed five (5) year capital
investment plan;
f) Results of the Service Audit Program conducted in previous years and plans for the next
Operating Year;

g) For the remainder of the first Operating Year, any start-up costs;
h) Performance Measures are identified by the CITY and will be included in the Annual
Performance Plan. The Performance Measures sets achievable metrics in management
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areas of the operations including but not limited to: customer service, financial measures,
food and beverage service, quality and/or revenue, golf services (lessons, memberships,
rounds played etc.) participation and/or revenue, hosting of community events,
exploration of non-golf related activities and revenue streams. The Annual Performance
Plan will include summary of previous operating years performance measures along with
performance measures for the current operating year. Financial performance measures
may be aligned with the City fiscal year when appropriate. Performance Measures are
tied to Termination for Unsatisfactory Performance described in Section 5.14.
5.03 Approval of the Annual Performance Plan. The CITY shall, once the Annual
Performance Plan is submitted by OPERATOR and reviewed by the Committee, make a
recommendation for Committee approval. Any requested change to green, driving range, golf
cart and equipment fees will be submitted for approval with the Annual Performance Plan.
5.04 Compliance. OPERATOR shall comply with the applicable Annual Performance Plan.
Without the prior consent of the CITY, the actual amount expended for Direct Costs shall not
exceed the program budget, including budget adjustments, approved by the CITY.
5.05 Review of Annual Performance Plan. The CITY and OPERATOR's Senior Operating
Official( s) shall meet as needed to discuss the operating results of the Golf Course. The parties
shall agree upon any amendments or revisions to the Annual Performance Plan to take into
consideration variables or events that did not exist, or could not be anticipated by OPERATOR
or CITY, at the time the Annual Performance Plan was prepared. Any revisions to the Annual
Performance Plan shall require approval of the CITY via the Committee.
5.06 Payment from Bank Account. Certain costs of operating and maintaining the Golf
Course ("Direct Costs," as more particularly defined in Section 5.07) shall be paid by
OPERATOR from the Bank Account pursuant to Section 7.03. Gross Revenues received from
the Golf and Food and Beverage Operations shall be deposited in the Bank Account pursuant to
Section 7 .1, as per the cash handling practices which satisfy the CITY' s requirements for security
and internal controls. The Gross Revenues are the property of CITY and are not part of the
consideration paid to the OPERATOR by CITY for the performance of OPERATOR's
obligations under this Agreement.
5.07 Direct Costs. Direct Costs shall be those costs which are directly related to the resident
staff, operation and maintenance of the Premises and which are established by the Direct Costs
Budget, including, but not limited to the following:
a) OPERATOR employee salaries.
b) OPERATOR employee benefits including vacation, sick leave, health insurance,
disability insurance, worker's compensation insurance and retirement benefits.
c) Purchase, lease and/or rental of equipment necessary for the operation of the Premises.
If Director determines that purchasing any item of equipment would be most costeffective, then the annual Direct Cost associated with that equipment shall be
OPERATOR's actual cost, provided the CITY gives advance approval of the amount of
such cost, in the CITY's sole and absolute discretion.
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d) Repair and maintenance of golf carts, irrigation systems and other equipment used solely
in the operation of the Premises.
e) Fuel, oil and lubricants.
f) Fertilizers, pesticides, chemicals and grounds maintenance supplies as described m
Section 3.05 of this Agreement.

g) Uniforms, laundry and linens.
h) Operating supplies, office supplies, cleaning supplies and other miscellaneous supplies.
i) Accounting and audit expenses.
j) Advertising and marketing expenses.

k) Mileage reimbursement and travel related expenses.
1) Training expenses.
m) Telephone, postage and freight.
n) Fees for permits and licenses.
o) Utilities, including natural gas, water, electric power, telephones, propane, garbage, trash
collection and recycling.
p) Insurance premiums.
q) Accounting, credit card processing and related services.
r) Parking lot maintenance expenses.
s) Cost of Resale Inventory.
t) Lesson Expenses as defined in Section 5.10.
u) Taxes and assessments arising out of OPERATOR's operations at the Golf Course,
including, without limitation, possessory interest taxes, if any, and personal property
taxes, but only to the extent attributable to equipment and other items of personal property
used exclusively at the Golf Course.
v) Professional (including approved legal services) and consulting services.
w) Contract services including removal of hazardous materials, trees and debris.
x) Computer equipment and software.
5.08 Excluded Costs. The following costs are not considered Direct Costs, shall not be
reimbursed and shall not be included in the Direct Cost Budget:
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a) Any penalties or fines imposed by any governmental agency, except for those penalties
or fines caused by the act or omission of City or not reasonably related to the acts or
omissions of Operator.
b) Expense ofOPERATOR's corporate office, except for accounting services to be provided
by OPERATOR's employee(s) at OPERATOR'S office at a total cost of$1,800 per month
for Calendar Year 1 with accounting services to be increased thereafter at the beginning
of each Calendar Year based on the Consumer Price Index (West) as of October 1st of
the preceding Calendar Year with 2020 as the base year for purposes of such calculation.
c) Employee salaries or any Compensation of any corporate or regional employee of
OPERATOR.
5.09 Direct Cost Budget. The Direct Cost Budget is the total sum budgeted annually for
Direct Costs pursuant to Section 5.02 of this Agreement. OPERATOR is responsible for
monitoring adherence to the Direct Cost Budget.
5.10 Lesson Expenses. All payment for lessons shall be processed through the Pro Shop cash
register and shall be included in the daily Gross Revenue Deposits in accordance with the cash
handling procedures which meet the City's security and internal control policies. Lesson
Expenses are defined as, and limited to, that portion of golf lesson fees that are paid to golf
instructors and shall be paid twice monthly to the instructors, if they are Contractors of the
OPERATOR. The portion of the golf lesson fees that may be paid to the golf instructors shall
not exceed 85% unless otherwise approved of by the Director. If the golf instructors are
employees of the OPERATOR, the portion of the golf lesson fees that may be paid to the golf
instructors in addition to salaries shall not exceed 85% of the golf lesson fees and shall be paid
with the regular payroll.
5.11 Capital Expenditures.
Capital Expenditures are expenditures for equipment,
improvements to existing Facilities or construction of new Facilities, the cost of which is equal
to or in excess of Ten Thousand Dollars ($10,000) and have a useful life of more than one (1)
year.
a) All Capital Expenditures are in the CITY's sole control and discretion, and all costs and
expenses of Capital Expenditures shall be paid from CITY funds. OPERA TOR shall not
make any Capital Expenditure prior to obtaining the written approval of the Director, in
his or her sole and absolute discretion. Capital Expenditures shall not be included in any
category of the Direct Cost budget, unless expressly approved by the Director in writing.
b) Except in the event of an emergency threatening imminent injury to persons or damage
to property, the parties acknowledge and agree that this Agreement imposes no
responsibilities or obligations on the part of OPERATOR with respect to any aspect of a
Capital Expenditure project, including design, construction, or supervision. In the event
City desires OPERATOR to be involved in any capacity in a Capital Expenditure project,
the parties will enter into a separate agreement setting forth the terms and conditions of
such involvement, including without limitation fees to be received by OPERATOR for
such involvement.
5.12 No Incentives or Disincentives. OPERATOR shall not be entitled to any portion of the
savings if the level of Direct Costs is less than the Direct Cost Budget during an Operating Year,
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nor shall OPERATOR be required to pay any portion of cost overruns ifthe level of Direct Costs
is more than the Direct Cost Budget during an Operating Year, unless required approvals were
not obtained.
5.13 Termination for Direct Cost Overruns. If the Direct Costs in any Operating Year are
more than 10% higher than the Direct Cost Budget, except if the level of such cost overruns is
greater than might reasonably be caused by increased levels of patronage of the Premises, results
from causes beyond OPERATOR' s reasonable control or if OPERATOR has given CITY written
notice of the event(s) causing such cost overruns, CITY may terminate this Agreement in
accordance with Section 10, subject to OPERATOR's right to cure such cost overrun by
depositing OPERATOR's own funds in the Direct Cost Bank Account. CITY shall act
reasonably in exercising its rights under this Section.
5.14 Termination for Unsatisfactorv Performance. CITY, upon 90 days written notice,
shall have the right to terminate this Agreement at any time after January 1, 2021, if the CITY,
in its reasonable determination, concludes that the OPERATOR fails to meet the Performance
Measures defined in the Annual Performance Plan.
The key elements used to measure
performance will include effective management of rounds and gross revenue, expense
management, course conditions and customer satisfaction. Upon termination of the contract for
unsatisfactory performance the CITY will reimburse the OPERATOR 100% of any capital
investment made by the OPERATOR during the term of the current agreement.
5.15 Termination for Inconsistent Position. Pursuant to IRS Revenue Procedure 2017-13
(e), OPERATOR agrees that it is not entitled to and will not take any tax position that is
inconsistent with being a Management Company to the qualified user with respect to the
management of the Golf Course. In the event of an Inconsistent Position, the CITY, upon 90
days written notice, shall have the right to terminate this agreement.
6.0

