Ftoliday Island

Introduction

Thank you for the opportunity to evaluate and provide a report with recommendations for the Holiday
Island Golf & Country Club Operations. For those interested in my credentials, my resume is included in
the appendices of this report.

The purpose of this report is to provide an unbiased professional evaluation of the Holiday Island Golf &
Country Club operations, based on my hours of due diligence and a visitation on Thursday - Sunday,
October 6 - 9, 2022. In addition, recommendations are provided to achieve growth, improvement and
financial stability in the future.

During my visitation | interacted with Danny Presley, District Manager; Loren Bernstein, General
Manager; and Tyler Scroggins, Golf Course Superintendent. These gentlemen were cooperative and
forthcoming with requested information. All the staff | came in contact with were welcoming and friendly. |
observed and experienced much at Holiday Island and in Eureka Springs during my visitation.

Executive Summary

The Holiday Island Golf Courses, Clubhouse and available Food & Beverage outlets are undervalued and
underutilized. The 2023 Budget shows the Golf and Clubhouse Operations forecasted to lose $-756,932.
There are several reasons, or maybe excuses, for the current situation. It would be unproductive to
analyze how and why the operation has gotten into its current state of affairs and my purpose is not to
affix blame, but to show a path to improvement and success.

The 27 Holes of Golf Course is being operated and funded like a community park. The Golf Clubhouse
and available food & beverage outlets are utilized as a community center and not as for profit operations.
The primary operational problem is the lack of revenue to fund necessary operational expenses.This lack
of revenue has resulted in under budgeting, under staffing, operating at a financial deficit and subsidized
funding by property owners association. This is a classic case of the minority (the golfers) benefiting at
the expense of the majority (the property owners). The physical assets and image of the golf properties
are deteriorating. Hopefully, soliciting my services is the indication of a desire to turn the Golf & Country
Club around in a positive direction. The solution is to enhance and/or create revenue / profit centers.



GOLF ROUNDS AND REVENUE

Holiday Island Golf & Country Club is categorized as a 27-Hole semi-private golf course. However,
Holiday Island Golf & Country Club is operated like Daily Fee Golf Courses. Considering over 55% of the
total rounds are Member Rounds, the golf courses should be operated using business models for
semi-private golf courses. | sense that it was more useful for the customer base to justify lower fees and
operating expenses using daily fee golf course business models. The most important revenue
benchmarking standards for non-equity for-profit golf courses relate to rounds of play and dollars per
round. These key performance indicators are impacted by:

1. Starting time utilization: rounds played compared to rounds available; and,

2. Annual and Daily Fees charged.

Golf Starting Time Utilization

The majority of the available primetime (8:30 - 10:30 am) starting times are monopolized by a few
members that belong to the Men's Golf Association, Ladies Golf Association and the Old Coots League.
On Monday, Tuesday, Wednesday and Thursday there are no prime times available:

Mondays - Golf Course closed for Maintenance until 10:00 am

Tuesdays - Men’s Golf Assn. 8:30 am Shotgun Start for approximately 48 players.
Wednesdays - Ladies Golf Assn. 8:30 am Shotgun Start for approximately 24 players.
Thursdays - The Old Coots League 8:30 am Shotgun Start for approximately 44 players.
Fridays

Saturdays

Sundays

The Club cannot have Clubs within The Club. The Club’s Professional Staff must administrate all group
activity and ensure all members have the opportunity to participate.
e Entry deadlines must be established and enforced which allow for available starting times, outside
the shotgun block, can be utilized (sold).
e Nine hole play should not be permitted to reserve advanced starting times that could be used for
18 hole play on the Regulation Course.
e Prizes for the Member Events should be in the form of Golf Shop Merchandise Certificates /
Credit.
e A breakfast and/or lunch could and should be included as part of each Member Morning Shotgun
Golf Event.



Holiday Island Golf Rounds and Revenue Y-T-D 2022

As an operational standard, if starting time utilization is below 40% and the average dollar per round is
below 70% of your highest fee round, significant adjustments should be considered to improve
performance. A healthy course will typically run at a starting time utilization rate of 50% to 65% of
weather adjusted available tee times, and average dollar per round should be between 70% - 80% of the

highest fee per round.

Holiday Island Golf & Country Club’s current starting time utilization and average dollar per round for the
first 10 months of 2022 is:

Actual Rounds and Revenue Golf Rounds % GF & CF Revenue Average
1/1-10/8/22 (281 days) Total Rounds 13309 22.0% 47.4
1/1-10/8/22 Total Greens & Cart Fees $265,443.30 $19.94
Maximum Potential Capacity Rounds Days Total Rounds
1/1-3/12 18 hole Rds w/ 1 Tee 9 min. 176 71 12496
3/13-10/8 18 hole Rds w/ 1 Tee 9 min. 228 210 47880

60376 214.9

Currently, Holiday Island Golf & Country Club’s starting time utilization is at 44% (13,309 actual rounds
compared to 30,188 Y-T-D potentially utilized rounds in 2022). The average greens & cart fees dollar per
round is $19.94 per round. This is $17.56 (46.8%) below the realistic operational revenue standard.

