Tel: (479) 253-9700
E-mail: DKelly@holidayisland.us

July 10, 2015
Dennis Kelly, District Manager
Holiday Island Suburban Improvement District
110 Woodsdale Drive
Holiday Island, AR 72631
RE: Review of Operations for Holiday Island Country Club
Dear Dennis:
The following letter and report comprise a summary of the National Golf Foundation’s (“NGF”)
review of the Holiday Island Suburban Improvement District’s (“District” or “HISID”) golf
program, specifically related to Holiday Island Country Club (“Holiday Island CC” or “HICC”).
The review is based on NGF market research, visits to the property, meetings with staff, Board
members and golfers, and information gathered from ongoing and custom NGF research. The
review included a strategic look at the District’s overall golf offering, with specific review of the
operation and economic potential of the 18-hole Holiday Island CC and the 9-hole Island golf
courses. NGF has considered the present physical condition of both golf courses and the
clubhouse facility at Holiday Island, the market environment in which this facility operates,
alternatives for continued operation, and concluding with NGF recommendations for maximizing
the economic potential of golf within the District.
This NGF review was managed by Richard Singer, MBA, NGF’s Director of Consulting
Services, with assistance from Ed Getherall, NGF’s Director of Operations. Our activities
conducted in preparation of this report included a visit and inspection of the subject Holiday
Island CC, review of the area market, meetings with key golf course staff, HISID Board
members and golfers, and visits to several other area golf facilities that were deemed to be
directly competitive with the subject Holiday Island CC.
This executive summary letter is presented to provide an “at-a-glance” summarization of the full
NGF review, detailing the main findings and NGF recommendations for the Holiday Island
Suburban Improvement District in the continued operation of Holiday Island CC. Additional
details and support data can be found in the full body of our report and its appendix.

OVERALL SUMMARY
Following is a brief summary of NGF findings on Holiday Island CC in April 2015. Full detail and
elaboration of these items can be found in the attached full report. Key findings include:


Holiday Island CC has the basic design features and location to be a successful
public golf course. However, as it sits today (April 2015), the course does have
several mitigating factors that prevent it from achieving its maximum economic
potential, including:
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Aging infrastructure, especially related to turf conditions and irrigation.
Lack of adequate maintenance staffing, reduced in reaction to low revenue
and the need to lower expense structure
Remote location with small proximate population and limited local golfers
support
Inconsistent operating policies over time, leaving a perception in the region
that HICC is a private, member-only club.
Declining golf market due to increased competition, reduced discretionary
incomes, aging population, and changing demographics.

The Holiday Island CC golf course(s) is deteriorating and will need new investment in
the coming two years to keep the facility at the highest level of condition and
functionality. In this report, I have recommended and detailed close to $2.0 million in
investments that would likely lead to improved facility conditions, mostly related to
the golf course playing area (irrigation, greens, turf and cart paths).
The basic operational structure in place for golf in the District appears appropriate to
NGF. Our review did not uncover any indication that the facility is being mismanaged
in any way, but the golf course is under-staffed to provide a level of high quality
maintenance. The NGF review will also show that there is no other form of operation
that would put the District in a clearly better economic position than at present,
although a full lease could be considered if HISID can find a lease partner willing to
make new investment in the property and absorb the economic risk (unlikely).
The HICC expenses cannot be reduced any further as a method to improve
economic position. Going forward, if the District is to continue to provide high quality
golf to residents inside Holiday Island and others, direct golf revenue will have to be
increased or the golf course heavily subsidized from other District revenue (mostly
Assessments). The increases in revenue are most probable in the growing area
visitor and transient markets, attracting golfers to HICC from the nearby metro areas
of Fayetteville MSA, Tulsa, OK and Branson, MO.
The District should also understand that the external golf market is not favorable for
strong economic performance of Holiday Island CC. The local market is small and
includes a limited amount of golfers. NGF has documented that successful golf
facilities have around 4,000 golfers per golf course within 10 miles. The NGF review
shows that HICC has only 400 golfers per golf course within 10 miles, only 10% of
the identified threshold. Further, the immediate local market of Holiday Island is itself
small, with only 30% of the 5,000 lots presently occupied, and these residents tend
to be aging and cutting back on golf activity.
Furthermore, most golf facility operators in this market reported a relatively low level
of rounds activity, with significant drop-off in recent years. In early 2015, there is
virtually no 18-hole golf course in this area hosting over 30,000 rounds annually, a
figure that was considered a low rounds total a decade ago. The local area market
shows a very unfavorable household / supply ratio that is less favorable to golf facility
operators, further indicating the need to stimulate more demand from both local
residents through an enhanced beginner / player development program at HICC, and
tourist/transient golfers through enhanced advertising and promotions.
Figures provided by the club show a decline of almost 32% in total rounds between
2010 and 2014. This decline has been much more severe than the golf industry as a
whole, which has seen around 10% declines in per-course golf rounds over this
period. The total top-line revenue for HICC is around $430,000, which is a decline of
7.8% in total revenue since reaching a recent peak of almost $470,000 in 2010. This
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decline is much less severe than the almost 32% decline in rounds activity noted
previously. All categories of revenue have declined, except food sales which have
increased by 23% since 2010. Compared to national and local golf industry
“standards,” the total income for HICC is well below the industry “standard” of around
$1.0 million in total gross revenue from all sources in a single year.
Total expenses to operate Holiday Island CC were around $550,000 in 2014, which
is well below the “standard” U.S. 18-hole golf course annual expense budget of
around $1.0 million. The estimated $300,000 spent on golf course maintenance in
2014 represents a figure well below golf industry standards and GCSAA standards of
$650,000 for an 18-hole public golf course. This strongly suggests the golf course is
not receiving the appropriate level of required maintenance, possibly contributing to
conditions reported to NGF by golfers and Board members in early 2015.
There is no “easy answer” for Holiday Island CC in operational structure or
alterations to the self-operation model currently in place. The District could:
 Create a concession agreement with private vendors for golf management,
pro shop, food/beverage, and/or maintenance, resulting in multiple
agreements and diverging private interests.
 Hire a management company to run Holiday Island CC for a guaranteed fee
paid to the management firm of between $50,000 and $100,000. The private
company would then have to improve revenue and/or reduce expense by that
amount just to retain the present position.
 Seek a Lease of the property outright to a private firm in exchange for a fixed
annual lease payment, ceding full control of the operation. However, the
District should understand that the trends in public agency golf in 2015 reflect
a declining number of qualified vendors willing to pay a fixed annual lease, in
addition to capital investment
 Continue to Self-Operate the facilities directly, with some modifications to
improve performance. Still, the likelihood for the District is continued
absorption of annual economic loss, and commitment to complete expensive
capital costs to fund needed improvements.

RECOMMENDED COURSE OF ACTION
The NGF recommendation to the Holiday Island Suburban Improvement District for Holiday
Island CC is three-fold: (1) continue to self-operate HICC, with some modifications to staff and
policy; (2) invest in improvements to Holiday Island CC; and (3) enhance the overall marketing
and promotion of Holiday Island CC, specifically targeting non-residents and tourists, reaching
as far as Fayetteville, Branson, Springfield and Tulsa.

Basic Oversight and Structure
The NGF team is recommending that the Holiday Island Suburban Improvement District
continue to operate HICC directly through its present form of self-operation, but with some
modifications. The modifications recommended by NGF are more programmatic than structural,
but do require a firm commitment to the chosen policy going forward (i.e. can’t change as Board
make-up changes). The key modifications to the HICC operation oversight include:


Firmly establish a public-available operating posture, with emphasis on members
and HI residents, but an openness to non-members and non-residents.



Improve facility marketing, focusing on non-residents and tourists to the area, both in
golf and banquet marketing.
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Increase the 18-hole golf course maintenance staff by at least one FTE.



Begin planning for the funding of needed capital improvements.



Consider making the 9-hole inclusive for residents. This program would be consistent
with the original developer ideals and could help to enhance play from beginners and
less-skilled players who could “graduate” up to the 18-hole course.

Physical Improvements
In addition to the basic recommendation described above, some changes in the physical plant
at Holiday Island CC will also be necessary and are documented in this report. Some of the
infrastructure is declining and losing its appeal to golfers, especially related to the quality of the
turf, the greens, cart paths and irrigation system. An improved clubhouse at HICC will help to
make this facility the most premier public golf course in the area, adding significantly to its ability
to attract larger (and more lucrative) events, outings and tournaments. While the total estimated
cost of these improvements is high (approximately $2.0 million), the improvements to the facility
should improve operational efficiencies and allow for improvement in rounds and revenue.

Operational Recommendations
NGF has also prepared a list of additional recommendations that should be helpful in growing
Holiday Island CC business and lowering expenses. These recommendations are based on the
lead consultant’s experience and expertise and stem from a limited review of the operation and
facilities. We also recognize that many of these items are already being enacted. Our
recommendations include improvements to marketing, enhancement of electronic capabilities
(website, email, etc.), improved branding, enhanced programming (tournaments, outings, and
leagues), improved signage, enhanced player development programs, and an increased
emphasis on improving female golf participation.

CASH FLOW RESULTS
The NGF has prepared an estimate of HICC’s performance at various rounds played totals
(worst case, ‘as-is,’ modest growth, and best case), assuming actual 2014 inputs for revenues
and expenses. The analysis shows that HICC does not cover all obligations, even with rounds
as high as 28,000 (best case = 79% increase). With rounds totals in excess of 30,000 (2x
current) the facility can cover its basic on-site expenses and possibly earn a small profit that can
be saved for future upgrades.
The result of this review shows that HICC needs to generate a level of rounds activity that is
probably higher than a realistic best case performance in order to meet its basic obligations to
the District. In short, this golf operation may have to generate a rounds total that is beyond its
reasonable expectation in order to cover all expenses. Also, the NGF estimates assume the
current (2014) average revenue per round of about $28 per round, which could be increased in
the coming years with some facility improvement combined with modest user fee increases.