MANAGEMENT FEE AND CAPITAL INVESTMENTS

6.01 Annual Management Fee Structure. The OPERATOR agrees to a the following Fixed
Fee I Incentive Fee structure:
•

Months 1 - 6 (January 1, 2020 through June 30, 2020): Fixed fee of $47,500.

•

Fiscal Years (FY) 20/21-24/25 (July 1, 2020 through June 30, 2025) will consist of the
following:
o Total management fee cap of $125,000 with an annual increase of2.0%. The
fee will have two components, fixed and incentive based:
• Fixed Fee: $80,000 with an annual 2.0% increase.
•

Incentive Fee:
• Calculated on gross golfrevenue (Green Fees, Memberships,
Carts and Range).
• Threshold for incentive portion begins in FY 20/21 at gross golf
revenue level of $1,060,000, with an annual increase of 2.0%.
o CITY (the Golf Fund) to retain 80% of gross golf revenue
above threshold amount.
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o

•

OPERATOR receives, as incentive fee, 20% of gross golf
revenue above threshold amount.

Summarv o f Fee Structure:
FY 20/21
Total Mgmt.
125,000
Fee Cap
Fixed Fee
Incentive Fee
Threshold

FY 21/22

FY 22/23

FY 23/24

FY 24/25

127,500

130,050

132,651

135,304

80,000

81,600

83,232

84,897

86,595

1,060,000

1,081,200

1, 102,824

1,124,880

1,147,378

6.02
Payment of Management Fees. The Fixed Fee shall be paid in equal monthly
installments by the twentieth of the month for the current month. The incentive fee shall be
calculated and paid, if applicable, within ninety (90) days of the end of the fiscal year. The
incentive fee is subject to adjustment based on the annual financial audit.
6.03 Capital Investment by OPERATOR. Within 30 days of the execution of this contract,
the OPERATOR agrees to provide an $80,000 capital investment in the facilities and/or golf
course. The $80,000 will be held in reserve by the CITY pending the outcome of the event
pavilion study. Should the feasibility study cost less than $20,000, the residual ($20,000 minus
actual study cost) will be provided to the CITY an applied towards the capital investment. If
subsequent to the completion of the study, the decision is made to pursue an event pavilion, the
funds will be utilized for that purpose. If the event pavilion is not pursued, The CITY and the
OPERATOR will work to develop several capital investment options, which will be presented to
the Golf Committee and key stakeholders for refinement with the intent of seeking their
concurrence. Following the CITY' s approval of a preferred option, the OPERATOR will serve
as project manager of the improvements and the contribution towards capital improvements does
not include planning and design costs related to the improvements. All improvements that are
paid for with OPERATOR capital investment allowance or are permanently affixed to the
Premises shall become CITY property.
6.04 Project Management. If the CITY determines it is in its best interest to have the
OPERATOR provide project management of capital improvements, a management fee shall be
negotiated between the parties.
6.05 Accounting Services Fee. In consideration for accounting services related to this
Agreement the OPERATOR shall perform at its corporate offices, including without limitation
Financial Reporting and Budgeting, Accounts Payable processing and preparation and submittal
of monthly Financial statements, the CITY shall pay Operator a monthly Accounting Services
Fee of $21,600 per year ($1,800 per month). Commencing on January 1, 2021, and on each
January 1st thereafter, the Accounting Services Fee shall be adjusted by an amount equal to the
rate of inflation from the previous Calendar Year by reference to the annual Consumer Price
Index for all urban consumers, "West-Size Class A" series, published by the U.S. Department of
Labor, Bureau of Labor Statistics ("BLS"). If such BLS series is discontinued, a replacement
index shall be agreed upon by the contracting parties. If the BLS designates an index with a new
title and/or code number or table number as being the continuation of the index cited above, the
new index will be used. If the specific index "West Size Class A" is discontinued, the "West
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Urban All Items" index shall be used. If both such indices are discontinued, the parties shall agree
on an appropriate substitute.

7.0

FINANCIAL AND ACCOUNTING PROCEDURES.