Holiday Island Golf & Country golf rounds and revenue standards for 2023 should be:

38,360 rounds per year

During Standard Time (early November - early March) approximately 125 days @ 88 rds. per day =
11,000 rounds

During Daylight Savings Time (early March - early November) approximately 240 days @ 114 rds. per
day = 27,360 rounds

$1,438,500 in Total Revenue from Annual and Daily Greens and Cart Fees
Highest Daily Fee is $35.00 Greens Fee plus $15.00 Cart Fee = $50.00 for 18 holes for a non-property
owner. Seventy-fine (75%) of $50.00 is $37.50 x 38,360 rounds = $1,438,500

A business plan must be formulated that will achieve these rounds and revenue standards. Holiday Island
Golf & Country Club cannot continue to operate the way it has been to achieve these operational goals.
Significant operating changes will need to be made. Change is unsettling and will be met with resistance
from the existing customer base, but change must happen if Holiday Island Golf & Country Club is to be
an asset to the community.



Member Rounds and Revenue

Y-T-D 7,372 Member Rounds represent 55.4% of the total rounds played, yet the $114,697 in revenue
represents 43.2% of the total greens and cart fees generated.

| suspect the member golf rounds are understated, because each round played by members with
privately owned golf carts may not be recorded.

What is most alarming is the $15.56 average dollar per member round. The maijority of these rounds are
being played during prime time (8:30 - 10:30 am), which is preventing your higher daily fee rate golfers
from the opportunity to play and generate needed revenue. Unless there is a significant increase
($+20,00), in the average dollar per member round, current member rounds need to be made available to
the higher daily rate fee golfers.

Member Rounds and Revenue Golf Rounds % GF & CF Revenue Average %
Holiday Island Ladies Golf Assn. 487 $0.00 $0.00
Holiday Island Men’s Golf Assn. 1227 $0.00 $0.00
Holiday Island Old Coots Golf League 967 $0.00 $0.00
League Golf - 18 2 $33.64 $16.82
League Golf - 9 75 $910.37 $12.14
Pro-rated Membership Golf 10 $7,083.88 $708.39
Activity Card Non-Property Owner 553 $0.00 $0.00
Activity Card Property Owner 3953 $0.00 $0.00
Property Owner Activity Card 68 $47,523.06 $698.87
Non-Property Owner Activity Card 6 $6,729.00  $1,121.50
Property Owner Family - 9 Hole Course 2 $1,607.48 $803.74
PO 9 Hole Course Activity Card 4 $2,064.00 $516.00
PO Family Activity 18 $20,037.46  $1,113.19
7372 55.4% $85,988.89 $11.66
Annual Cart Pass Revenue 24 $12,847.87 $535.33
Private Cart Day Pass 3 $36.45 $12.15
Annual Trail Fees for Private Carts 81 $15,824.16 $195.36

$114,697.37 $15.56 43.2%



Discounted Punch Cards, Programs, Specials and Complimentary Rounds and Revenue

If discounted annual membership golf was not enough....discounted 10 round punch cards; weekly &
monthly price specials; discounted GolfNow, GroupOn and Timeshare programs; and complimentary
Golf was introduced and promoted. Y-T-D 2,823 Discounted Rounds represent 21.2% of the total rounds
played with $24,535 in greens fee revenue representing 9.2% of the total greens fee revenue generated.
Sadly, 21.2% of the total play is only generating $8.69 in greens fees per round.

Even if all 2,799 daily cart fee rounds ($36,141.90) are added to the discounted greens fee revenue, the
average dollar per discounted round is $21.49 (22.9% of total greens and cart fee revenue). This average

rate is still $-16.00 below the needed average dollar per round needed to operate efficiently.

Discounted Punch Cards, Programs, Specials
and Complimentary Rounds and Revenue

Golf Rounds

NPO Punch Card - 18 5
NPO Punch Card - 9 5
Punch Card Golf - 18 11
GF Punch Card 715
Timeshare 172
Special Monthly 11
Special Weekly 3
GolfNow 490
Timeshare 5
GroupOn 389
Punch Card - 9 22
TimeShare - 9 24
GF Comp 311
GF Employee 592
Punch Card - 18 3
Punch Card - 9 3
TimeShare Admin 6
Punch Card - 9 36
Punch Card - 18 19
GF Tournament Special 1
2823

GF Cart- 18 2230
GF Cart-9 569

% GF & CF Revenue
$1,915.90
$1,401.85
$1,614.95

$0.00
$0.00
$2,034.62
$336.45
$660.50
$373.78
$2,568.85
$2,261.60
$0.00
$0.00
$0.00
$336.44
$252.33
$357.51
$5,887.89
$4,439.16
$93.46
21.2% $24,535.29
$30,898.04
$5,243.86
$60,677.19

Average %

$383.18
$280.37
$146.81
$0.00
$0.00
$184.97
$112.15
$1.35
$74.76
$6.60
$102.80
$0.00
$0.00
$0.00
$112.15
$84.11
$59.59
$163.55
$233.64
$93.46
$8.69 9.2%
$13.86
$9.22

$21.49 22.9%



Non-discounted Rounds and Revenue

Y-T-D 3,114 Non-discounted Rounds represent 23.4% of the total rounds played, yet the $102,953 in
revenue represents 38.8% of the total greens and cart fees generated with an average dollar per round of
$33.06.

Even Though the $33.06 is $-4.44 short of the $37.50 benchmark of 75% of the highest daily fee round
being the average dollar per round, it is much closer than the other 76.6% of the total rounds.