SUMMARY
Holiday Island Country Club is a good quality golf facility that is an appropriate fit for the Holiday
Island Community. NGF Consulting recognizes the fiscal challenges faced by the HISID Board
in the Holiday Island CC operation and reminds the District that these challenges are common
in the golf facility industry in 2015 and not at all unique to Holiday Island. As the District moves
forward in creating a new plan for Holiday Island CC, understanding that the level of rounds
activity needed to meet all facility obligations AND make needed physical upgrades is not likely
to be achieved in the near future, and this rounds level is not being achieved by other area
public golf courses. As such, it is clearly in the best interest of both the District and its golf
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course management team to do all it can to enhance the facility and attract the highest volume
of activity that can be achieved, much of which will have to come from outside the Holiday
Island community. As such, a key focus for the facility going forward will have to be attracting
both local area residents and tourists, as well as attracting golf activity from the broader region
that includes Fayetteville, Branson, Springfield and Tulsa.
Dennis, I very much appreciate your confidence in the National Golf Foundation and its
consulting services, and I have enjoyed the opportunity to be a part of your planning for Holiday
Island CC. I am hopeful that the information and recommendations I have provided will assist
you and District officials in your upcoming decisions on this golf property. I am happy to talk with
you or any other District staff or Council member to discuss our report, or other matters related
to golf facility operations or market/industry trends. I look forward to your questions and I hope
you enjoy reading our consulting report.
In summary, our findings are that Holiday Island is operating a good quality golf course facility in
a generally rural location with a limited customer base to support operations. The course is
earning total revenue (including activity cards) of under $450,000, which is less than half the
“standard” of about $1.0 million in revenue for U.S. 18-hiole golf courses. As a result, the District
has worked hard to reduce expenses in the operation to match the low revenue, but this has in
part contributed to the maintenance condition of the facility showing that the District cannot “cut
its way to economic success.” In review of this golf facility, NGF found five key specific areas
that we feel are the most significant items to be addressed by HISID and HICC in an effort to
improve performance. These items include:
1.
2.
3.
4.
5.
6.

Commit to a semi-private structure with renewed focus on attracting non-local golfers
Enhance marketing, especially related to technology (internet, email, social, etc.)
Improve the physical condition of the property with additional maintenance staff
Complete the physical upgrades needed, focusing on turf quality as highest priority
Implement player development activities that appeal to attracting new golfers
Make slight increase adjustment in playing fees bringing the Activity card average
discount to around 20% from peak green fees, and commit to a program of annual
fee adjustments to account for increasing maintenance costs.

In review of the Holiday Island Country Club, NGF Consulting finds that action on these
above items should lead to improved economic performance of the facility. Assuming it
is in the best interest of The Holiday Island Suburban Improvement District for the golf
course to remain viable, it is expected that these items will provide some economic relief
to the District and the golf course’s performance.
Sincerely,

Richard B. Singer
Director of Consulting Services
rsinger@ngf.org
561.354.1642
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Introduction
PURPOSE
NGF Consulting was retained by the Holiday Island Suburban Improvement District (“HISID” or
“District”) to assist in evaluating the current condition and future market potential of the Districtowned Holiday Island Country Club (“Holiday Island CC” or “HICC”). The District is considering
options for the future of this facility and seeking to better understand the realistic economic
potential of the country club given market and site realities. The results of this market and facility
analysis will be used to help determine the appropriate course of action.

BACKGROUND
Holiday Island CC is a centerpiece amenity to the large Holiday Island community in Northwest
Arkansas. Holiday Island was originally developed in the early 1970s as a primary and second
home community with 5,000+ lots, of which about 1,500-1,800 are developed as of March 2015.
The overall amenity package within the Holiday Island community includes the 18-hole golf
course and country club, a 9-hole golf course, lake, marina, campground, recreational complex
(pool, tennis, fitness), vacation rentals and meeting facilities. The golf courses include a full 18hole, regulation-length golf course and clubhouse and a second, smaller 9-hole executive golf
course (par-30). The facility is now owned and operated by the Holiday Island Suburban
Improvement District as an amenity to the community, with all direct golf revenues used to
support golf facility expenses.
Under consideration for this report are the present condition of Holiday Island Country Club and
the status of the greater Holiday Island / Northwest Arkansas area public golf market. The
purpose of this market and facility analysis is to provide the District and club with an evaluation
of the local golf market and an estimate of the overall economic potential of Holiday Island CC
as a District-owned golf course.
The key issues evaluated in this report include:






Status of the local golf market.
The present condition of Holiday Island Country Club and requirements for improving
the facility to its optimal level.
Economic potential of Holiday Island Country Club given its current status and
market environment.
Defining the optimal operating structure for the facility (District employees, contracts,
leases, management agreement, etc.).
The realistic net revenue potential of the District golf facility and estimate of what, if
any, District subsidy may be required for continued operation.

Field activities conducted in completion of this consultant’s report included meetings with key
District staff, golf course staff, user groups and clubs, interested residents and HISID
Commission members. In addition, the NGF completed an on-site tour of facilities (albeit while
covered in snow), collection of materials to aid in the understanding of the area golf market,
visits to several of the area’s competing public golf facility operations, and review of other
materials and records related to HISID and the Holiday Island CC.
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Subject Facility – Holiday Island
Country Club
The subject property is Holiday Island Country Club, a two-golf-course (18 holes + 9 holes)
amenity to the Holiday Island community located in northwest Arkansas, five miles north of
Eureka Springs and about one hour from Branson, Missouri. The facility is part of the Holiday
Island Suburban Improvement District, and operated by the District for the residents of the
Holiday Island community. Holiday Island CC is operated as an affordable, high-quality semiprivate golf facility that serves year-round and seasonal residents of Holiday Island, as well as
others for use on a daily fee basis. The country club was originally developed as a key amenity
to the Holiday Island community, with an unlimited, lifetime use of the golf course included in the
purchase of a lot. The Holiday Island community is proposed to include upwards of 5,000 lots,
although as of March 2015 there are approximately 1,500 developed lots within the community.

SITE OVERVIEW
Holiday Island Country Club is located at the edge of the 53,000-acre Table Rock Lake, with a
main entrance into the development along Arkansas Highway 23, about 1.3 miles east of the
intersection with Highway 187 and about 5.7 miles north of the intersection with U.S. Highway
62 (Van Buren St in Eureka Springs). The golf course and country club amenities are fully within
the Holiday Island community, which also includes a lake, marina, campground, vacation rentals
and meeting spaces. The location of Holiday Island is generally rural, with Eureka Springs as
the only significant population base within 15 miles in any direction. Other regional metropolitan
areas of note include the Bentonville / Rogers market about 25 miles to the west (45-50 minute
drive time), Branson 30 miles northeast (1 hour drive time) and Springfield, MO 55 miles north
(2 hour drive time).
The two golf courses are split with the primary 18-hole golf course and country club about ¼
mile to the main Holiday Island entrance at Highway 23, and the second 9-hole “Island” course
located about 3.5 miles inside the community. Although the Holiday Island community includes
a large capacity of available lots, the two golf courses tend to be bounded by residential
elements throughout the layout, as the premier lots on the golf course(s) tend to be developed.
Although not local to large populations, access to the main country club is generally convenient
via Highway 23 via connection with Highway 187 or Highway 62 through Eureka Springs.
Entrance to the main club and parking is proximate to the community entrance and located
along the main Holiday Island community drive (Holiday Island Dr).

Site Positives




Location: The positive aspect of the Holiday Island location is the lack of adjacent
large-scale development, and the feel of a more rural, country-type environment.
Access: The golf course facility is convenient for locals and those within the Holiday
Island community.
Aesthetics: The generally rural and open nature of Holiday Island allows for high
quality aesthetics on the golf course with abundant natural foliage, wildlife and
pleasant views. The course includes a wide variety of elevation changes, adding to
both the aesthetics and the challenge of the golf course.
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Site Negatives










Market: Holiday Island is not proximate to large population centers, and thus the
course is not close to large numbers of golfers. As a result, this facility will always
have challenges to attract adequate play, either from within the Holiday Island
community or from a wider geographic area as a “destination” golf attraction.
Roadway Infrastructure: The primary roadways in the area are smaller, rural roads
with lower speed limits. This has a tendency to reduce the overall market draw for
the facility making for a longer drive for non-local golfers.
Maintenance Facility: The maintenance facility serving the Holiday Island CC is
located directly on the main community roadway, right across Holiday Island Dr. from
the golf clubhouse and fully visible for traffic coming in both directions.
Driving Range: The original configuration of the property did not include room for a
driving range. When a range was added by the club in later years after development,
it was located in an area not proximate or immediately convenient to the clubhouse
or first golf hole, and thus requires a cart to access.
Homes on Course: The homes inside the Holiday Island community are very close
to the golf playing area in several locations on both golf courses. This will often
create instances where golf and homes can come into direct contact and must be
actively managed.

Aerial View - 18-Hole Course

Google Earth image showing the 18-H Course and the Holiday Island CC clubhouse and immediate surrounding elements.
The course is immediately proximate to the community entrance on Highway 23 and convenient for the small commercial
area. The tight configuration shows the limited residential development, almost all of which is immediately proximate to the
golf course itself. The course has a traditional layout with the 1st, 9th, 10th and 18th holes located close to the clubhouse.
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Aerial View - 9-Hole Course

Google Earth image showing the 9-H course on the “island,” with other community-based recreation activities such as the
pool, tennis and other courts for residential use. Given this location and mix of amenities offered, the community may find
that the smaller 9-hole golf operation could be included as part of the community HOA dues (more later in this report).