7.01 Bank Account. CITY will establish and maintain a bank account at a bank designated
by CITY (the "Bank Account") for the purposes of accepting deposits of the Gross Revenues and
paying Direct Costs. The funds in the Bank Account, and all interest thereon, are the property of
CITY.
7.02 Deposits. OPERATOR shall deposit all cash and check receipts into the Bank Account.
All payments from credit card companies shall be directly deposited into the Bank Account. Cash
on hand for register tills, petty cash, and the change bank shall not exceed $2,500, and shall be
deposited in the on-site drop safe nightly. Deposits shall be reconciled to the Point-of-Sale daily
transaction reports. The consolidated Point-of-Sale daily transaction reports will be made
available to the Director as requested. OPERATOR shall be responsible for verifying
identification for checks and securing credit card authorization. OPERATOR shall be responsible
for reimbursing the City for any returned checks/credit cards and associated fees, unless
OPERATOR shows that it followed proper protocols in accepting the check, e.g. checking for
identification.
7.03 Payment of Direct Costs. OPERATOR shall pay all budgeted Direct Costs (or other
costs as approved in advance in writing by the Director) from the Bank Account. Payment of all
legitimate claims shall be made in a timely manner. OPERATOR shall submit to the Director a
monthly report detailing Direct Costs paid in the prior month pursuant to Section 8.06 of this
Agreement. Operator shall ensure that the Bank Account maintains a positive cash balance at all
times. If timely payment of Direct Costs would result in a negative cash balance, the Operator
shall promptly notify the City so that the City may provide a working capital advance.
7.04 Supplies, Inventory, Working Capital and Operating Equipment. OPERATOR
shall have no obligation whatsoever to advance its own funds for supplies, inventory or operating
expenses; capital alterations or improvements to the Property, Golf Course or Clubhouse.
Purchases made for item such as supplies, inventories, operating equipment, etc. shall become
the exclusive property of the CITY. In the case of pro shop merchandise and food/beverage items,
these items will cease to be the property of the CITY at the point of retail sale. OPERATOR shall
cooperate with the CITY's Support Services Department to assure that all such CITY property
continues to be properly accounted for throughout the term of this Agreement. All expenses and
costs incurred by OPERATOR in connection with such inventory and property control
compliance shall be Operating Expenses.
7.05 Financial Reports. The OPERATOR shall cause to be prepared such additional financial
reports concerning the Golf Course, as the CITY may reasonably request within five (5) days of
request.
7 .06 Cash Registers. All financial transactions shall be processed through a point of sale
("POS ") system. POS system registers shall display to the customer the amount of each
transaction and shall be equipped with dual tape, which provides a receipt to the customer and a
record of each transaction including transaction number and sales detail. Each POS system
register shall lock in sales totals and transaction records and use counters that cannot be reset.
OPERATOR shall record POS system readings at the beginning of each day. Receipts shall be
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issued to all customers. OPERATOR shall establish procedures which satisfy the City's security
and internal control requirements.
7 .07 Contracts and Agreements. All third-party contracts relating to the operation and
maintenance of the Golf Course (including without limitation golf professional contracts,
contracts for maintenance and repair services, pest control, supplies, and landscaping services,
and contracts for tournaments, banquets, and other group functions) shall abide by the
requirements in this section. Except as provided in this Agreement, all contracts and agreements
relating to the operation and maintenance of the Golf Course entered into during the term of this
Agreement, shall be entered into by OPERATOR as the contracting party. All leases and
financing agreements for Furnishings and Equipment shall be entered into by CITY as the
contracting party. If the term of the lease, financing agreement, or other contract or agreement is
for more than one year or extends beyond the expiration date of this Agreement or if the date for
performance under such contract is after the expiration date of this Agreement, then approval of
the Director is required and the contract shall allow assignment to CITY without approval of the
other party.
7 .07 .1 Contracting Procedures
A. Purchases over $10,000. For purchases over $10,000, excluding Resale
Inventory, OPERATOR shall obtain at least three (3) informal bids, except
those purchases that are part of an OPERATOR national pricing contract or
otherwise justified and approved by the Director. OPERATOR shall retain
records related to the informal bids for review by CITY.
B. Emergency Expenditures. OPERATOR shall be entitled to make additional
expenditures not authorized under the then applicable Annual Performance
Plan in the event of an emergency, which may result in immediate damage or
danger to life or property, or in order to comply with any immediate Legal
Requirements or Insurance Requirements. All purchases will be subject to
Director's approval.
C. Purchases by OPERATOR for City's Account. OPERATOR shall take

advantage of all available discounts and other prompt pay strategies. In
connection with any purchases made by OPERATOR or an Affiliate of
OPERATOR for the account of CITY, OPERATOR or such Affiliate may
perform services as a representative of the manufacturer to secure the benefits
oflower costs, and that any resulting savings, including representatives' fees,
shall be passed on to CITY when the benefit is realized.
D. Trade Discounts, Rebates, Refunds and National Accounts. All trade
discounts, rebates and refunds, including national accounts, pertaining
directly to purchases for the Golf Course shall be disclosed to and accrue to
the benefit of CITY. The CITY shall be paid its pro rata share of discounts,
rebates and refunds accruing to the OPERATOR for purchases that benefit the
Golf Course and other golf courses operated or managed by the OPERATOR
when those discounts, rebates and refunds are received by the OPERATOR.
E. Purchases from OPERATOR Affiliates. If any purchases of goods or
services for the Golf Course are made from or through an Affiliate of
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OPERATOR, the charges to the Golf Course for such goods or services shall
be on the same terms as those made to other golf courses and country clubs
operated by OPERATOR and such charges shall not exceed the invoice prices
for such goods and services.
7.06.2 Approval of the City. If a contract has not been approved through the Annual
Budget or exceeds the budgeted amount for the item or service, approval of the Director
is required.
7.06.3 Requirements for Third-Party Contracts.
Subcontractors,
concessionaires, tenants and any other third-party contractors shall:

lessees,

a) Maintain and carry insurance in the amounts set forth in Article 9.0 with the CITY
named as additional insured by endorsement on a primary and non-contributory
basis, unless covered by the OPERATO R's insurance.
b) Comply with the requirements of this Agreement, including but not limited to the
nondiscrimination provision set forth in Section 3 .19, the drug free workplace
provision in Section 3.20 and the Labor Code requirements in Section 3.08.3,
which shall be included in all subcontracts, leases, concessionaire and other thirdparty contracts.
7.07 Reports. OPERATOR shall provide a list of all open contracts and agreements related
to the Golf Course, with a brief description of the contract, term, dollar amount, contact name
and phone number, during the quarterly meeting with the Director or as requested by Director.
7.08 Audit Assistance. OPERATOR shall assist the CITY with its annual financial audit by
providing additional financial information as requested by the CITY. Annually, OPERATOR
and CITY shall agree upon the deliverables and timeframes.
8.0

BUSINESS RECORDS

8.01 Types of Records. OPERATOR shall maintain a modified accrual method of accounting
that complies with generally accepted accounting principles for all the revenues and expenses
(including without limitation, Gross Revenues, CITY-Assessed Fees and Direct Costs) in
connection with the operation of the Premises. OPERATOR shall establish and implement
adequate internal controls for the operation of the Golf Course. The accounting, books and
records for the operation of the Golf Course shall be separate from the accounting, books and
records for any other business operated or managed by OPERATOR. Such accounting, books
and records shall include the keeping of at least the following documents:
a) Regular books of account such as general ledgers showing all assets, liabilities including
cash balances, accounts payable, deposits, accounts receivables, and equipment
inventory;
b) Journals, including, without limitation, any supporting and underlying documents such
as vouchers, checks, tickets, bank statements, etc.;
c) Cash register reports that will enable identification of day-to-day sales; and
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d) Any other accounting, books and records for the operation of the Golf Course that CITY,
in its sole discretion, deems necessary or appropriate for proper reporting of Gross
Revenues and Direct Cost disbursements;
e)