Non-discounted Rounds and Revenue

Golf Rounds %  GF & CF Revenue Average %

PO Guest -9 64 $1,362.92 $21.30
PO Guest - 18 254 $6,611.89 $26.03
PO - 18 349 $6,502.75 $18.63
NPO - 18 1309 $42,682.41 $32.61
NPO -9 267 $6,712.39 $25.14
GF Tournament 12 $17,699.06  $1,474.92
PO - 9 Holes 165 $2,282.76 $13.83
GF Twilight 694 $19,098.88 $27.52

3114 23.4% $102,953.06 $33.06 38.8%




Annual and Daily Golf Fees

Holiday Island offers Annual Resident & Non-Resident Golf Memberships and Daily Fee play to
Residents & Non-Residents. Holiday Island advertises and promotes, “Enjoy golf rates lower than any in
the nation.” The Annual and Daily Golf Fees are extremely low and | sense they are being dictated by the
current customer base.

Current Annual Golf Memberships Property Owner Non-Property Owner
Individual $ 750 $1,200
Individual (9 Hole Course Only) $ 550 $ 750
Family $1,200 $1,750
Family (9 hole Course Only) $ 850 $1,200

e Current membership indicates the 18 Hole Regulation Course is only worth $200 more per year
for a Property Owner and $450 more per year for a Non-Property Owner than the 9 Hole
Executive Course. That formula is illogical. What would be logical is to value the 18 Hole
Championship Course at a minimum of twice the value of the 9 Hole Course, i.e. $1,100 for
Individual Property / $1,700 for Family Property Owners and $1,500 for Individual / $2,400 for
Family Non-Property Owners.

e |tis still not accurate to equate an 1,832 yard 9-Hole Executive Course to a 6,059 yard 18-Hole
Regulation Course. Therefore, a more accurate valuation (using current published fees), is the
Regulation Course should be three times more than the 9-Hole Executive Course. The resulting
annual fees would be $1,650 for Individual / $2,550 for Family Property Owners and $2,250 for
Individual / $3,600 for Family Non-Property Owners.

The average individual club membership is $520 per month, according to the most recent survey
done by Golf Digest. Smaller courses could be as little as $200 per month, while more prestigious
clubs are much more. But costs could climb above $1000 per month when you add in various fees
such as storage and golf cart fees. oct 18 2022

e Based on the most recent Golf Digest Survey, the lowest current Annual Golf Club Membership is
$2,400, and the average Annual Golf Club Membership is $6,250.

Using the current fee schedule and the previously proposed logical formulas for valuing the Golf
Memberships, the Annual Golf Membership Fees for 2023, at a minimum, should be:

Proposed Annual Golf Memberships Property Owner Non-Property Owner
Individual $1,650 (+120.0%) $2,250 (+87.5%)
Individual (9 Hole Course Only) $ 550 $ 750

Family $2,550 (+112.5%) $3,600 (+105.7%)
Family (9 hole Course Only) $ 850 $1,200

Even with these 87.5% - 120% proposed Annual Golf Membership Fee increases Holiday Island can still
advertise and promote, “Enjoy golf rates lower than any in the nation.” These Annual Membership Fee
increases still leave a Holiday Island Golf Membership very low and undervalued for a 27 Hole Golf
Facility. Even though these proposed Golf Membership Fees are well below the average, they will make a
significant financial impact upon proper annual funding of the Golf & Country Club operations.



A strong sales and marketing plan for Golf & Country Club memberships must be instituted. Members
must be engaged and committed to making the Golf & Country Club better and financially stable. Holiday
Island Golf & Country Club is not, and never should be, an equity Club. However, members need to be
vested in The Club. Therefore, each Golf Membership should pay a one-time non-refundable Joining
Fee. These Joining Fees will be designated for Capital Improvements to the Golf & Country Club.

Golf Membership Fees and Daily Fees for Golf Clubs within 50 miles of Holiday Island

GREENS

CLUB FEE
WEEKDAY

CASSVILLE COUNTRY ¢

cLUB
LOST SPRINGS $75
BIG SUGAR $45
$79.99 +

POINT ROYALE TAX
LEDGESTONE $119 + TAX
BRANSON HILLs 139+ TAX
TOP OF THE ROCK  $150 + TAX
OZARK NATIONAL  $215 + TAX
BUFFALORIDGE  $150 + TAX

MOUNTAIN TOP 13

HOLE WALK $80 + TAX

STONEBRIDGE $45

SHADOW VALLEY
(PRIVATE)
BELLA VISTA (SEMI 65
PRIVATE)
$35

HOLIDAY ISLAND

CART

$16

N/A

N/A

N/A

N/A

N/A

N/A
N/A
N/A

N/A

N/A

N/A

$15

GREENS CART
e E
WEEKEND

$28 $16
$75 N/A
$50 N/A
$79.99 N/A
$119 N/A

$159 + TAX  N/A

$60 N/A

$35 $15

MEMBERSHIP
NPO

$930
$3,000
$1,860
$1675 + TAX
$4935 + TAX

$4172.53 + TAX

N/A

N/A

$1,200 Single /
$1,750 Family

MEMBERSHIP P0

$930
$3,000

$1,860
$1675 + TAX

$2675 + TAX

$455/MONTH
(85,460)

$2,130

$750 Single /
$1,200 Family

CART
LEASE

$600

CART
INCLUDED
CART
INCLUDED

$300

CART
INCLUDED
CART
INCLUDED

$1550/UNL
MTD

$210

INITIATION

$6,500
(POA)
$37/MONTH



Golf Carts

In June 2022, Holiday Island received a new fleet of 75 Club Car gasoline powered carts. Sixty (60) carts
are at the 18 Hole Regulation Course and fifteen (15) of the carts are at the 9 Hole Executive Course.
Holiday Island is making $45 per golf cart per month lease payments. This amounts to $40,500 per year
in lease payments. The financial reports blend greens fees and cart fees together, so it is difficult to
discern the exact cart fee revenue. However, the annual cost of the lease, gasoline and insurance is only
resulting in a near breakeven proposition.