INVENTORY OF FACILITIES – HOLIDAY ISLAND COUNTRY CLUB
The Holiday Island Country Club includes the following elements:







18-Hole regulation par-71 (par-72 for ladies) golf course.
9-hole “executive-length” par-30 golf course (six par 3’s and three par 4’s).
10,400 square foot (sf) clubhouse on two levels
Separate modular cart storage facilities for both club and private carts
16,000 sf maintenance compound with equipment storage and maintenance offices
Hillside driving range with 8-10 permanent hitting stations

The above mix of elements offers a good variety for a public golf course, allowing for appeal to
all segments of golfers from beginners to seasoned players. The 18-hole course dates back to
the 1970s and was designed to be a “player-friendly” golf course with generally shorter length
and mid-sized greens. The shorter, 9-Hole “Island” Course offers a more “beginner-friendly” golf
design that is less expensive and is popular with less-skilled golfers and walkers. HISID could
consider overlaying a par-3 course onto the 9-hole course with shorter tees to induce greater
use. Holiday Island Country Club was not originally developed with a driving range, and one
was added in the early 2000s, although the location down a hill and away from the clubhouse
makes it difficult for walking players to use.
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18-Hole Course
The NGF team has identified the following key elements for consideration on the Championship
18-hole golf course at Holiday Island Country Club:


The 18-Hole Course at Holiday Island was designed in by John Allen, a lesserknown golf designer with few other golf designs. The design was intended to
maximize the real estate potential of Holiday Island with ideal golf frontage home
sites. The course was developed in parts, with an initial nine holes (front) developed
in 1972, followed later by the second nine holes (1973), with all open in 1974.



The course has golf design features and conditions that are typically associated with
high quality golf, capable of commanding at or above median market rates. The
course has attractive and challenging features that make it desirable for golfers.



The golf course has some topography, utilizing the natural hillsides of the Holiday
Island development. The course has limited challenge features with water in play on
only two holes and a total of 35 sand bunkers on the course. The real defense of the
HICC 18-hole golf course is the generally narrow hole-corridors and homes on the
golf course, with some tree-lined golf holes.



The Holiday Island CC 18-hole golf course plays 6,059 yards from its longest tee and
to a par of 71. A total of four tees are on the course, allowing for play from 6,059
yards to 4,124 yards from the most forward tee. The course has a USGA slope rating
of 120 from its Blue tee, which represents that the golf course is approximately 8%
“harder” than the standard slope of 111. The other shorter-length tees are also only
slightly above (or close to) the “standard” for difficulty, meaning that the 18-Hole
course at Holiday Island is considered to be appropriate for the average player. The
overall mix appears good, in that the course is not too difficult for the average player,
but has features and length to be appropriate for more serious players and even
some competitive events, such as the Arkansas State High School tournament
(scheduled for HICC in 2015).



The 18-Hole Course has several road crossings and there are also two bridges. The
course does include 100% coverage with asphalt cart paths, a feature that is
desirable for achieving a maximum volume of rounds.



The 18-Hole course possesses excellent drainage, a feature that can help to achieve
the maximum rounds of golf. The high elevation of much of the property and sloping
terrain allows for very good drainage in almost all areas of the golf course.



Although the layout and design of holes is positive for the 18-Hole course at HICC,
the golf course is more than 40 years old, and the District should expect that
upgrades will be needed in the near future. Key upgrades that are likely to be
required in the coming years are noted by NGF later in this section.



NGF was told there is considerable non-golf use of the property by residents of the
Holiday Island community. This was observed by the NGF consultant personally in
the February 2015 inspection. As this use tends to interfere directly with golf play,
there may be some risk of incidents and/or injury to these residents.



Staff, golfers and others reported to NGF that the HICC lacks certain “niceties” that
are common at good quality golf courses. It was reported that golf course signs and
markers are inaccurate, golf holes (cups) are raised too high, yardage markers are
not complete and water stations need improvement.
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Golf Course Condition Issues
The NGF review of property documented the following key areas of facility condition. We note
that the NGF review occurred during a period of snow cover on the property, so much of our
physical review is based on our conversations with golf maintenance staff, review of records
and viewing photographs.










Greens: The greens are original “push up” greens with Penncross Bentgrass. Total
greens surface is approximately 100,000 sf, or around 5,500 sf per green, which is
average size. The greens are all original from early 1970s making them about 40+
years old. Well-built, USGA golf course greens typically have an expected lifespan of
about 15-30 years, indicating that the “push up” HICC greens are well past their
expected useful life. The greens are reported to function (roll) well, but have shown
Bermuda contamination, some disease (Pythium, Fairy Ring), and tree/roots
proximate to greens that will all need to be addressed in the near future.
Tees: The tees on the course are reported to have some problems in size and
leveling, particularly on the par-3 holes. There is also a need to improve and./or
expand some of the most forward tee boxes to provide a high quality feel for the
shorter course (commonly associated as a “ladies” course).
Bunkers: The course has 35 bunkers. Golfers report that the sand in the bunkers is
very thin and the bunkers are not lined. As a result bunkers are not in good condition
and lack appeal for golfers who find the challenge to be “unfair” for the play of golf.
Fairways: The fairways are reported to be a concern due to limited soil and a rocky
subsurface. As a result, staff and golfers report a “thin” fairway surface and golfers
will feel a need to play a “preferred lie” game (moving ball to a better lie). It was also
reported that players at HICC do not do a great job of refilling divots, and most of the
private carts do not have a divot refill system in place. Staff also reports fairway
conditions may be attributed to the small staff size (more later in this chapter), in
addition to the soil and subsurface rocks.
Cart Paths: Paths are older asphalt surface and are not reported to be in good
shape. A key problem with the paths is the root invasion and inadequate asphalt
thickness. A good quality cart path system can help improve rounds of golf by
allowing carts out on the golf course even when there are concerns about turf. NGF
research has shown that some golfers will not play golf if carts are not allowed on the
course, thus a good cart path system will help the course with more playable days,
even when other conditions are problematic.

Irrigation / Water
 The sources for irrigation, at HICC, are wells on the property that can produce up to
30,000 gallons per day. The newest well was added in 2003-04. Staff reports that
inspections have shown the water quality to be good with no issues or concerns.
 Much of the irrigation system at HICC is original from 1973. Some of the systems
have been upgraded to be more automated (1984), including motor controls in 20032004. The new 150 hp pump was installed in 2013 and is in good condition.
 The irrigation pipes are definitely breaking and coming apart, mostly due to sinking
and subsurface rocks. There is at least one leak per week. Not only is this an added
expense, but it is very time consuming, which is problematic given the small
maintenance staff.
 There is no irrigation in the roughs. This mostly affects the aesthetics of the course,
but can also affect play in the summer.
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9-Hole “Island” Course
The 9-Hole Course at Holiday Island offers a very appealing low-fee golf experience on nine
shorter and easier golf holes with fewer hazards. However, this course has not seen much in
capital investment in the last 20+ years. The NGF consultant has identified the following key
elements for consideration on the 9-Hole “Island” course:


The 9-Hole course is located on the Island portion of the Holiday Island community.
The Island course has its own separate clubhouse that functions jointly as a golf
clubhouse and community recreation center, with pool, tennis, other courts and
indoor activities (games, puzzles, books, etc.).



The 9-hole Island course is classified as “executive” by the golf industry. The course
measures 1,832 yards from its longest tee and includes six par-3 holes and three
par-4 holes. The layout is generally open, with limited tree cover inside the property.
Water is in play on two holes and there are six sand bunkers.



The course has golf design features that make it appealing to mostly beginner and/or
other less-skilled golfer segments, especially senior citizens. This golf course
features a layout and conditions that are typically associated with a golf course
expected to command very low playing fees.



The course was in generally acceptable condition, but it is clear that this course is
lower priority for the golf operations. This is probably appropriate given the
operational structure and low revenue potential of the 9-hole course.

Main HICC Clubhouse Review
The support structures at HICC include the approximately 10,400 sf clubhouse facility on two
levels. The structure dates back to 1974 and is showing its age in several key areas. However,
all elements appear to be fully functional with no urgent problems reported to NGF. NGF
recommends that upgrades be completed to the golf course (turf, cart paths and irrigation) in
higher priority to the clubhouse. At the time of the NGF review, a program to fully upgrade the
ballroom section of the clubhouse was underway, with completion reported in April of 2015. This
upgrade will be important in developing additional non-golf revenue in the area of banquets,
parties and weddings. Key issues on each key clubhouse functional area include:


Upper Level Clubhouse – The space includes the golf pro shop, pro office,
clubhouse lounge and kitchen, as well as the adjacent ballroom. Key features:


The pro shop has about 1,300 sf of space with a small inventory of items for
sale. The club reported an average of about $63,000 per year in merchandise
sales, or about $48.50 per sf in sales (close to industry average), although
this has declined in the last five years (more later in this chapter). The pro
shop location is good, with proximity to the main entrance and lounge areas,
but has limited visibility to control key golf areas such as the 1st, 9th, 10th and
18th holes, the cart staging area and the driving range.



The Clubhouse Lounge and Kitchen include about 900 sf and has seating
for up to 45 or 50 patrons under air, plus additional 40-45 patrons under an
adjacent covered outdoor pavilion. The kitchen is limited, but functional with
no urgent equipment needs. The club is reporting upwards of $80,000+ in
food and beverage revenue in 2014 (more later in this chapter).
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The upper level also includes restrooms and the pro’s office, as well as some
storage for merchandise and F & B.