OPERATOR shall maintain a computerized system, showing all information on the
number and types of rounds of golf played and the corresponding revenues and fee
categories, customer addresses and associated data, resident versus non-resident status,
and the fee paid per round; and

f) Logs showing the dates and times of golf play and lessons must be maintained and
available at the site for inspection by CITY at any time. In the event driving range
equipment that tracks dates and times of play is not available at a price acceptable to
Director, OPERATOR shall maintain and keep available documentation sufficient to
facilitate an audit of driving range revenues.
8.02 Audit of Records. All documents, books and accounting and financial records kept by
OPERATOR pursuant to this Article 8, and relating in any manner to the Premises, shall be open
for inspection by CITY at any reasonable time during the term of this Agreement and for at least
six (6) years thereafter. In addition, CITY or its authorized representatives may, from time to
time, conduct an audit of the books of the operation of the Premises, observe the operation of the
business and review internal controls, security, and cash handling procedures for adequacy. CITY
shall use reasonable efforts to minimize the interruption to the normal operation of the Premises
during any inspection or audit performed pursuant to the provisions of this Section.
8.03 Audited Financial Statements. If requested by the Director, OPERATOR is required
to submit audited financial statements for the operation of the Premises including an independent
auditor's report and corresponding audit management letter to CITY within ninety (90) days after
the end of each Operating Year. The audit shall be performed by an independent certified public
accountant acceptable to CITY, and the cost of the audit shall be included as a Direct Cost.
8.04 Public Records. All information obtained in connection with CITY's inspections of
OPERATOR's records or audits, with respect to the Premises, may be or become subject to
public inspection and/or reproduction as public records.
8.05 Comparable Market Data. OPERATOR undertakes a fiduciary role for the CITY, and
covenants to treat CITY's Golf Course in an equitable manner vis-a-vis any other golf course it
may lease or operate. With a reasonable request of CITY, OPERATOR shall provide nonconfidential, comparable market data or information regarding a certain Golf Course Expense or
Fee item. The market data or information may not specifically identify a particular golf course.
If the information being provided is not a public record, then the CITY shall keep this information
confidential to the extent allowed by law Public Records Act.
8.06 Monthly Reports. Within twenty (20) calendar days after the end of each month,
OPERATOR shall provide CITY with the following reports and documents (if necessary):
a) Year-to-date balance sheet and income and expense statement, including but not limited
to, unearned and deferred revenues, all Direct Costs for that month and Gross Revenues
for that month (itemizing each source of Gross Revenues including, without limitation,
green fees, golf cart rentals, Pro Shop sales, golf food and beverage sales, lesson fees,
banquet food and beverage sales, driving range operations, resident cards);
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b) Annualized projections relative to budget for Net Operating Income, Total Revenue, Cost
of Goods Sold and Total Operating Expenses;
c) Duplicate bank statement;
d) Check register or equivalent report;
e) A reconciliation between the bank statement and the check register and year-to-date
balance sheet;

f) Consolidated sales report from Point of Sale system for the month reported; and
g) Total number of golf rounds played by fee categories for the month reported and
Operating Year to-date.
h) Other financial information requested that is a reasonable request.

9.0

INSURANCE AND INDEMNIFICATION

9.01 Insurance. OPERATOR shall at all times during the term hereof, produce and continue
in force Comprehensive General Liability Insurance, Automobile Insurance and Workers'
Compensation Insurance as follows.

A. Minimum Scope of Insurance. Coverage shall be at least as broad as:
1) General Liability Insurance

2) Automobile Liability Insurance
3) Workers' Compensation insurance.
4) OPERATOR may provide any of the insurance herein required by means of an
endorsement on a blanket liability policy or policies.

B. Minimum Limits oflnsurance
Operator shall at all times during the term hereof, produce and continue in force
Comprehensive General Liability Insurance and Automobile Insurance as follows:
1) Commercial General Liability: $2,000,000 each occurrence for bodily injury,
personal injury and property damage and $4,000,000 general aggregate. The
insurance will be primary and non-contributory, naming the city, its officers,
employees, agents, officials, and volunteers as an additional insured. The city, its
officers, officials, employees, agents and volunteers will be covered for liability
arising out of activities performed on behalf of the operator, products and completed
operations of the operator, premises owned, occupied, or used by the operator,
automobiles owned, leased, hired or borrowed by the operator.
2) Business Automobile Liability: $1,000,000 combined single limit per accident for
bodily injury and property damage.
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3) Excess Umbrella Liability: $5,000,000 aggregate.
4) Worker's Compensation insurance in an amount no less that the statutory requirement.
C. Deductibles and Self-Insured Retentions.

Any deductibles in excess of Five Thousand Dollars ($5,000) or self-insured retentions
must be declared to and approved by the CITY. At the option of the CITY either: (1) the
insurer shall reduce or eliminate such deductibles or self-insured retentions as respects the
CITY, its officers, officials, employees and volunteers, or (2) OPERATOR shall guarantee
payment of losses and related investigations, claim administration and defense expenses.
D. Other Insurance Provisions.
The policies shall contain, or be endorsed to contain, the following provisions:
1) CITY, its officers, officials, employees, agents and volunteers are to be covered as
additional insured' s as respects: (i) liability arising out of activities performed on behalf
of the OPERATOR; (ii) products and completed operations of OPERATOR; (iii)
premises owned, occupied, or used by OPERATOR (including the Common Areas); or
(iv) automobiles owned, leased, hired or borrowed by OPERATOR. The Coverage
shall contain no special limitations on the scope of protection afforded to the CITY, its
officers, officials, employees, agents, or volunteers.
2) OPERATOR's insurance coverage shall be primary insurance as respects the CITY, its
officers, officials, employees, and volunteers. Any insurance or self-insurance
maintained by the CITY, its officers, officials, employees, agents or volunteers shall
be the excess of OPERATOR's insurance and shall not contribute with it.
3) Any failure to comply with reporting provisions of the policies shall not affect coverage
provided to the CITY, its officers, officials, employees, agents, or volunteers.
4) OPERATOR's insurance shall apply separately to each insured against whom claim is
made or suit is brought, except with respect to the limits of the insurer's liability.
5) The insurer shall waive all rights of subrogation against the CITY, its officers, officials,
employees, volunteers for losses arising from the acts, omissions or use of the premises
by the OPERATOR.
6) Each insurance policy required by this clause shall be endorsed to state that coverage
shall not be suspended, voided, canceled, reduced in coverage or in limits except after
thirty (30) days' prior written notice by first class mail, return receipt requested, has
been given to the CITY (except that ten (10) days' notice shall be sufficient for any
cancellation due to non-payment by OPERATOR.
7) Insurance is to be placed with insurers with a Best's Insurance Reports rating of no less
than A-X.
9.02 Insurance Issuers and Policies. All insurance required to be carried by OPERATOR
hereunder shall be issued by responsible insurance companies, qualified to do the business of
issuing the applicable types of policies in the State of Oregon and reasonably acceptable to CITY,
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CITY's lender and OPERATOR. Certificates of Insurance evidencing required insurance
coverages and limits as outlined herein shall be delivered by the OPERATOR to the CITY no later
than the Delivery Date. No such policy shall be cancelable or substantially reduced in limits or
coverage except after thirty (30) days written notice to the other party. OPERATOR shall, at least
(30) thirty days prior to the expiration of such policy, furnish CITY with renewals or "binders"
thereof together with original endorsements, or CITY may order such insurance and charge the
cost thereof to OPERATOR, which amount shall be payable by OPERATOR upon demand. Any
insurance required hereunder may be carried under so-called "blanket coverage" form of insurance
policies. The coverage afforded will not be materially reduced or diminished or otherwise
materially different from what would exist under a separate policy meeting all of the requirements
of this Section 9.0
9.03 Increases In Limits. Not less than every three (3) years during the term of this Agreement,
CITY may require increases in all of OPERATOR's insurance policy limits for all insurance to be
carried by OPERATOR as set forth in this Article, if such increases are commercially reasonable.
Neither party shall be required to carry earthquake insurance.
9.04 Indemnification and Hold Harmless. OPERATOR shall fully defend, indemnify and
hold harmless CITY and its elective and appointive boards, committees, officers, agents, and
employees, from and against any and all damages, liabilities, claims, costs or expenses, including
but not limited to reasonable attorneys' fees and costs, for economic damage to third parties,
property damage or bodily injury, including but not limited to death:
a) which result from any act or omission by OPERATOR or any officer, director, employee
or subcontractor of OPERATOR in connection with OPERATOR's performance under
this Agreement or operation of the Golf Course;
b) which result from any action taken by OPERATOR relating to the Golf Course (i) that is
prohibited by this Agreement, or (ii) that is not within the scope of OPERATO R's duties
under this Agreement, or (iii) that is not within OPERATO R's delegated authority under
this Agreement;
c) which result from OPERATOR's violation of Insurance Requirements or Legal
Requirements; or
d) which CITY, by reason of any alleged breach of a "non-delegable duty,'' is subject to,
because of the OPERATO R's violation of any national, state or local law, regulation or
order which pertains to providing safe working conditions for OPERATOR' s employees,
or because of OPERATOR's failure to provide safe working conditions for
OPERATOR's employees.
The foregoing indemnification shall not apply to any damages or other liability caused
by the sole negligence or willful misconduct of CITY, nor shall it limit any right of
OPERATOR hereunder to pursue any remedy for CITY's failure to pay the Management
Fee or to terminate this Agreement for any breach by CITY.
9.05 Indemnification for Fines. OPERATOR shall fully defend, indemnify and hold CITY
and its elective and appointive boards, committees, officers, agents, and employees, harmless
from and against any fines imposed by administrative or regulatory bodies for actions caused by
OPERATOR or its officers, employees or agents.
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10.0