Current Golf Cart Storage
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Storage and stag/ng of SIxty ( 60) golf carts at 18 Hole Regulation Course

Currently, the new fleet of golf carts is stored unsecured and unsheltered in or near the parking lots at
both the 18 Hole Regulation and 9 Hole Executive Courses. This does not protect and/or preserve the
asset of the Holiday Island Golf & Country Club.



Available Golf Cart Storage

P
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Adjacent to the 1st and 10th Tees, Parking Lot, Golf Cart Staging Area and Golf Shop at the 18 Hole
Regulation Course are sixty (60) storage units that can accommodate two (2) golf carts in each unit.

Eleven (11) of these units are being rented for $3,294 on an annual basis to store privately owned golf
carts. Another fifty-six (56) monthly non golf cart storage fees totalling $1,995 have been collected. So,
for $5,289 we are storing individuals’ personal property and exposing The Club’s annual $40,500 fleet to
the elements, vandalism and theft.

The Golf & Country Club needs to allocate / take back thirty (30) storage units to store the fleet of sixty
(60) leased golf carts in a covered and secure situation. The remaining thirty (30) units can be rented.
Published monthly storage costs range from $160 - $300 per month depending upon the size of the unit.
The minimum the annual storage unit fee should be is $1,800 ($150 per month). Currently, the most The
Golf & Country Club is collecting is $700 per unit for two (2) Non-property owner golf carts to be stored.



Annual Golf Cart Passes and Private Cart Trail Fees

Discounted Annual Cart Fee Passes generated $12,847.87 in revenue and Annual Private Cart Trail
Fees generated $15,824.16 in revenue. These discounted cart fee programs benefited the members
greatly, but were not beneficial to the Golf & Country Club.

The average golfer plays 60 rounds of golf per year and for a private country member the average is 71
rounds per year. Using the average of 71 rounds per year for a member, the 81 Private Cart Owners
represent 5,751 rounds of play. The 81 Private Cart owners paid $15,824.16 in Annual Trail Fees, which
equates to $2.75 per round in revenue to the Golf & Country Club.

Recognizing that a private golf cart owner is a single rider and does not share the cart with another
player, unless it is a guest or family member, these private carts inflict double the amount of wear and
tear upon the golf course, i.e. there are four private carts in a starting time as compared to two carts in
the normal starting time. Utilizing a private cart is a convenience and cost savings to the member and not
to The Club. Therefore, the annual trail fee for private golf carts needs to be recalculated. Based on the
current published golf cart fee rate of $15.00 per person, the annual trail fee for private carts should be
$1,065 (71 rounds x $15), compared to the $210 currently charged.

The recommendation would be to eliminate the annual cart fee pass programs. If there is an annual cart
fee pass, the minimum fee should be $1,065 per person, $2,130 per couple or $3,195 per family.



Practice Area / Driving Range

The Practice Area / Driving Range at the Regulation Course is a liability. For 2022 Y-T-D, the Practice
Area / Driving Range generated $6,027.66 in revenue. There have been 954 range ball bags dispensed
with 50 balls per bag or 47,700 total balls (3,975 dozen) dispensed. Range balls cost $5.00 per dozen.

Due to the design of the Driving Range, it is doubtful that 50% of the range balls hit are retrieved.
Therefore, the cost of 1,987 dozen range balls is $9,890, which means there is a net loss of $-3,863 in
materials (range balls). In addition, Golf Course Maintenance cannot mow the range area in any safe
manner. Not to mention, the trail to get to and from the range practice tee is extremely dangerous.

Marketing has chosen to advertise the Driving Range as “unique.” The experience is unique, unprofitable
and dangerous.

The existing driving range should be closed. In the future plans, the range should be designed,
constructed properly to provide a safe, profitable and significant enhancement to the property. Basically,
the range needs to be redesigned / constructed to parallel Hole #1. The range would become a valley
which would contain the golf balls and be maintainable. The dimensions of the footprint would be 350
yards in length and approximately 100 yards in width. A two-tiered grass and synthetic turf tee to
accommodate twenty (20) hitting stations (70 yards wide and 50 yards long). Target areas and proper
drainage into the existing creek bed (creek will need to be piped under the driving range floor), when the
acreage has been cleared and graded.

The beginning of the cart path to the driving range...it only
gets steeper, narrower, and becomes unpaved gravel from
this point down.




Clubhouse at the Regulation 18 Hole Golf Course

The Golf Clubhouse has been modified to nothing more than a Community Center.

The Golf Shop and Snack Bar have been combined. The Golf Shop has been converted into a Card
Room. The Bag Storage Area has been converted into a Maintenance Shop and open space area. The
Ladies Locker Room converted into a bathroom and meeting area. The Men’s Locker Room converted
into a Library of donated books with a bathroom.

The Golf Shop has been abandoned and is used as a
card room on a weekly basis. The card players pay a
very minimal amount to rent the space.