Ballroom Area – The HICC also include an adjacent 3,200 sf ballroom with a
separate kitchen / prep area, restrooms and a seating capacity of up to 250 patrons.
This area of the clubhouse was under upgrade at the time of the NGF inspection,
with carpet, HVAC, lighting and the entrance foyer all being improved. This setup is
ideal for a public golf course and can help maximize F & B revenue with increased
appeal for both golf events (tournaments) and non-golf activity such as weddings,
parties, banquets, etc. Additional expansion with an outdoor deck is also proposed to
increase outdoor space overlooking the golf course.



Lower Level Clubhouse - The lower level of the HICC Clubhouse includes a 1,200
sf meeting room and additional small (300 sf) kitchen and lounge. This area was the
original pro shop with proximity and visibility to the cart staging area. Today, this area
is used primarily for club activities and scoring, as well as small meeting rooms. The
area could be upgraded in the future to add to the function capacity at HICC, or even
be used as corporate rooms to attract small conferences and meetings.

Driving Range
The driving range could be an outstanding feature at HICC. It is cut into a hillside and has a nice
visual, with permanent wooden tee stations and dividers, along with a small covered deck
(waiting) area. The range is a recent addition to the facility, having been developed in the last 10
years with some assistance from the Men’s Golf Association (HIMGA). The range is short, only
about 210 yards to the back, but has the potential to be longer. As many golfers with modern
equipment can hit well over 300 yards, adding length would be advisable. There are no target
greens and no markers on the tee indicating yardages.

Other Structures
Maintenance Compound
Structurally, the maintenance buildings and compound do not appear to be an issue for the
HICC. However, the maintenance compound is located in full view and along the main road into
the Holiday Island community. As the location is fixed, the District can think about ways to
beautify and shield the maintenance compound with vegetation and other landscaping. Staff
reported that maintenance equipment was in good working order and storage space was
adequate. This space appeared to be well organized and efficient.
Cart Barns
HICC has several separate structures to provide for storage of carts, all of which are located
proximate to the clubhouse. HICC is storing both carts leased by the club and those owned
privately and stored at the club. The largest of the storage structures is about 2,700 sf and
houses the club’s gasoline-powered carts. The other storage buildings hold a mix of gas and
electric powered private carts. In general, HICC is best set up for gas-powered carts due to the
storage facilities in place and the terrain of the golf course.
Pavilion
The pavilion is located on the northwest side of the clubhouse, adjacent to the clubhouse lounge
area. It is large enough to seat 50+/- people, which when combined with the indoor / adjacent
lounge, is adequate for most golf events. When compared to the tournament facilities at other
area golf courses, the pavilion is a key advantage in attracting golf events and tournaments.
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REVIEW OF GOLF OPERATIONS
As noted, Holiday Island Country Club opened in 1974 as the signature amenity to the new
Holiday Island community, with some 5,000 home sites to be developed. The course was
originally developed to be a private country club, with golf privileges to be included with the
purchase of a lot. This program had changed over the years and by the mid-2000s, the club was
operating as a semi-private golf and country club for use by Holiday Island residents and other
daily fee users on a space available basis. In 1984 the additional 9-hole “Island” course was
opened as part of a program to add other recreation amenities (pool, tennis, activities).

Organizational Structure
Holiday Island CC is operated directly by HISID under the direction of the District manager, who
oversees the golf professional and superintendent. The basic structure of the golf operation is
similar to a municipal golf course, with HISID having a 5-member Board of Commissioners
(“Board”) and a Chairman. The Board is an oversight body elected by Holiday Island property
owners. This Board is able to set policy at the golf courses, but is not involved in the day-to-day
on-site operation. The District conducts a comprehensive audit of all divisions (including golf)
each year by the firm Beall Barclay & Company. It was reported to NGF that the fundamental
operating policy has been inconsistent, switching between member-only course access and a
more semi-private, or daily fee approach. At the time of the NGF review, HICC was operating in
a full semi-private fashion with increased focus on attracting non-member play and revenue.

HICC Oversight and Staffing
All staff at the facility is employed directly by HISID, with a full-time Golf Professional, Golf
Superintendent and other full-time and part-time staff. The two key managers of HICC include:




Golf Professional/Manager: The HICC Golf Pro is responsible for pro shop
operation, driving range, lounge, building maintenance, marketing and advertising.
This individual is a long-term HISID employee with compensation based on salary +
bonus/commission based on merchandise sales over a defined threshold. Golf pro
possesses the key industry designation of Class A-1 PGA certification for 24 years.
Superintendent: Maintenance for HICC is overseen by the GCSAA Class-A golf
superintendent, an individual with 36 years golf maintenance experience and is the
President of the Arkansas Turf Assoc.

The basic staffing for HICC includes the positions shown in the table below. Full-time (FT)
positions include full-time positions with salary and benefits. Some part-time positions may
involve more than 40 hours per week, but are without benefits. Several key positions include
individuals with HICC employment that extends back several years. The NGF estimates a
comparative total of 12.75 full-time equivalent (FTE) positions in HICC staffing:
Golf Maintenance Positions
Golf Superintendent (FT)
Mechanic (FT)
Skilled Laborer (2 - FT)
Seasonal labor (3 – PT)
9-Hole Course
Skilled laborer (1 – FT)

Pro Shop / Operations Positions
Golf Professional / Manager (FT)
Cashiers / Assistants (5 - PT)
Carts + Maint. (3 - PT)
Driving Range (2 – PT)
F & B / Cooks (3 - PT)
Cashier / Asst. (1-PT)
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Staffing Summary
The staffing at HICC appears to be lower than the “typical” public golf course in the U.S. 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, not the least of which is budget considerations. Personnel costs typically represent the
largest single expense item in a golf course operation, as is the case for HICC. The NGF data
on public golf operations in 2014 show averages for full-time staffing at 18-hole public golf
courses nationwide (table below). This level of staffing represents a reduction from 2009 figures
as a result of declining income and the need to reduce expense. As a result, many golf
operations around the country are operating with very lean staff. Based on the NGF review of
HICC staffing, and in comparison to golf industry norms, it appears that Holiday Island CC is
operating with a staff that is barely sufficient to sustain operations at a high level.
U.S. Averages
Distribution of Staffing – Full-Time Equivalents (Year-Round)
Total
U.S.
HICC in
2015*

Avg.**

Daily Fee Golf Courses
by season length
10-12
mos.**

<10 mos.**

Municipal Golf Courses
by season length
10-12
mos.**

<10 mos.**

Golf Maintenance Staff

5.25

10.0

9.5

7.0

10.5

9.0

Pro Shop Staff

5.25

6.5

6.0

5.0

7.5

5.5

Clubhouse Staff (F&B)

2.25

3.0

3.0

2.0

2.0

2.5

12.75

19.5

18.5

14.0

20.0

17.0

Total

Source: NGF. *18-hole course only. ** Includes average per 18 holes and is based on combination of PT and FT.

Golf Maintenance Staffing & Practices
The HICC golf course is maintained by a staff of four full-time employees and two additional
part-time / seasonal workers. The structure includes positions commonly associated with
maintaining golf courses at a high level, although the staff is very small in number. As a result,
several key maintenance practices are reduced and/or eliminated (i.e. aerations or applications)
so as to meet a defined budget. In short, it appears that HICC is being maintained to match
budget, as opposed to golf course needs. Key observations about maintenance practices:








The total budget for maintaining the 18-hole golf course was just under $300,000 in
2014, or less than one-half of the NGF industry “standard” of $650,000 for an 18-hole
public golf course. In addition, the NGF standard shows total labor costs to be at or
near 50% of total golf maintenance in healthy golf operations, while HICC shows
labor as 72% of the maintenance budget.
NGF observed a small maintenance staff, leading to limited resources to complete
projects such as disease maintenance, irrigation breaks and bunker repairs. HICC
presently has a high reliance on volunteers to help with simple maintenance tasks.
HICC is buying application chemicals in bulk to save on cost, and as a result some
excess chemicals are being stored at the club. This is an appropriate practice and is
not a cause for concern from NGF.
There are issues concerning the physical condition of the golf courses that will need
to be addressed (more in next section of this report). It is the preliminary opinion of
the NGF that much of the problems observed at this facility are more related to the
limited maintenance budget for the entire facility.
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Technology and Systems
HICC is presently using the IBS System for Point-of-Sale (POS) and tee time reservations. This
system connects directly to the District office and both courses. The system is primarily a
membership-based system that has been modified to meet the specific needs of HICC. The cost
for the system is divided between the district and HICC. This review of the POS and other
technology systems at HICC shows the club is active in its use of technology, but improvements
could be beneficial. More comprehensive use of the efficient systems already in place with IBS
will help HICC understand its business better with improved reporting and sales data, while also
providing assistance in marketing and customer tracking (more in recommendations section):





Loyalty program modules
Customer database segmentation through enhanced reporting
Direct email-to-the-consumer marketing and integration with social media
Web site remodeling to become the central focus of the golf marketing

Marketing
Review of the HICC budget history shows no money allocated for marketing. Staff reports that
all marketing is handled directly by HISID, which includes marketing of all amenities within
Holiday Island community, including golf and other services (marina, recreation, golf, banquets,
lodging, etc.). Traditionally, NGF Consulting recommends marketing budgets for golf courses of
at least 1% of total gross facility revenue, or roughly $3,000 for HICC in 2014. A review of the
HISID’s marketing initiatives and materials show strong efforts to draw activity to Holiday Island,
through print, news, web and other efforts.
The HICC Golf Course has a much wider potential market draw than a “typical” public /
community golf course, since the facility has a local market, a seasonal market, and a tourist
market. In 2015, NGF noted the absence of a true “marketing plan” to define a strategy,
establish goals and define specific activities. The key areas of focus for increasing activity and
revenue at the HICC include:


Internet – There is no doubt that the Internet is the most cost-effective form of
advertising outside of word-of-mouth. There are multiple websites supporting HICC,
making for some confusion and lack of general ease in finding the appropriate site:
 The site www.holidayisland.us is the primary website for the Holiday Island
community and all its real estate, lodging, meeting, community and golf
activity. There is a dedicated golf page that includes many key pieces
typically associated with successful golf websites, such as directions to the
course, information on rates and availability, pictures, scorecard, course
video and a calendar of events. Golfers and Board members expressed
concerns to NGF that information on the website was not current, although
the NGF review did not uncover this deficiency. The golf site is not so easy to
find and does not include a module for on-line booking of tee times (key for
increased sales in 2015).