DEFAULT

10.01 OPERATOR Default: The OPERATOR's breach of any provision of this Agreement
or the failure to keep, observe or perform any material covenant, including the occurrence of any
one or more of the following events, shall constitute a default and breach of this Agreement by
Operator. A violation of one or more of the following events shall not be curable:
a) The violation of any combination of provisions of the Agreement on more than five
(5) occasions during the term of this Agreement, regardless of whether the violations were
cured. By way of example, violation of a provision in January, a violation of the same
provision in June, and a violation of a different provision in November shall constitute
three (3) of the five (5) occasions of default;
b) OPERATOR's abandonment of vacation of the Premises;
c) OPERATOR's expenditure of Direct Costs exceeds the Direct Cost Budget by 10%
annually of, except if the level of such costs is greater than might reasonably be caused
by increased patronage of the Premises, results from causes beyond OPERATOR's
reasonable control, if OPERATOR has given CITY written notice of the event(s) causing
such cost overruns, or if cured by OPERATOR using its own funds.
d) OPERATOR's Cost of Goods Sold for Pro Shop merchandise during any six (6) month
period exceeds 80% of gross sales during that period and food and beverages during any
six (6) month period exceeds 45% of gross sales during that period except if the level of
such costs is greater than might reasonably be caused by increased levels of patronage of
the Premises, results from causes beyond OPERATOR's reasonable control or if
OPERATOR has given CITY written notice of the event(s) causing such cost overruns;
e) OPERATOR's use of Bank Account funds for any purpose not expressly provided for by
this Agreement or approved by the Director in writing;
f) The levy of a writ of attachment or execution on this Agreement or on any of the property
of OPERATOR located in or on the Premises and such levy or execution is not stayed
prior to the enforcement of such writ of attachment or execution; or

g) An event of bankruptcy or insolvency including but not limited to: (i) OPERATOR
applies for or consents to the appointment of a receiver, trustee or liquidator of
OPERATOR or of all or a substantial part of its assets; (ii) OPERATOR files a voluntary
petition in bankruptcy or commences a proceeding seeking reorganization, liquidation, or
an arrangement with creditors; (iii) OPERATOR files an answer admitting the material
allegations of a bankruptcy petition, reorganization proceeding, or insolvency proceeding
filed against OPERATOR; (iv) OPERATOR admits in writing its inability to pay its debts
as they come due; (v) OPERATOR makes a general assignment for the benefit of
creditors; or (vi) an order, judgment or decree is entered by a court of competent
jurisdiction, on the application of a creditor, adjudicating OPERATOR a bankrupt or
insolvent or approving a petition seeking reorganization of OPERATOR or appointing a
receiver, trustee or liquidator of OPERATOR or of all or a substantial part of its assets,
and such order, judgment or decree continues unstayed and in effect for any period of
thirty (30) consecutive days.
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h) Failure to take advantage of prompt pay strategies; curable by payment of OPERATOR
for any additional costs incurred due to lack of prompt payment.
10.02 CITY'S Default. The CITY'S breach of any provision of this Agreement, the failure to
keep, observe or perform any material covenant including, without limitation, the covenant to
pay the Management Fee, shall constitute a default and breach of this Agreement by CITY.
10.03 Curing Default. Except as otherwise expressly stated in this Agreement, the defaulting
party shall have ten (10) days after receipt of written notice from the other party to cure any
monetary default under this Agreement. The defaulting party shall have thirty (30) days after
receipt of written notice from the other party or the specific time permitted under this Agreement
to cure any default under any other covenant, condition or agreement contained in this Agreement
or, in the event that any such default is of a nature such that it cannot be cured within thirty (30)
days, the defaulting party shall immediately commence to cure and thereafter diligently pursue
such cure to completion. Notwithstanding the foregoing, OPERATOR shall be in default under
this Agreement, with or without written notice from CITY, in the event OPERATOR abandons
or vacates the Premises for any period exceeding twenty-four (24) hours except if such
abandonment or vacating results from a force majeure event or other cause beyond
OPERATOR'S control.
10.04 Remedies.
10.04.1 CITY's abilitv to do the work at OPERATOR'S expense. In the event of
OPERATOR's default as described in Section 10.01, if OPERATOR fails to cure the
default by the date specified, CITY may elect to undertake the work that Operator has
failed to do or any work necessary or appropriate to diligently maintain the Premises.
Should CITY elect to undertake such work, it shall serve OPERATOR written notice of
its intent to enter the Premises and the exact nature of the work or correction it intends to
perform. OPERATOR may void the notice and CITY's right to enter and perform the
work by promptly performing the work set forth in the CITY's notice. The performance
of the foregoing work by CITY shall be at the sole expense of OPERATOR and shall not
be included as a Direct Cost.
If CITY undertakes work pursuant to these procedures, CITY shall make a demand upon
OPERATOR for payment of its costs. If OPERATOR fails to pay the costs incurred by
CITY within thirty (30) days of the date the demand is made, CITY may bring legal action
to collect the sums due and/or may deduct such costs from the Fixed Fee and Incentive
Management Fee otherwise payable to OPERATOR. If legal action is necessary or
appropriate to collect the amounts expended by CITY, OPERATOR shall pay CITY's all
attorneys' fees and costs, court costs, and staff costs together with interest from the date
which is thirty (30) days after CITY has made demand for payment. If CITY, in its sole
discretion, elects to use in-house attorneys from the Office of the City Attorney,
attorneys' fees recovered by CITY pursuant to this section shall be at the hourly rate paid
by the Association of Bay Area Governments for litigation counsel. Any actions taken
by CITY pursuant to this Section 10.04.1.shall not cure any default by OPERATOR.
10.04.2 Termination of the Agreement. In the event the defaulting party fails to cure
any default of this Agreement within the applicable cure period, the other party may
terminate this Agreement upon ten (10) days' written notice to the defaulting party.
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If CITY terminates this Agreement pursuant to this Section 10.04.2 CITY shall have the
following rights:
a) to collect from OPERA TOR any and all monies owmg CITY under this
Agreement;
b) to take sole possession of the Bank Accounts;
c) to take sole possession of all equipment and materials, and
d) to pursue any and all other appropriate civil and criminal remedies.
OPERATOR shall be entitled to any unpaid portion of the Fixed Fee attributable to
performance that occurred prior to OPERATOR's default, less any damages incurred by
CITY as a result of OPERATOR's default.