The Golf Bag Storage area has been gutted and
converted into a Clubhouse Maintenance Workshop
and Recreation Room Space. This space generates
no revenue. A Golf Simulator has been installed in
this area with the hope of generating revenue in
2023. | believe the Golf Simulator presents a greater
revenue generating upstairs near the bar, grill and
lounge area.

The Men’s Locker Room has been converted into a
library of “donated” used books and some other stuff
from residents' homes.




Golf Shop Merchandise Sales

Y-T-D the Golf Shop merchandise sales total $37,143.96, with a $24,688.30 (66.5%) cost of goods,
leaving a profit of $12,457.66 (33.5%). With 13,309 rounds of golf played Y-T-D the average dollar per
round in Golf Shop merchandise sales is $2.79. Considering the Golf Shop merchandise is displayed in
the Snack Bar area, it is not surprising merchandise sales are so low. In 2023, Golf Shop Merchandise
Sales are budgeted to be $45,000 with a $20,000 cost of goods. This would significantly improve with the
Golf Shop relocating back to its original ground floor location.

Clubhouse Food & Beverage Operations

The Restaurant and Meeting Rooms are budgeted to lose $-108,602 in 2023. This is due to the current
Clubhouse food & beverage operation being reduced to the Snack Bar kitchen serving breakfast and
lunch with the dining room being used only for banquets at the Cubhouse. On the outdoor patio / deck
areas members are allowed to bring in their own food and beverages and use the space at no charge.
No beverage cart is available to provide food & beverage to golfers on the golf course. The Club is
missing the opportunity to gain revenue from a captive audience during a four (4) hour period.

During my visit, | withessed men occupying the cover deck area with their personal coolers of beer
enjoying the space at no benefit to The Club. In addition, | withessed women bringing food from off
property onto the patio, using The Club’s banquet tables and chairs, rolling in coolers of drinks and
having a very nice gathering after their spouses finished golf. Again, no revenue for The Club with the
clubhouse and fixtures being used as a no charge community center.

The Golf Shop, Golfer Registration, Golf Operations Administration Offices, Membership Sales &
Services, Locker Rooms and Golf Bag Storage need to return to the ground floor where they previously
were located. The upper level of the Golf Clubhouse needs to be converted back to exclusively food &
beverage operations.

There are only two (2) options to make the Golf Clubhouse Restaurant and Meeting Rooms to become
profitable.

1. Operate the Restaurants, Outlets and Banquet Facilities in a for profit business manner. Proper
staffing, equipment, storage and service minded attitude would be needed. Back to basics by
establishing pricing based on 33% labor, 33% food cost and 33% profit margin built into all menu
pricing.

2. Outsource the Restaurants, Outlets and Banquet Facilities to a third party. Basically, Holiday
Island would collect a monthly rental fee from the leasee. All the operating expenses, profit or loss
would be on the third party.

Loren Bernstein’s experience is primarily in food & beverage operations. During my visitation | observed
Loren doing a lot of food preparation. Loren displayed an attitude of doing what needed to be done to
service the customer. Unfortunately, Loren has been asked to do the job of General Manager, Food &
Beverage Manager, Head Golf Professional and Golf Shop Merchandise Manager.

The additional staff to provide the quality of experience to justify the increase in fees to operate the Golf &
Clubhouse Operations at a proper service standard.



Proposed Golf Clubhouse and Golf Operations staffing by position with salary / wages.

Golf Clubhouse Staff
Position Description
General Manager
Executive Chef
Kitchen Manager
Cook

Cook

Cook
Dishwasher/Prep
Dishwasher/Prep
Dishwasher/Prep

Restaurants Manager
Lead Server

Server

Server

Server

Server

Server

Server

Server

Server

Host
Host
Host
Host
Busser
Busser
Busser
Busser

Golf Operations Staff
Position Description

PGA Head Golf Professional
Assistant Golf Professional
Golf Shop Attendant

Golf Shop Attendant

Golf Shop Attendant

Golf Shop Attendant

Salary/Wage
$75,000/YR
$55,000/YR
$45,000/YR
$16/HR
$16/HR
$16/HR
$14/HR
$14/HR
$14/HR

$50,000/YR

$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS

$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS
$14/HR + TIPS

Salary/Wage
$55,000/YR
$35,000/YR
$14/HR
$14/HR
$14/HR
$14/HR



Golf Operations Staff

Position Description Salary/Wage
Golf Course Starter/Marshall $14/HR
Golf Course Starter/Marshall $14/HR
Outside Golf Operations Attendant $14/HR
Outside Golf Operations Attendant $14/HR
Outside Golf Operations Attendant $14/HR
Outside Golf Operations Attendant $14/HR

Facilities at the 9 Hole Executive Course
The 9 Hole Executive Course has the greatest opportunity to become a showplace and significant
revenue source for Holiday Island. The new Recreation Center was under construction during my visit.

This will be a significant enhancement to the property. The available recreational acreage and facilities
are underutilized and have great potential.

Garden area, little league baseball field,
tennis courts, pickleball courts and open
space behind the Recreation Center and
The Barn.

Miniature golf course behind Recreation
Center, Tennis Courts and The Barn.



Tennis courts and open acreage behind The
Barn.

Tennis courts in need of significant
renovation to be playable. According to staff
these courts have been rarely, if ever, used
during recent years.