The website www.holidayisland.com is primarily a real estate site designed to
promote lot (or home) sales in the community. This site has limited
information about the golf course and is not directly linked to the appropriate
golf course site.
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Holiday Island Sales Activities – HISID is active in trying to promote Holiday Island
as a community, and in conjunction with the real estate office. Activities are designed
to promote lot and home sales in the community and to promote the numerous
activities in HISID, including golf.



Promotional Materials – HISID produces a large volume of printed promotional
materials to advertise the Holiday Island community and its activities. These are
typically fold-out pieces about the community or activity guides that can be easily
distributed around the area and in hotel or visitor racks. However, these pieces did
not appear to be heavily distributed outside the community or sales office, and are
not designed to “stand out” in a crowd of other brochures.



Print – HISID does print advertising in several local publications, including:
 Eureka Springs Visitors Guide – Holiday Island is listed under activities and
lodging, plus there is a separate ad for golf and a full-page ad for the
community.







Eureka Springs Wedding Guide – full page ad promoting the ballroom and
wedding space.



Lovely County visitors Guide – half-page ad about the HI community, real
estate and activities.



Eureka Springs Fun Guide - half-page ad about the HI community, real
estate and activities.

Specials – HICC is active in promoting discount specials, both on the website and in
printed materials. This includes couponing ($5 off coupon), range specials, one-week
unlimited plan and 9-hole course specials.
Other Activities – Staff reported to NGF a desire for other marketing activities,
some of which may require additional budget. Other ideas such as joint promotions
(credit cards, other discount programs, cable TV, etc.) are considered.

HISID does not have a formal marketing department. Much of the marketing of HICC falls to the
Golf Professional / Manager, and included efforts to advertise in local papers, radio, printed
materials, trade shows and some TV spots. HISID does have a formal District-wide marketing
plan that employs some of the same basic strategies. As so much of the successful marketing in
2015 and the near future is about technology, it does seem that this facility will need better
tools, in addition to appropriate staff and HISID commitment to improve the marketing reach of
the Holiday Island CC.

Golf Playing Fees
HICC offers options for playing fees, with basic division between daily golf playing fees and
annual, pre-paid green fee arrangements (Activity Cards). Fees are then further divided
between property owners (PO) and non-property owners (NPO). There are several categories of
fees for all the different fee classes, such as 18-hole green fees, 9-hole green fees, activity
cards, daily cart fees, cart passes and private cart storage. In 2015, the highest peak daily NPO
green + cart fee is $47. NGF review of the recent fee history at HICC shows very little change in
fees since 2010, with most changes coming in cart storage fees and 2015 increases in Activity
card fees.
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Holiday Island CC
2015 Rate Chart

Rates
Property Owner Golf Rates

18 Hole Golf Course
18
9 Holes
Holes
walking
walking
$10.00
$15.00

9 Hole w/
cart
$18.00

18 Holes
w/cart
$28.00
$34.00

Property Owner Guest Golf Rates

$16.00

$21.00

$24.00

Non-Property Owner Golf Rates

$19.50

$34.00

$27.50

Twilight w/cart

$47.00
$29.00

Rates
Property Owner Golf Rates

9 Hole Golf Course
18
9 Holes
Holes
walking
walking
$8.00
$12.00

9 Hole w/
cart
$12.00

18 Holes
w/cart
$18.00

Property Owner Guest Golf Rates

$10.00

$14.00

$17.00

$24.00

Non-Property Owner Golf Rates

$12.00

$19.00

$19.00

$29.00

Activity Cards Rates
Property Owner
Rates

Individual

Individual

Family

$575

$500

$770

$500

$765

$760

$1,155

$525

$825

$865

$1,365

9 Hole

$375

18 Hole
Both

Rates

Daily Cart Fees
Property Owner
Yearly
Daily

Trail Fee
Rider Fee 9
Rider Fee 18

$140
$45

Yearly Rider Both

$70

Rates
Yearly Rates
Monthly Rates
Weekly
Daily
50 Count Balls
25 Count Balls

Family

Non-Property Owner

$10
$3
$5

$150
$45

$12
$3
N/A

$70

Driving Range
Property Owner
Individual
Family
$125.00
$25.00
$12.50
$9.00
$4.00
$2.00

Non-Property Owner
Yearly
Daily

$200.00
$40.00

Non-Property Owner
Individual
Family
$150.00
$30.00
$15.00
$12.00
$5.00
$3.00

$250.00
$50.00
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Cart Lease Rates
Property Owner
Individual
Family

Rates
9 Hole
18 Hole
Both
League 9
League 18

$250
$450
$475
$100
$150

$400
$600
$635

Electric
Gas

$285
$220

$300
$475
$500

$450
$650
$685
$125
$175

Cart Storage
Property Owner
Yearly
Monthly

Rates

Non-Property Owner
Individual
Family

$57
$44

Non-Property Owner
Yearly
Monthly
$300
$250

$60
$50

Activity Cards
HICC offers an annual program (“membership”) that entitles holders to reduced rates on a perround basis. The Activity Cards are available for an individual or family, and for property owners
or non-property owners. These Activity Cards have been very popular with players as a means
of providing inexpensive golf on an annual basis. As the data will show, the HICC generates the
majority (67%) of play from members or AGF players, although the number of AGF members
has declined. Still, property owners can play unlimited golf on the 18-hole course for as little as
$500 per year (plus cart in addition), which may be low for the value received.
Records show 359 cards were in place in 2010, falling to only 251 cards at the end of 2014. The
NGF has estimated that the total average Activity Card revenue per round was $10.15 in 2014,
compared to the daily walking green fee of $15.00 (PO). This represents a discount of 32%,
which is slightly higher than the NGF accepted standard of 20% to 25% discount for advance
fee programs. The resulting rounds and activity from these cards is summarized below:
Holiday Island CC
Activity Card Analysis
Activity Cards in Place
Total Activity Card Rounds
Rounds per Cardholder
Total Activity Card Revenue
Revenue per Card
Revenue per Round

2010
359

2011
360

2012
295

2013
278

2014
251

Average
309

15,308

13,716

13,829

10,322

10,031

12,641

42.6

38.1

46.9

37.1

40.0

41.0

$116,500

$128,830

$120,850

$112,410

$101,788

$116,076

$324.51
$7.61

$357.86
$9.39

$409.66
$8.74

$404.35
$10.89

$405.53
$10.15

$376.14
$9.18
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Food and Beverage Operations
The food and beverage operation at Holiday Island CC primarily consists of the Clubhouse
Lounge area, as well as the ballroom and on-course beverage cart service. HICC serves lunch
seven days a week and breakfast every day but Mondays. Breakfast items include eggs cooked
to order, pancakes, bacon, sausage, omelets and home-made potato casserole. Biscuits &
gravy, breakfast sandwiches or breakfast burritos are also offered. For lunch, HICC serves
burgers, Philly steak & cheese, grilled chicken breast, pork tenderloin sandwiches, patty melts,
chicken baskets, and homemade chili in a bowl or on a chili dog. On the lighter side, chef salad,
salads with a grilled chicken breast, chicken strips, wraps, and cold sandwiches are also
offered.
Food and beverage operations at golf facilities tend to achieve two goals: (1) provide direct
revenue; and (2) help increase the overall volume of rounds and other revenues at the facility.
The primary focus of public golf course F & B service is to serve the needs of the golfers, with
an occasional non-golf customer. The typical 18-hole public golf course will earn about $6.10
per round in food and beverage, less direct costs. The industry standard for direct cost of sales
at golf course F & B operations is around 40%. A summary of the food and beverage
concession at HICC:
Holiday Island CC
Food and Beverage Concession Review*

Source

Basic Features

Est. 2014
Gross
Revenue (all
sources)

Gross
Rev./
Round

Total Cost
of Sales

COS %

Food Sales

Limited menu of mostly
burgers, sandwiches
hotdogs, wraps between
$2.75 and $6.00 + breakfast
$3.50 to $6.00

63,987

$4.15

$32,276

50.4%

Beverage
Sales

Soft drinks, mostly bottles
and cans + fountain.

11,127

$0.72

$3,042

27.3%

Mostly can and bottle
beers

11,468

$0.74

$6,969

60.8%

$86,582

$5.61

$42,287

50.4%

Beer Sales

TOTAL

Change
Recommended

None
Focus more on
fountain drink sales
– lower direct cost
COS is high – may
have to consider
raising prices or
adding tap beer

*Includes 18-hole course and golf course revenue only.