If OPERATOR terminates this Agreement pursuant to this Section 10.04.2, OPERATOR
shall have the right to collect from CITY any and all monies owing OPERATOR under
this Agreement.
10.04.3 Remedies Cumulative. Neither the right of termination, nor the right to sue for
damages, nor any other remedy available to a party under this Agreement shall be
exclusive of any other remedy given under this Agreement or now or hereafter existing
at law or in equity.
10.05 Effect of Termination. The termination of this Agreement under the provisions of this
Article 10 shall not affect the rights of the terminating party with respect to any damages it has
suffered as a result of any breach of this Agreement, nor shall it affect the rights of either party
with respect to any liability or claims accrued, or arising out of events occurring, prior to the date
of termination.

11.0

CONTRACT ENDING TRANSITION PROCEDURES.

11.01 Contract Ending Transition Period. The "Contract Ending Transition Period" shall
mean: (i) the six (6) month period immediately prior to expiration of the term; (ii) the period
from the date CITY gives notice of default under Section 10.02 until the date of termination;
11.02 Contract Ending Transition Procedures.
Period:

During the Contract Ending Transition

a) OPERATOR shall allow CITY and others to interview and discuss employment
opportunities with OPERATO R's on-site employees.
b) OPERATOR shall not transfer any Management Staff without the consent of Director,
said approval not to be unreasonably withheld.
c) OPERATOR and CITY shall refrain from coercing, threatening or harassing any
employee who expresses interest in being employed by CITY, OPERATOR or other party
after the Agreement has expired, or has been terminated or cancelled.
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d) OPERATOR and CITY shall cooperate in good faith on post-contract support services,
data management, inventory control, transfer of employees and other issues necessary
and appropriate to ensure smooth transition of operating responsibilities from one party
to another. Nothing in this paragraph shall be construed to require CITY or OPERATOR
to hire additional personnel or spend additional monies.
e) OPERATOR shall deliver to CITY all records and information related to tournaments,
banquets and other events booked at the Golf Course for the Contract Transition Period
or any time thereafter.
f) OPERATOR shall deliver to CITY current copies of all contracts, permits and licenses
affecting Golf Course operations, including without limitation, leases for golf carts and
other Golf Course equipment.

g) All real and personal property that is currently located at the Golf Course, together with
any real or personal property purchased or leased in accordance with the Direct Cost
Budget or otherwise with CITY funds is and shall remain the property of CITY.
OPERATOR shall transfer possession of the Premises, Facilities, Furnishings and
Equipment, supplies, software, databases, books, records and materials purchased,
prepared or maintained under this Agreement to the new operator or CITY, as CITY shall
direct. If CITY determines that the Premises, any Facilities, Furnishings and Equipment
or other item is not in an acceptable condition accounting for normal wear and tear and
budget constraints, if any, OPERA TOR shall have the burden of demonstrating that the
item was properly maintained or that the item is useable and in good condition.
OPERATOR shall reimburse CITY for the cost of repair or replacement of any item that
is not in useable and good condition, normal wear and tear and budget constrains
excepted. OPERATOR shall surrender the Premises in broom clean condition.
h) OPERATOR shall transfer all keys, convey all alarm codes and vacate the Premises.

i) OPERATOR shall assign to CITY and CITY shall assume OPERATO R's obligations
under any loans and leases incurred or entered into by OPERATOR with respect to
Furnishings and Equipment or supplies then in use at the Golf Course, provided that the
following conditions are met unless waived by the CITY: (i) OPERATOR shall have
delivered to CITY written documentation acceptable to CITY showing that OPERATOR
has fully performed its obligations under such loans and leases through the date CITY
assumes such obligations, and (ii) with respect to any agreements in excess of one year
or whose term extended beyond the expiration date of this Agreement, CITY shall have
given its written approval to the agreement.
j) OPERATOR shall promptly transfer the liquor license for the premises to the CITY's
designee for the sum of $1.00. CITY shall bear the cost of the escrow fees.