Open acreage between Recreation Center,
Fire Station, The Barn and Tennis Courts.

Open acreage and tennis courts behind The
Barn.




Open acreage between the temporary Golf
Shop and access road.

The Holiday Island 9 Hole Executive Course and currently unused adjacent acreage could be
transformed into a world class 18 Hole Par 3 Golf Course, Short (150 yards in length and 75 yards in
width) Driving Range with Short Game Practice Areas and Putting Greens.

Par 3 Golf Courses are popular because they take less time to play, can be enjoyed by all skill levels of
golfers, family friendly, senior friendly and just fun to play. The addition of a short practice range, short
game practice area and putting greens would bring residents and guests to this destination. The revenue
potential is significant.

The Barn

The Barn should be repurposed from a little used banquet facility and community center (primarily
seasonally used for dance classes), into a restaurant and bar. The Barn would primarily be a steakhouse
themed restaurant for dinner, utilizing the unique grill area as a focal point. With the future enhancements
to the golf experience and the new Recreation Center, there will be a demand for breakfast, lunch,
snacks throughout the day.

Again, as with The Golf Clubhouse, there are two (2) options for profitable operation of The Barn.
1. Operate The Barn in a for profit business manner. Proper staffing, equipment, storage and service
minded attitude would be needed. Back to basics by establishing pricing based on 33% labor,
33% food cost and 33% profit margin built into all menu pricing.
2. Outsource The Barn to a third party. Holiday Island would collect a monthly rental fee from the
leasee. All the operating expenses, profit or loss would be on the third party.

The Barn has a great history. Having once
been the stables for the thoroughbred race
track on property. The Barn’s seating
capacity is 147 people.




The original stable layout is preserved at the
entryway into the barn.

The right side of The Barn’s interior.

A circular revolving stage in the middle of
the room should be replaced with a seating
area. The stairway to the loft provides
access to an additional seating area option.

The left side of The Barn’s interior. A
staircase gives access to another loft area
that provides another additional seating
area option.




The stone barbeque grill area should be a

focal point for the restaurant with windows M | -
_ b
]

from the dining room allowing patrons to
see the chefs at work grilling while dining.

Golf Course Maintenance

Due to the lack of revenue, Golf Course Maintenance is understaffed and underfunded.

Golf Course Maintenance Budget 2022 2023 (Proposed)
Labor & Benefits $278,184 $289,923
Operating / Maintenance Expenses $238.,660 $243.,800
Total Golf Course Maintenance Expenses $516,844 $533,723

According to a survey conducted by Golf Course Industry magazine, in 2020 the average non-capital golf
course maintenance operating budget in the United States was $987,488. Holiday Island is considered to
be in the Southeast Region of the United States. For the Southeast Region the average non-capital
operating budget in 2020 was $1,114,070.

According to the same 2020 Golf Course Industry magazine survey, the average size of the Golf Course
Maintenance Staff was 28, including 9 Full-time, 16 Part-time / Seasonal and 3 Others. An average of
Fifty-six percent (56%) of the total operating budget is devoted to labor. Holiday Island’s current Golf
Course Maintenance Staff consists of eight (8) employees (5 Full-time and 3 Part-time/Seasonal) to
maintain 27 holes of golf course, practice areas and common areas. The $289,923 is 56% of the total
2023 Golf Course Maintenance operating budget. For the 27 Hole Holiday Golf Course Maintenance
Staff, | would suggest a staff of 26, including 15 Full-time and 11 Seasonal Employees.



Proposed Holiday Island Golf & Country Club Golf Course Maintenance Staff by Position with Pay Rates

18 Hole - Position

Superintendent

Assistant
Assistant
Mechanic

Mechanic Assistant

Spray Tech

Irrigation Tech

Irr. Tech Assistant

Horticulturist
Hort-Full Time
Hort-Seasonal

Full Time
Full Time

Seasonal/ Intern
Seasonal/ Intern

Seasonal
Seasonal
Seasonal
Seasonal
Seasonal

Pay Rate
$85-95K
$45-50K
$40-45K
$45-50K
$16-18/hr
$35-40K
$40-45K
$16-18/hr
$35-45K
$16-18/hr
$14/hr
$16-18/hr
$16-18/hr
$14/hr
$14/hr
$14/hr
$14/hr
$14/hr
$14/hr
$14/hr

9 Hole - Position Pay Rate
Superintendent $50-60K
Assistant in Training $35-40K
Full Time $16-18/hr
Seasonal $14/hr
Seasonal $14/hr
Seasonal $14/hr

The Golf Course Maintenance Staff’'s Annual Manpower Hours at present and projected for future.

Current Holiday
Island Golf & CC

Employees

Full Time
Part Time/Seasonal

Totals

Labor Hours
Greens - Mowing/Rolling
Greens -Watering
Greens -Spraying/Fert
Tees -Mowing
Fairways -Mowing
Bunkers -Raking/Maint.
Rough Mowing
Course Set Up

Totals

Hours / Year

1350
810
250
252
840
200

1610
195

5507

Future Holiday
Island Golf & CC

16
11
26

Hours / Year

2020
2292
300
300
900
1040
1720
1120

9692

Walk Mow and Speed Rolling

Proper Watering

With a Nursery Added

With Added Tees

Could Be Less If We Reshape Fairways

With Added Bunkers, Sandpro and Hand Raking
With Weed Eating Added

Cutting Cups Everyday

The Staff and manpower hours would be required to execute the following Agronomic Plan to bring the
golf course conditions up to a higher standard and warrant the increase in fees to generate revenue.