The direct cost of merchandise sold has held at around 50% each year since 2010, compared to
an industry “standard” of 40% cost of sales. Keys to improving cost of sales include some
pricing adjustments and some cost reductions. The sales plan and pricing is generally
appropriate for this type of golf operation, although the course relies heavily on bottle and can
sodas instead of fountain drinks (lower direct cost). There may be a need to increase the price
on beer, as the cost of sales is high at 60% (should be under 50%).
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Merchandise Operations
NGF Consulting sees possibilities in the merchandising operation at Holiday Island CC. Despite
modest rounds activity, the merchandise sales at HICC appear to be strong, although there has
been decline in recent years. Total merchandise revenue per round has held steady at around
$3.40 to $3.70 per round in each year from 2010 to 2014 (only exception is 2012 at $2.99), an
amount which is higher than the industry standard of $2.48 per round for merchandise. This
may be reflective of the customer segments that frequent this facility, the selection of logoed
merchandise prominently featuring the “Holiday Island” brand, and the use of pro shop credits in
prize activity among golfer clubs. The items that tend to sell best at facilities like the HICC are
the obvious “impulse” items (balls, gloves, hats, towels, socks, etc.), but also logoed
merchandise like shirts and outerwear. The HICC logo is very marketable on shirts and jackets.
The direct cost of merchandise sold has been increasing as sales decline, growing from 59.4%
of sales in 2010 to 70.8% in 2014. This is still in range of the industry “standard” of 70% cost of
sales on merchandise. A key to improving sales may be increasing the volume of non-resident,
tourist rounds and doing more to promote key soft items that feature the HICC logo. However,
as the total margin on merchandise is only around 30%, the total net to the District will never be
significant in merchandise sales. Rather, this is a service to golfers to make the round more
enjoyable and help to bring them back for more.

Golf Cart Operations
The Holiday Island CC operators are responsible for providing a fleet of golf carts as is
appropriate and customary at public golf courses. HICC has a fleet of 51 total Yamaha gas carts
(37 for HICC and 14 for the 9-hole course). The cart fleet is leased on a five-year program, with
a brand new fleet expected in spring 2015 on a 4-year lease of Yamaha gas carts for $79.10 per
cart per month ($48,400/Yr.). This equates to a cost of $949 per cart per year, within the
industry standard of $1,000 per cart per year.
NGF typically recommends at least 72 carts at higher volume 18-hole facilities. This allows for a
full field with everyone having a cart, plus two for rangers and a spare. We also normally
recommend having two beverage carts, so that on busy days you can assign one per course.
HICC is unique in that many of the most active players (resident Activity Card holders) have
their own private cart for use, and thus the HICC can get by with a much smaller fleet.

Driving Range Operations
Driving range operations represent a minor part of HICC income, with only $5,700 in income
reported for 2014 ($0.37 per round). The industry standard is at least $1.00 per round for range
balls, with some facilities going much higher if they can attract “range-only” users. The HICC
range is not full convenient for golfers with a location down a long path, and is also very small in
both number of stations and length of hitting area. This results in generally low range revenue at
HICC. As the driving range segment at HICC is very small, the NGF recommendations related
to range operations center around ways to expand the amenity and improve use and revenue
(more in recommendations section).

Organized Golf Activities
One of the keys to successful public golf operations and generating green fee revenue is the
continued promotion and hosting of group activities such as leagues, outings and tournaments.
These activities are a key to maximizing rounds activity at public golf courses and NGF
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observations in the golf industry show golf courses at a severe disadvantage in achieving strong
rounds activity without an active calendar of events. These events tend to stimulate activity and
encourage repeat play, generating more rounds per golfer than without the event calendar.
Tournaments
As noted previously, HICC does emphasize the tournament and outing business, and has
developed a specific contract and terms/conditions for hosting tournaments. Records show
fewer than 400 total tournament rounds in 2014, down sharply from over 1,000 generated in
2010. It would seem that the demand for tournaments has softened, but there is also some
concern that inconsistent policy at HICC has contributed to the decline. Staff reports between 710 tournament events each year, most in the June – September period. The Arkansas State
High School championship event is scheduled to be held at HICC in the Fall 2015, which could
bring a boost in notice and media that should be maximized by HICC and HISID staff.
Leagues
HICC appears to be a leader in the planning, promoting and organizing various group activates
and leagues. HICC has several regular and active groups, including:


HIMGA – The Men’s Golf Association, requires separate $100 initiation fee (for
capital improvements) and $35/yr. dues:







HILGA – The Ladies Golf Association:






Has 50 members, down from 80 five years ago
About 35 are presently active and much of the loss has been due to age
Plays regularly on Wednesdays

“Old Coots”– The senior golf group – requires $5 annual fee to join:






Has 120 members, although it has declined in recent years
Plays regularly on Tuesdays, with one 18-h group + 9-h group
Organize their own games and events
Report that they do not use the 9-hole “Island” course much at all

Has about 45 active members
Plays on Thursdays each week
Most of the play is 9-hole rounds

“9 & Dine”– Couples group - requires $5 annual fee to join:



Plays 2 times per month
20 to 40 participants

Player Development Programs
The development of new golfers is key to the future of the activity, and it is in the District’s
interest for HICC to be active in all “grow-the-game” initiatives. From beginner group lessons to
advanced competitive training, HICC has something for all ages and abilities. Staff reports some
activity in player development, but not much due to small staff and limited time. The facility does
have several player development programs in place during the summer. The club professional
also provides private lessons to his own students. Player development programs at golf
courses are important for generating interest in golf and creating new future customers.
Total revenue derived from the programs is much less important (more in recommendations).
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Other Operational Issues
Other key issues related to the Holiday Island CC operation observed by NGF Consulting:


Volunteers. HICC is highly dependent on volunteers to provide services, given the
small paid staff. It is common in the golf industry to staff some positions such as with
volunteers who usually “work” in exchange for golf privileges. Providing golf service
in exchange for volunteer work is common in the golf industry as long as volunteers
do not take tee times away from paying customers and pay their own way for other
services such as carts and range balls.



Club Rentals: One key to increasing the volume of tourist golf rounds is to have a
good quantity of high quality rental golf club sets available, and communicating this
fact to potential customers. The NGF was not aware of any form of formal golf club
rental program in place at HICC. Many better quality golf courses in tourist markets
are showing success by purchasing newer, brand name rental sets and renting them
for 1 to 2 years and then selling them in the pro shop. The funds gained upon sale
can be used to purchase newer rental sets and keep the cycle going. As noted
several times in this report, the key revenue sources for the HICC are green and cart
fees, and rental sets help the facility to sell more rounds. Thus, the rental sets
themselves are not viewed as a strong direct profit center.



Signage – The signage (directional and informational) to Holiday Island CC is poor
and/or non-existent outside the Holiday Island community, and also needs
improvement on the golf course (directional signage and hole markers). Additional
signage can help improve access for golfers from various points within the region
and for golfers in carts once at the golf course.

FACILITY PERFORMANCE AND DATA ANALYSIS
The operation of the Holiday Island CC appears to be a relatively simple District-run business,
operated primarily for Holiday Island community residents. Revenue for the facility is derived
from playing fees (green fees / Activity Cards), rentals, merchandise sales, concessions, and
driving range income. Direct expenses to operate the facility are borne by the District and
include direct cost of goods sold, operations, maintenance, utilities, and other general and
administrative expenses. As is typical in golf course operations, much of the total expense is
fixed in that the expenses must be borne regardless of how many rounds are played. The
following paragraphs summarize the activity, revenue, and expenses for HICC based on the
data provided by HISID and with comparisons to industry standards and norms.

Rounds Activity
HICC has experienced a decline in golf rounds played from a recent peak of over 22,600 total
rounds on the 18-hole course in 2010. In the last five years the club has been experiencing a
considerable decline in rounds activity, with at least 7.0% year-over-year decline each year
since 2010. Figures provided by the club show a decline of almost 32% in total rounds between
2010 and 2014. This decline has been much more severe than the golf industry as a whole,
which has seen declines in per-course golf rounds over this period. Average rounds per 18-hole
golf course in the total U.S. now stand at about 32,000 rounds per year, with 37,000 rounds per
year for golf courses in the “Sunbelt” region of the U.S. (12-month golf market). For the U.S.
overall, golf rounds declined approximately 10% between 2008 and 2011, then recovered by
about 5% in 2012, with another 3% decline in 2013-14 (Appendix B).
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Holiday Island Country Club
Rounds 2010-2014
Rounds
Resident Activity Card Rounds
Green Fee / Guest Rounds
Timeshare Rounds
Tournament
Complimentary
Employee
Total 18h Course
Annual % Change
Total Decline (2010-2014
Activity Cards
Total Cards in Place
Annual % Change

2010

2011

2012

2013

2014

Average

15,308
4,224
571
1,076
86
1,355
22,620

13,716
3,628
476
790
151
1,243
20,004
-8.3%

13,829
4,144
83
645
169
1,141
20,011
-8.2%
-31.8%

10,322
3,578
104
590
243
1,020
15,857
-10.6%

10,031
3,478
392
397
184
947
15,429
-7.2%

12,641
3,810
325
700
167
1,141
18,784
-30.1%

359

360
0%

295
-18%

278
-6%

251
-10%

309
-30.1%

Capacity Issues
A golf course’s theoretical capacity can be determined mathematically by multiplying the
number of available tee times (utilizing only the first tee as the starting hole) by the maximum
number of players in a group, usually a foursome. This measure, while not realistic for any golf
course, results in a total available inventory of golf rounds of 224 rounds per day and
approximately 59,500 rounds per year in a 38-week golf season. A more realistic measure, a
golf course’s actual capacity takes into account the loss of tee times for weather, unplayable
conditions, cancellations, no-shows, groups of less than four players, and other reasons a golf
course would never actually play the theoretical capacity such as a desire to maintain course
conditions and market realities. In estimating capacity, NGF Consulting has defined a “round” as
one person teeing off in an authorized start, so 9-hole and 18-hole rounds are counted equally.
Based on Holiday Island CC’s course’s type and size, fee structure, market size, weather
conditions, and down time for maintenance, NGF Consulting has estimated an actual capacity
of about 40,000 rounds per year. The 9-Hole Course has a smaller actual capacity, likely in the
range of fewer than 20,000 rounds per year.