12.0

WORK STOPPAGES, DAMAGE OR DESTRUCTION

12.01 Work Stoppages. In the event concerted activities by labor groups (e.g., picketing,
strikes, etc.) result in OPERATOR's employees not entering and working at the Premises,
OPERATOR shall, if Director so requests in writing, seek appropriate administrative or court
orders to return operations to normal. During such period, OPERATOR shall operate the
Premises on a best efforts basis until labor relations are normalized. If and only if Director gives
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OPERATOR a written request to seek administrative or court orders will the cost of doing so
shall be a Direct Cost.
12.02 Damage or Destruction. Should the Golf Course be destroyed or substantially damaged
by fire, flood, acts of God, or other casualty, CITY, by written notice to OPERATOR, shall have
the right to cancel this Agreement pursuant to Article 12 on the basis that CITY does not choose
to rebuild or restore the Golf Course, and in such event neither party shall have any further
obligation to the other party under this Agreement, except with respect to liabilities accruing, or
based upon events occurring, prior to the effective date of such cancellation. For the purpose of
this Section 12.02, the Golf Course shall be deemed to have been substantially damaged if the
estimated length of time required to restore the Golf Course substantially to its condition and
character just prior to the occurrence of such casualty shall be in excess of six (6) months. If this
Agreement is not cancelled in the event of damage to the Golf Course either because (a) the
damage does not amount to substantial damage as described above, or (b) notwithstanding
destruction of or substantial damage to the Golf Course, and the CITY elects, in its sole and
absolute discretion, to restore the Golf Course, then CITY may proceed, at CITY's own expense,
to commence and complete restoration of the Golf Course to its condition and character just prior
to the occurrence of such casualty. If as a result of any damage or destruction to the Golf Course
as provided in this Section 12.02, the responsibilities of OPERATOR under this Agreement are
substantially changed, then the parties shall meet and discuss in good faith appropriate
modifications to this Agreement including the Combined Management Fees. Any insurance
proceeds made available after such damage or destruction shall be payable to CITY.
12.03 Eminent Domain. If all of the Golf Course shall be taken through the exercise of the
power of eminent domain, or by agreement in lieu of the exercise of eminent domain, then upon
the date that CITY shall be required to surrender possession of the Golf Course, this Agreement
shall terminate and neither party shall have any further obligation to the other party under this
Agreement except with respect to liabilities accruing, or based upon events occurring, prior to
the effective date of such termination. Likewise, if such a substantial portion of the Golf Course
is taken through the exercise of eminent domain, or an agreement in lieu of the exercise of
eminent domain, so to make it unfeasible, in the reasonable opinion of CITY, to restore and
continue to operate the remaining portion of the Golf Course for the purposes contemplated in
this Agreement, then upon the date that CITY shall be required to surrender a substantial portion
of the Golf Course, this Agreement shall terminate and neither party shall have any further
obligation to the other party under this Agreement except with respect to liabilities accruing, or
based upon events occurring, prior to the effective date of such termination. If such taking of a
portion of the Golf Course shall not make it unfeasible, in the sole and absolute discretion of
CITY, to restore and continue to operate the remaining portion of the Golf Course for the
purposes contemplated in this Agreement, then this Agreement shall not terminate, and CITY
may proceed, at CITY's own expense, to alter or modify the Golf Course so as to render it a
complete architectural unit which can be operated as a golf course of substantially the same type
and character as before. If as a result of any alteration or modification of the Golf Course as
provided in this Section 3.13, the responsibilities or rights of OPERA TOR under this Agreement
are substantially changed, then the parties shall meet and discuss in good faith appropriate
modifications to this Agreement including the Combined Management Fee. Any award pursuant
to a taking by right of eminent domain shall belong to and be paid to CITY.
12.04 Force Majeure Events. As used in this Agreement, the term "Force Majeure" means
declared or undeclared war, sabotage, riot or acts of civil disobedience, acts or omissions of
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governmental agencies, accidents, fires, explosions, floods, earthquakes, or other acts of God,
shortages of materials, or any other event not within the control of OPERATOR and not caused
by the negligence or intentional wrongful conduct of OPERATOR or CITY.
If OPERATOR or CITY is unable by reason of Force Majeure to carry out any obligation under
this Agreement, such obligation shall be suspended only so far as it is physically affected by such
Force Majeure. The party unable to perform shall give the other party prompt notice of such
Force Majeure with a detailed explanation and the probable extent to which it will be unable to
perform or be delayed in performing such obligation. The party unable to perform shall use all
possible diligence to remove such Force Majeure as quickly as possible. The requirement that
any Force Majeure shall be removed with all possible diligence shall not require the settlement
by the party unable to perform because of strikes, lockouts or other labor disputes or the meeting
of any claims of or demands by any supplier or government entity which reasonably may be
harmful to the best interests of the CITY or OPERATOR.
Costs incurred as a result of a Force Majeure shall be reimbursed by the CITY, if the expenditure
was approved in advance by the Director, which approval will not be unreasonably withheld.
If as a result of the occurrence of a Force Majeure, the responsibilities of OPERATOR under this
Agreement are substantially changed, then the parties shall meet and discuss in good faith
appropriate modifications to this Agreement including the Combined Management Fee.

13.0

SUBMISSION OF PAYMENTS, REPORTS AND NOTICES

13.01 Payments and Financial Reports. Any payments and financial reports and documents
required by this Agreement shall be submitted to:
City of Redmond
411 SW 9th St
Redmond, OR 97756
Attn: Keith Witcosky, City Manager
With copy to:
City of Redmond Public Works Department
243 E. Antler Ave
Redmond, OR 97756
Attn: Annie Mc Vay, Parks Division Manager
13.02 Other Notices. Any notice, demand, request, consent, approval or communication that
either party desires or is required to give to the other party shall be in writing and shall be deemed
given as of the time of hand delivery to the addresses set forth below, or three (3) days after
deposit into the United States mail, postage prepaid, by first class mail. Unless notice of a
different address has been given in accordance with this Article 13, all such notices shall be
addressed as follows:
Ifto CITY:
City of Redmond
411SW9thst
Redmond, OR 97756
Attn: Keith Witcosky, City Manager
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With a copy to:
City of Redmond
411SW9th St
Redmond, OR 97756
Attn: Keith Leitz, City Attorney
Ifto OPERATOR:
CourseCo, Inc.
1039B N McDowell Blvd.
Petaluma, CA 94954
Attn: Michael Sharp, President

14.0

DISPUTE RESOLUTION

14.01 Controversies Subject to Mediation. Any controversy between the parties regarding
the construction or application of this Agreement, and any claim arising out of this Agreement
or its breach, may first be submitted to mediation if agreed to by the parties.
14.02 Selection of Mediator. The parties may agree on a mediator. If they cannot agree on a
mediator within ten (10) days after service of the request for mediation, either party may request
the American Arbitration Association to provide a list of three (3) possible mediators with each
party having the right to strike a name on an alternating basis until one name remains. If either
party delays beyond five (5) days in striking a name, then the other party may choose anyone
from the remaining list to serve as mediator.
14.03 Mediation Schedule. The mediation shall take place before the mediator at the time and
place selected by the mediator unless the parties agree otherwise. The mediator shall select the
time and place promptly and shall give each party written notice of the time and place at least ten
(10) days before the date selected; provided that the meeting shall take place not less than thirty
(30) days after the request for mediation.
14.04 Cost of Mediation. Each party hereto shall bear the attorneys' fees, costs, and expenses
incurred by it in connection with such mediation, and both parties shall share equally the costs
and expenses attributable to the services of the mediator.
14.05 Other Proceedings. If mediation does not prove successful, either party may institute a
proceeding in a court of law or the parties may agree to nonbinding or binding arbitration.