Winter- Jan 1

Spring - March 1

Summer- June 1

Fall- September 1

Winter- December 1

Tree Removal
Winter Weed Spray
Grind Reels
Mow/Roll

Course Set up

Shop Maintenance

Greens Spraying
Fairway Spray

Spring Aerification
Mow/roll

Course Set up

Tees/ Fairways mowing
Greens Watering
Rough

Bunkers

Sprigging/Sodding
Pre-emergent

Course set up
Tees/ Fairways mowing

Greens Watering
Rough
Fairway Fert

Bunkers

Greens Spraying

Fall Aerification
Mow/Roll
Tees/Fairways mowing
Greens Watering
Rough

Bunkers
Seeding/Sodding

Mow/Roll
Greens Watering
Course Set up
Grind Reels

Shop Maintenance

Deep and Shade issue trees removed

Round-up and Barricade (post and pre-emergent)

Start with cool season reels and finish with warm season reels
As needed

As needed

Maintenance done around shop

Weekly spray apps begin in March

Insecticide and Fungicide apps

Deeptine with heavy topdressing and fertilizer app

5-6 times a week depending on weather and growth

3-4 times a week

1 time a week once warm season comes out of dormancy
Overnight water with hand watering mixed in

Mowing whole course by the end of April

Raking every day and maintenance when needed

Sod or sprig warm season turf
Pre-emergent spread for goosegrass control starts

Everyday or as needed
2 times a week

Overnight watering with 2 rounds of hand watering a day
Mowing the whole course 1 time a week
Fert app with pre-emergent

Raking every day and maintenance when needed

Weekly spray apps end in October

Pro Core- Pull core, Verticut, Topdress, and Fertilizer App

4-5 times a week depending on weather and growth

1 time a week or as needed

Cut back to overnight watering and hand watering 1 time a day
Still mowing the whole course and Mulching leaves

Raking every day and maintenance when needed

Cool season seeding or sodding. Tree planting

As needed
As needed
As needed
Cool season reels start being ground

Maintenance done around shop



The current Golf Course Maintenance Equipment which is owned is aging. The leased equipment is

up-to-date, but the rollout into new leased equipment must be continued.

Year
2014
2014
2014
2001
2022
2004
1997
2019
2019
2019
2010
2022
2022
2014
2004
2014
2005
2014
2014
2014
2022
2022
2014
2014
1999
2019
1999
2019
2017

2005
2000
2005

2004
2009
2022

Equipment
Toro Triplex 3150q
Toro Triplex 3150q
Toro Triplex 3150q
Toro Triplex 3100
True Surface Vibratory Rollers
True Surface Vibratory Rollers
Toro Triplex 3100
John Deere 2500B
John Deere 7700A 4WD
John Deere 7700A 2WD
John Deere 8700 4WD
Ex Mark Zero Turn
Ex Mark Zero Turn
Toro Groundmaster 328-D 4WD
Toro Groundmaster 328-D 4WD
Toro Sand Pro 5040
Toro Pro Core 648
E-Z-Go Cart
E-Z-Go Cart
E-Z-Go Cart
Cushman Truckster
Cushman Truckster
Cushman 1600XD 4x4
Smithco Spray Star 2000
Smithco Spray Star 1600
Dakota Sand Topdresser
Kabota Tractor w/Bucket
Progressive Pull Behind Rough
Value Leader Backhoe
AgriMetal Tractor Blower
Vicon Fert Spreader
Foley Bedknife Grinder
Express Dual Reel Grinder
Ryan Sod Cutter
GMC 3500 1 Ton
Dodge Dakota
John Deere Tractor

Used For
Greens-18 Hole
Greens-18 Hole
Greens-9 Hole
Greens-9 Hole

Greens Attachment-18 Hole
Greens Attachment-9 Hole
Tees-9 Hole
Tees-18 Hole
Fairways-9 Hole
Fairways-18 Hole
Fairways-18 Hole
Rough-18 Hole
Rough-9 Hole
Rough-18 Hole
Driving Range
Bunkers-18 Hole
Aerifier
Utility Cart-18 Hole
Utility Cart-18 Hole
Utility Cart-9 Hole
Utility Truck-18 Hole
Utility Truck-9 Hole
Driving Range
Sprayer-18 Hole
Sprayer-9 Hole
Pull Behind Topdresser
Tractor
Rough- Pull w/Tractor
Backhoe- Tractor Attach.
Blower- Tractor Attachment
Spreader-Tractor Attach.
Grinder
Grinder-Used

Sod Cutter

Dump Truck

Work Truck

Not Delivered

Lease/Own
Own
Own
Own
Own
Lease - 4/5 years
Own
Own
Lease to Own - 4/5 years
Lease to Own - 4/5 years
Lease to Own - 4/5 years
Own
Lease - 4/5 years
Lease - 4/5 years
Own
Own
Own
Own
Own
Own
Own
Lease - 4/5 years
Lease - 4/5 years
Own
Own
Own
Lease to Own - 4/5 years
Own
Lease to Own - 4/5 years
Own
Own
Own
Own
Own
Own
Own
Own
Lease to Own - 4/5 years



Additional equipment will be needed to produce the product desired on the golf courses.
Equipment Wanted Number of Units
Pull behind blower 2
Walk Mowers
Tee Mower
Fairway Mower
Sand Pro
Utility Vehicle
Skid steer
Pro Core

IR SN S EEe))

Tractor with Loader

Tyler Scroggins, Golf Course Superintendent, and his staff have been forced to cut corners and mainly
focus on the quality of the greens. The greens are very good, considering they are push-up construction
and contain the grass from golf courses originally opened. Tyler has filled-in many bunkers because he
does not have the equipment or manpower to maintain the bunkers properly.