Revenue Analysis – Holiday Island Country Club
NGF Consulting’s review of performance shows that Holiday Island CC has experienced a
decline of 7.8% in total revenue since reaching a recent peak of almost $470,000 in 2010. This
7.8% decline is much less severe than the almost 32% decline in rounds activity noted
previously. All categories of revenue have declined, except food sales which have increased by
23% since 2010. Compared to national and local golf industry “standards,” the total income for
HICC is well below the industry “standard” of around $1.0 million in total gross revenue from all
sources in a single year.
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Pct. Of
Total
67.3%
20.3%
1.7%
3.7%
0.9%
6.1%
100.0%

Holiday Island Country Club
Total 18-Hole Facility Revenue 2010-2014
Activity Fees
Non PO Access Card
Green Fees
Trail Fees
Cart Rental
Other User Fees
Cart Lease
Cart Storage
Range Balls
Merchandise Sales
Food Sales
Beverage Sales
Beer Sales
Other
Total 18H Golf Course
Revenue
Direct Cost of Sales
Total Merchandise
Total F & B
Total Cost of Sales
Gross Profit

2010
$116,500
0
97,269
27,145
45,170
1,532
12,000
13,374
7,343
77,704
51,999
9,197
9,551
1,096

2011
$128,830
0
75,054
23,713
36,784
2,522
13,241
13,848
6,168
66,337
60,778
10,750
11,163
918

2012
$120,850
0
85,921
24,138
36,155
3,259
12,500
10,809
5,217
59,758
63,743
11,274
11,708
836

2013
$112,410
0
71,549
24,817
26,421
9,262
13,266
10,924
4,324
58,193
54,304
9,785
10,247
4,171

2014
$101,788
3,570
83,913
22,104
34,841
5,424
14,555
11,575
5,706
53,804
63,987
11,127
11,468
9,533

Average
$116,076
714
82,741
24,383
35,874
4,400
13,112
12,106
5,752
63,159
58,962
10,427
10,827
3,311

$469,880

$450,106

$446,168

$409,673

$433,395

$441,844

$46,122
$36,909
$83,031
$386,849

$43,418
$41,498
$84,916
$365,190

$40,789
$42,729
$83,518
$362,650

$38,669
$38,351
$77,020
$332,653

$38,117
$42,287
$80,404
$352,991

$41,423
$40,355
$81,778
$360,067

Source: HISID

Average Revenue Analysis
The total average revenue earned per round of golf played was $28.09 in 2014, up 35% from
2010. As total green fees have not changed much, the increase in average revenue per round is
a reflection of increases in Activity card fees, cart lease, storage and trail fees, coupled with
reduced play from Activity card holders. Overall, the average public golf course in the United
States produces approximately $23.00 per round in golf revenue (green, cart, and membership),
$2.50 per round in merchandise and $6.00 per round in food and beverage ($31.50 total).
Holiday Island Country Club
Average Revenue per Round 2010-2014
Activity Fees
Green Fees
Carts (trail, lease, rental, storage)
Range Balls
Merchandise Sales
Food Sales
Beverage Sales
Beer Sales
Other
Total Average Rev per Round

2010
$5.15
$4.30
$4.32
$0.32
$3.44
$2.30
$0.41
$0.42
$0.12
$20.77

2011
$6.44
$3.75
$4.38
$0.31
$3.32
$3.04
$0.54
$0.56
$0.18
$22.50

2012
$6.04
$4.29
$4.18
$0.26
$2.99
$3.19
$0.56
$0.59
$0.20
$22.30

2013
$7.09
$4.51
$4.77
$0.27
$3.67
$3.42
$0.62
$0.65
$0.84
$25.84

2014
$6.60
$5.44
$5.38
$0.37
$3.49
$4.15
$0.72
$0.74
$1.20
$28.09

Average
$6.18
$4.40
$4.55
$0.31
$3.36
$3.14
$0.56
$0.58
$0.45
$23.52
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Expense Findings
Total expenses to operate Holiday Island CC were $548,620 in 2014, with a budget in 2015 of
$560,667 (2.2% increase). The overall expense to operate this facility is well below both
regional and national averages. The “standard” U.S. 18-hole golf course spends roughly $1.0
million on total direct operational expenses per year. The estimated $300,000 spent on golf
course maintenance in 2014 represents a figure well below golf industry standards and GCSAA
standards of $650,000 for an 18-hole public golf course. This strongly suggests the golf course
is not receiving the appropriate level of required maintenance, possibly leading to conditions
reported to NGF by golfers and Board members in early 2015. Other key NGF findings on
Holiday Island golf expenses include:


Labor expenses for Holiday Island Country Club totaled $358,000 in, or roughly 65%
of total operating expenses (excluding cost of sales and other items). In 2013, the
labor proportion was 59.8%, showing an increased proportion in 2014. The U.S.
standard for golf course operations is between 50% and 55% of total expenses
(excluding cost of sales and other items) allocated to labor.



Total utilities expense was 7.7% in 2014, compared to an industry ‘standard’ of 5.0%.
The budget for utilities in 2015 is reduced from actual expenses in 2013 and 2014.



Direct cost of sales appears to be close to industry expectations for HICC. The cost
of merchandise sold was approximately 70% of sales, which falls within the industry
standard of 70% for direct cost of sales on pro shop merchandise. The cost of food
and beverage was approximately 50% of sales, which falls higher than the industry
standard of 40% for direct cost of sales on food and beverage.
Holiday Island Country Club
Total Facility Expenses 2013-2015
Operating Expenses
Pro Shop Wages
Pro Shop Non-Wage
Maintenance Wages
Maintenance Non-Wage
Utilities
Total Operating Exp.

2013
$136,183
71,212
184,244
104,236
39,681
$535,556

2014
$146,333
64,026
211,720
84,108
42,433
$548,620

Budget 2015
$152,414
59,762
185,335
137,656
25,500
$560,667

Source: HISID

Holiday Island Country Club Financial Summary
NGF Consulting’s review of performance shows that Holiday Island CC generating a low level of
total revenue, with a lower total expense intended to match revenue production. The total
revenue earned at HICC is much lower than average for public golf courses of this type,
suggesting that increases in revenue are the greater issue at HICC than expenses. Put simply,
Holiday Island cannot reduce expenses any further without jeopardizing the integrity of the
facility, and thus new sources of revenue are required to maintain this enterprise. The basic
summary of the Holiday Island golf operation financial position in 2015 is shown in the table that
follows:
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Holiday Island Country Club
Summary of Operations – 2013-2015
2013
$409,673
$77,020
$332,653
$535,556
($202,903)

Total 18h Course Revenue
Less: Total Cost of Sales
Gross Profit
Total Operating Exp.
Net Operating Income

2014
$433,395
$80,404
$352,991
$548,620
($195,629)

Budget 2015
$441,844
$81,778
$360,067
$560,667
($218,682)

Source: HISID

9-Hole ‘Island’ Course Summary
The NGF review of the Island course operation shows very low revenue and modest expense.
The course’s activity has declined from over 8,000 total reported rounds in 2010 to just over
4,800 rounds in 2014 (40% decline). Total revenue at the 9-hole course was $36,500 in 2014
with total expenses over $162,000 (including cost of sales). These figures may be misleading
given that much of the operation expense is tied in with the recreation center. Still, it is clear that
the operation of the 9-hole course is completed on a very low budget:
Holiday Island 9-Hole Island Course
Rounds Played – 2010-2014
2010
8,082

Total Reported Rounds
Annual Change (Decline)

2011
6,476
-19.9%

2012
6,612
2.1%

2013
5,847
-11.6%

2014
4,839
-17.2%

Holiday Island 9-Hole Island Course
Summary of Operations – 2013-2015
Green Fees
User Fee Golf
cart rental
F&B
Merchandise
Other
Total Revenue
COS F&B
COS Merch.
Total COS
Gross margin
Rec. Center Golf Labor
Maintenance Wages
Maintenance Non-Wages
Total Expenses
Net 9-H Course

2013
$19,144
278
7,956
4,256
1,753
967
$34,354
$1,871
$960
$2,831
$31,523
$71,435
27,069
71,002
$169,506
($137,983)

2014
$22,812
7,052
3,912
1,928
853
$36,557
$2,385
$1,218
$3,603
$32,954
$81,329
27,069
50,390
$158,788
($125,834)

2015 Budget
$17,925
4,525
6,000
4,500
2,500
800
$36,250
4,175
2,000
$6,175
$30,075
67,767
33,455
53,835
$155,057
($124,982)

Source: HISID
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SUMMARY – HOLIDAY ISLAND COUNTRY CLUB
Holiday Island CC is located at the edge of regional population centers and not proximate to a
large number of golfers. As such, this facility will have to generate its activity and revenue from
within the Holiday Island community and from other non-residents and tourists seeking a nice
resort-type golf course. The facility provides both a low-fee, 9-hole “short” course and a full 18hole regulation golf course, providing something for all skill levels. The clubhouse facility offers a
strong complement for both daily use by golfers and non-golf grill patrons, as well as use as a
banquet and event center. Other findings from NGF Consulting’s review of Holiday Island CC:


HICC offers a mix of amenities that is marketable in the local market. However, it is
clear that the overall condition of the golf course is declining, due in part to age and
declining maintenance budget. Some level of renovation / upgrade will be required in
the coming years. NGF sees the golf course playing area, particularly the turf
conditions and irrigation system, as having the highest priority for upgrade.