15.0

MISCELLANEOUS PROVISIONS

15.01 Tax-Exempt Financing. If the CITY decides in the future to finance additional
improvements to the course with tax-exempt financing, the parties acknowledge that tax-exempt
financing is regulated by federal law, including, without limitation, Internal Revenue Service
regulations. If any provision of this Agreement conflicts with any applicable law or regulation,
the parties shall negotiate in good faith to modify such provision as necessary to bring this
Agreement into compliance with such law or regulation. (In the event the parties cannot agree
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upon a modification of this Agreement, either party may cancel this Agreement in accordance
with Article 10.0.)
15.02 Ownership. Ownership of the Golf Course, all Facilities, Furnishings and Equipment,
Resale Inventory and Supplies acquired by CITY or acquired by the OPERATOR on behalf of
CITY, and all alterations, additions or betterments thereto, shall remain the property of the CITY.
15.03 Warranties
15.03.1 OPERATOR Warranties. OPERATOR warrants and represents that it has
full power and authority to enter into this Agreement and perform the obligations in this
Agreement; that consummation of this Agreement will not create a default under any
other agreement and will not violate any law, regulations, order, judgment, decree or rule;
that OPERA TOR has conducted its own review of the plans and specifications for the
Golf Course prior to execution of this Agreement; and that OPERATOR is not relying on
any representation of the CITY in connection with the execution of this Agreement.
OPERA TOR warrants and represents that it is authorized to transact business in the State
of Oregon and that all of OPERATO R's employees are properly licensed and trained for
their respective positions and responsibilities.
15.03.2 CITY Warranties. CITY warrants and represents that it has full power and
authority to enter into this Agreement and perform the obligations in this Agreement and
that consummation of this Agreement will not create a default under any other agreement
and will not violate any law, regulations, order, judgment, decree or rule. CITY warrants
and represents that it is authorized to transact business in the State of Oregon and that all
of CITY's employees are properly licensed and trained for their respective positions and
responsibilities.
15.04 Premises.
15.04.1 CITY's Right of Possession. This Agreement does not constitute a lease and
the right of possession of the Premises shall at all times remain with CITY. CITY and its
authorized representatives shall have the right to enter the Premises at any time without
notice and for any purpose, including, without limitation, the following: (i) to determine
whether the Premises are in good condition and whether OPERA TOR is complying with
its obligations under this Agreement; (ii) to do any necessary maintenance and to make
any restoration to the Premises that CITY has the right to perform; to serve, post or keep
posted any notices required or allowed under the provisions of this Agreement; (iii) to
show the Premises to prospective brokers, agents, buyers, tenants, operators any time
during the term of the Agreement; and (iv) to undertake emergency maintenance, repairs
or restoration. CITY reserves the right to establish, grant or utilize easements or rightsof-way over, under, along and across the Premises.
15.04.2 Condition of Premises. OPERATOR acknowledges that, except as expressly
set forth in this Agreement, CITY has made no representations or warranties concerning
the condition of the Premises and OPERA TOR agrees to commence operations on the
Premises on the Effective Date of this Contract, as determined by the Director. This
Agreement is subject to all easements, liens and other interests affecting title to the
Premises, whether or not they are of record.
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15.05 Waiver. No delay or failure on the part of any party in exercising any right hereunder
shall impair any such right or any remedy of the party so delaying or failing. No waiver of any
provision of this Agreement shall be binding unless executed in writing by the party making the
waiver. No waiver of any provision of this Agreement shall be deemed, or shall constitute, a
waiver of any other provision, whether or not similar, nor shall any waiver constitute a continuing
waiver.
15.06 Integration. This Agreement is the entire agreement between the parties, and supersedes
all prior and contemporaneous agreements, representations and understanding of the parties
concerning the subject matter hereof.
15.07 Modification of Agreement. No modification, amendment or supplement to this
Agreement shall be binding unless executed in writing by both of the parties.
15.08 Severability. If any court of competent jurisdiction holds that any provision of this
Agreement is void, voidable, illegal or unenforceable, or that this Agreement would be void,
voidable, illegal or unenforceable unless any provision of it were severed, that provision shall
be severable from and shall not affect the continued operation of the rest of this Agreement;
provided that if the provision to be severed is a material part of this Agreement, the foregoing
shall not apply, and the parties shall in good faith renegotiate such provision.
15.09 Time of the Essence. Time is of the essence in the performance of all obligations under
this Agreement for which specific time periods have been specified.
15.10 Cumulative Remedies. The remedies granted under the terms of this Agreement shall
not be exclusive but shall be cumulative and in addition to all other remedies allowed under law.
15 .11 Assignment. CITY shall have the right to assign its interest in this Agreement without
limitation, except that CITY shall not have the right to assign its interests hereunder without
OPERATOR's prior written agreement if, in the reasonable judgment of the OPERATOR, such
an assignment will affect OPERATOR's performance of this Agreement or expose
OPERATOR's confidential and proprietary information to a competitor.
Upon any such
assignment, CITY shall be relieved of any further obligation under this Agreement provided such
assignee assumes all of CITY's obligations under this Agreement. OPERATOR acknowledges
that CITY is entering into this Agreement in reliance on the unique skill and experience of
OPERA TOR and its employees. OPERATOR shall not subcontract or assign all or any part of
its right or obligations under this Agreement, unless approved in writing by Director, said
approval not to be unreasonably withheld. Any change in the control of OPERATOR, including,
without limitation, any transfer or acquisition of a controlling percentage of OPERATOR's
equity or stock or a controlling percentage of the equity or stock of CourseCo, Inc., shall
constitute an assignment for purposes of this Agreement.
15.12 Time References. Except as otherwise specifically provided in this Agreement, all
references to "days" herein shall mean calendar days and not business days.
15.13 No Third Party Beneficiaries. This Agreement is not intended for the benefit of any
specific person, entity or third party beneficiary other than the named parties hereto and no person
or entity who is not specifically named as a party herein shall have any right to enforce the
provisions of this Agreement.
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15.14 Golf Course Names. The Golf Course shall be known by such trade name and/or
trademark or logo as may from time to time be determined by CITY. The parties acknowledge
and understand that the names, logos, and designs used in the operation of the Golf Course,
together with appurtenant goodwill, are the exclusive property of CITY. OPERATOR may
identify the Golf Course as a golf course managed and operated by OPERATOR.
15.15 Independent Contractor. OPERATOR shall at all times be considered an independent
contractor under this Agreement. Nothing contained in this Agreement shall be construed to be
or create a partnership or joint venture between CITY and its successors and assigns, on the one
part, and OPERATOR and its successors and assigns, on the other part. OPERATOR agrees to
be solely responsible for its own matters including payment of its employees, compliance with
Social Security, withholding and other such personnel regulations. OPERA TOR'S employees
shall not be entitled to any salary, fringe benefits, pension, workers' compensation, sick leave,
insurance or any other benefit or right connected with employment with CITY.
15.16 Headings. The Article, Section and Subsection headings contained in this Agreement
are for convenience and reference only and are not intended to define, limit or describe the scope
or intent of any provision of this Agreement.
15 .17 Survival of Covenants. Any covenant, term or provision of this Agreement which in
order to be effective must survive the termination of this Agreement shall survive any such
termination.
15.18 Aoolicable Law. This Agreement shall be construed and interpreted in accordance with,
and shall be governed by, the laws of the State of Oregon.
15.19 No Presumption Regarding Drafter. The language of each and all paragraphs, terms
and/or provisions of this Agreement, shall, in all cases and for any and all purposes, and in any
way and all circumstances whatsoever, be construed as a whole, according to its fair meaning.
CITY and OPERATOR acknowledge and agree that the terms and provisions of this Agreement
have been negotiated and discussed between CITY and OPERATOR, and that this Agreement
reflects their mutual agreement regarding the subject matter of this Agreement. Because of the
nature of such negotiations and discussions, it would be inappropriate to deem either CITY or
OPERATOR to be the drafter of this Agreement, and therefore no presumption for or against the
drafter shall be applicable in interpreting or enforcing this Agreement.
15.20 Counterparts. This Agreement and any amendment may be executed in counterparts,
and upon all counterparts being so executed each such counterpart shall be considered as an
original of this Agreement or any amendment and all counterparts shall be considered together
as one agreement.
15.21 Authority. The parties represent for themselves that (a) such party is duly organized and
validly existing, (b) the person or persons executing this Agreement on behalf of such party is/are
duly authorized to execute and deliver this Agreement on behalf of such party, (c) by so executing
this Agreement, such party is formally bound to the terms and provisions of this Agreement, and
(d) the execution of this Agreement does not violate any provision of any other agreement to
which such party is bound.
15.22 Conflict of Interest. OPERATOR shall avoid all conflict of interest or the appearance
of conflict of interest in performance of this Agreement. The parties hereto hereby covenant that
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during the term of this Agreement they will not employ any person to administer any portion of
this Agreement that has an interest, direct or indirect, which would conflict in any manner or
degree with the performance of services required under this Agreement.
IN WITNESS WHEREOF, the undersigned have executed this Agreement effective as
of the date first above written.

CITY OF REDMOND

OPERATOR

By:

By:
Keith Witcosky, City Manager

Name: Michael Sharp
Title: President and CEO

ATTEST:

Kelly Morse, City Recorder

APPROVED AS TO FORM:

City Attorney
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