Aside from the lack of manpower and available funds, Tyler’s biggest challenge is efficiently watering the
golf course. Tyler must run irrigation beginning late in the day through the night and into the early hours of
the morning. This is a result of a lack of water to operate more than one zone at a time on the golf
course.

Regulation 18 Hole Course pump station in

| ..,3 Maintenance Compound. The wells and pumps in
- the Golf Course Maintenance Compound are for
the city water supply. Only a small portion of this

pump station is for golf course irrigation.

The pump station panels are for the city
water. Again, beneath the large pipes on
the floor is a large underground water
holding tank. Water is pumped into this
tank and becomes the reservoir for the
irrigation system. The tank capacity is not
adequate to run the irrigation system
efficiently.




A well pump is located at the main entrance by A control panel is also located at the main
Hole #17 Tee. entrance by #17 Tee.

The purpose of the well, pump and control panel is to pump water for the golf course irrigation to the
Pump Station in the Maintenance Compound.

An alternative to store an adequate water supply to
operate the golf course irrigation system efficiently would
be to utilize the small abandoned water tower by #15
Green. By adding some piping from the water tower to the
main irrigation line an adequate supply of water could be
provided.




Conclusion and Next Steps

Holiday Island has only a few revenue / profit centers. The Marina, Campground, Recreation Center, Golf
Courses, Golf Shop Merchandise and Golf Food & Beverage Outlets. The greatest revenue potential
exists with Golf. In addition, a high quality golf experience and product will attract new residents, visitors
and enhance current property values.

The decision needs to made by the Board of Commissioners to either:

A. Leave things the way they are in Golf and continue to subsidize the entertainment for a minority of
residents while the assets deteriorate. This would be the path of least resistance and avoids the
unsettling effects of change. Unfortunately, it would be writing the Golf Operations death
certificate.

B. Hire an outside golf management company that will operate the property for the management
company’s benefit and profit.

C. Adapt and commit to a business plan that will have immediate and long term benefits to the
Holiday Island Community.

If the Board of Commissioners decide to take Option C, | would offer my assistance as the Owners’
Representative to accomplish specific goals within specific timeframes. | have available to me the
resources to achieve success. | am not a consultant that collects a fee for providing comments about
your golf operations. | am not a management company looking to create an annuity for myself by
requiring a long term contract to operate your golf department. | am a professional with a proven track
record of operational successes, and would be vested in creating a culture of operational and financial
success for Holiday Island Golf & Country Club. The outline of my forty-eight month vision / plan for
Holiday Island Golf & Country Club is attached.

Hopefully, we will have the opportunity to work together in the future to elevate the Holiday Island Golf &
Country Club Golf Operations. If we do not, thank you again for the opportunity to experience your

property and | wish you the best.

Sincerely,

Robert S. Coman
PGA Life Member



Proposed forty-eight (48) month plan to transform
Holiday Island Golf & Country Club Operations

Year One (January - December 2023)

e Establish and collect from all persons who desire to use the golf course(s) annual membership
fees, greens fees and other golf course usage fees determined necessary to operate the golf
courses & golf operations properly, and to operate at least in a financial break even situation.

- Proper staffing and proper funding of operating budgets in golf operations and golf course
maintenance.
- Re-establishing profit centers in Golf Operations, Golf Retail Merchandise Sales and Food
& Beverage outlets.
- Introduce a Membership Program to establish four hundred (400) Golf Memberships for
the 27 Hole Golf Operation.
1. Establish non-refundable Joining Fees for Golf Memberships to be used for capital
improvements to the golf courses.
2. Establish Annual Dues that cover fixed operating expenses
- Establish Daily usage fees which are competitive with quality golf courses in the region.
- Make minor, but noticeable, enhancements to the Regulation Golf Course
1. Add forward tees on several holes which have forward tee markers in fairways.
2. Enhance mowing practices by introducing fairway, intermediate rough and rough
height cuts to better define fairways. In addition, it will make the course more
playable because rough will contain balls from rolling off into wooded areas.

Year Two (January - December 2024)
e Redesign and Reconstruct the Island Golf Course property
- Create a world class 18 holes Par 3 Course
- Create a practice area inclusive of 150 yard long range and short game practice area with
greens and bunkers.

Year Three (January - December 2025)
e Redesign and reconstruct all eighteen green complexes and make minor enhancements to
existing eighteen holes layout

- Ensure proper irrigation exists to support the existing playing areas and enhancements.

- USGA greens specifications to construct new greens

- Construct bunkers with proper positioning to define the greens.

- Construct bunkers with proper drainage and lining to maintain the new sand in all bunkers.

- Laser level existing tees and regrass

- Add forward and/or back tees as deemed necessary for enhanced playability for all skill
levels.

- Add some fairway bunkers to better define landing areas and provide containment for balls
that may otherwise run off the playing areas.

Year Four (January - December 2026)
e Redesign and construct a world class practice area at the Regulation Course.