The limited NGF review suggests that HICC is well managed. Both senior managers
possess key designations (PGA, GCSAA) and experience typically associated with
successful golf operations. The NGF did not uncover anything in our review to
suggest mismanagement, although the facility is under-staffed. Going forward, the
HISID Board needs to define the structure of operation and commit to a program of
enhanced marketing and selling of golf to the community outside of Holiday Island.



The 9-Hole course offers a low-fee golf experience on shorter and easier golf holes
with fewer hazards, with a layout and condition that has appeal to beginner and other
less-skilled players, and is typically associated with low fees. This course has not
seen much in capital investment and the maintenance budget is very low. The Island
course is fully intertwined with the HI community recreation center, making full and
accurate financial analysis difficult.



The NGF review suggests limited golf marketing, although HISID does market all
Holiday Island activities aggressively. HISID has worked to advertise in local papers,
radio, printed materials, trade shows and some TV spots. As so much of successful
marketing in 2015+ is about technology, it does seem that this facility will need better
tools along with adequate staff to improve the marketing reach of HICC.



HICC is very active with clubs and leagues, which combine for a significant
proportion of rounds activity. The presence of these active golfers tends to help
produce strong activity and provide help in the goal of increasing rounds played.



The playing fees and concession prices at HICC are generally appropriate for the
market and the overall quality of the facility offering. NGF review of the recent fee
history at HICC shows very little change in fees since 2010, with most changes
coming in cart storage fees and 2015 increases in Activity card fees.



The F & B and merchandise operations at HICC provide a nice complement to the
facility and provide a service to golfers. As activity is low, total net revenue from
these sources tends to be low as well.
The basic financial equation of HICC shows revenue in the range of $440,000
(including activity fees) with expenses near $560,000, plus additional costs for goods
sold. The total revenue earned at HICC is much lower than average for public golf
courses of this type, suggesting that increasing revenue will be more important to
sustaining this operation than reduction in expenses, which are already too low to
adequately maintain the quality expected by patrons.
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External Factors Affecting the Operation of
Public Golf Facilities
The NGF team completed a thorough analysis of the local Holiday Island area golf market to
review the supply/demand dynamic that is driving the competitive golf market. This included
an analysis of the area’s tourist/visitor and seasonal resident market. The summation to
follow will identify the existing and projected supply and demand for golf, helping to identify
the most appropriate balance of golf facilities for the Holiday Island Suburban Improvement
District. NGF also reviewed existing golf facilities in the market area to provide
benchmarking data and metrics on key factors such as location, course type, relative quality,
annual rounds played, fee levels, revenues and expenses (to the extent available).

BASIC DEMOGRAPHICS AND THE LOCAL ECONOMY
In the following table, NGF Consulting summarizes the population, median age, and median
household income trends for the local market, plus Fayetteville MSA, the state of Arkansas, and
the total United States.

Demographic Analysis
Holiday Island Country Club
Summary Demographics
Population 1990 Census
Population 2000 Census
CAGR 1990-2000
Population 2010 Census
CAGR 2000-2010
Population Projected 2014
Population 2019 Projected
CAGR 2010-2019
Median HH Income (2014 Estimate)
Median Age (2014 Estimate)

10 mi

20 mi

30 mi

Fayetteville
MSA

Arkansas

U.S.

10,044
15,151
4.20%
16,066
0.59%
16,153
16,379
0.24%
$38,454
53.7

41,391
57,960
3.42%
62,176
0.70%
62,893
64,165
0.39%
$41,573
47.7

152,543
227,906
4.10%
292,883
2.54%
301,643
313,153
0.84%
$47,650
38.0

239,695
347,038
3.77%
463,204
2.93%
478,813
497,689
0.90%
$48,343
34.0

2,350,107
2,673,393
1.30%
2,915,918
0.87%
2,970,782
3,059,538
0.60%
$42,068
37.8

248,584,652
281,399,034
1.25%
308,745,538
0.93%
317,190,947
329,562,705
0.82%
$55,040
37.8

CAGR = Compound Annual Growth Rate

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


There are estimated to be just over 16,000 people living within 10 miles of Holiday
Island CC in 2014, with around 63,000 within 20 miles on over 300,000 within 30
miles. Fayetteville MSA’s population is now almost 480,000. Population growth in the
area is at or below the total U.S. rate, indicating a level of stabilization in the
northwest Arkansas marketplace. We note that the above figures are for permanent
residents only and do not consider the large seasonal population in the Holiday
Island area each summer.
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The Median Household Income of the local markets is about 43% lower than the
corresponding national figure of $55,040. In general, higher income residents are
more likely to participate in golf, and they play more frequently than lower income
golfers. The above income estimates are derived from permanent resident
population data, and thus do not consider transfer income that is often common with
large retiree populations (i.e. those living off a ‘nest-egg’).



The Median Age in the subject market is much older than the regional, state or
national median, indicating a much higher proportion of older age residents. In
general, golf participation rates and frequency of play tends to increase with age,
making relatively older markets more attractive to golf facility operators, all other
factors being equal. However, longer term, older populations do tend to decline in
golf as they become more elderly and physical impairments make golf less
appealing. Thus retirement communities need to regenerate new generations of
younger retirees to sustain some recreation amenities like golf.

Key Economic Factors
It is clear that the recent (2008-2012) recession has had a direct effect on the demand for golf
both nationally and locally, as decreased discretionary income led to reductions in recreational /
leisure spending. Following are some key observations highlighting the broader economy,
climate, transportation, and visitation characteristics of Northwest Arkansas and the local
Holiday Island area. The overall findings are viewed as mixed, as the local market shows some
characteristics related to high golf demand, but the local area surrounding Holiday Island tends
to be so small in population that there just may not be enough golfers to provide adequate
economic support to HICC. Some observations related to the local area economy in early 2015:
Local Area Climate
As with any outdoor recreation, weather will have impact on golf participation. NGF data
estimates that almost all golf is played with temperatures between 50 and 90 degrees
Fahrenheit. Understanding local weather patterns helps determine the number of golf playable
days. The data suggests that golf can be played year-round but can be interrupted by periods of
extreme summer heat, rain and winter cold. The following table presents a summary of monthly
weather data for Eureka Springs based on 50-year recorded trends:
Climatological Data
Eureka Springs, AR
Month
January
February
March
April
May
June
July
August
September
October
November
December

Average
46.7
51.9
61.6
71.7
77.5
84.0
88.9
89.5
81.0
69.1
59.1
48.0

Temperatures
High*
78
81
88
96
93
101
106
105
105
91
86
76

Low*
28.1
31.7
39.6
48.7
56.8
64.4
68.8
67.9
60.2
49.2
40.4
30.1

Precipitation
Inches
2.64
2.88
4.39
4.39
5.10
4.34
3.58
3.27
4.61
3.46
4.31
3.43

Precipitation
Days
7.1
8.0
9.9
9.9
11.1
10.2
8.2
7.4
8.1
6.5
8.4
8.2

Source: Weatherbase. *Record highs and average lows.
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Holiday Island Local
Holiday Island is a District of some 5,000 residential lots, of which about 1,800 developed and
about 1,500 presently occupied with a community population estimated to be around 2,800 to
2,900 residents. The community has some seasonal tendencies, with a summer population
higher than in winter, suggesting some second home residents inside Holiday Island. This
community also has an aging population with a large segment of older age residents as noted
above. Recent declines in golf activity may be related to older residents declining in golf activity
due to age and declining physical abilities.
This community includes a strong mix of amenities to make for an appealing residential location,
including a 53,000-acre lake, two golf courses, extensive recreation complex and marina.
Holiday Island also has features for attracting visitors and day-trippers, including camping,
hiking, boating, rental facilities for gatherings, timeshare units and vacation rentals. Holiday
Island offers 5 different rental facilities for family gatherings, meetings and weddings at
affordable pricing. The two most popular choices are the Barn (a rustic setting with full kitchen
facilities with seating up to 147 people) or The Ballroom (overlooking the 18-hole golf course
with a room capacity of 235 with full kitchen facilities – renovated in 2015).
The real estate market in Holiday Island has been affected by the recession. The District has
estimated approximately 300 homes have sold since 2012, with approximately 100 sold in the
last year. This indicates that there is some turnover of residents in the community, although
newer residents coming in tend to have less interest in golf, contributing to declines in golf
rounds at HICC.
Eureka Springs Market
Eureka Springs, Arkansas is a popular resort town and vacation destination located within five
miles of Holiday Island. Eureka Springs is known for its healing waters, Victorian architecture
and historical significance and as a haven for artists. Estimates provided to NGF suggest that in
addition to the local population, Eureka Springs attracts some 800,000 visitors annually, the
vast majority of which come in the May through September summer season. Eureka Springs
hosts a variety of events throughout the year that tends to attract visitors, including:


May Festival of the Arts is an annual month-long celebration of the arts with street
events, artist receptions, special events and exhibits, and free music in Basin Park.
In 2013, the City opened the Eureka Springs Music Park: an interactive sound
sculpture experience, in the North Main Park.



The Eureka Springs Food & Wine Festival is an annual fall event featuring fine
cuisine and international wines. The 2012 event was November 8 to 11.



The Eureka Gras - Mardi Gras Extravaganza was introduced in 2006 to kick off the
event season with a New Orleans-style Mardi Gras celebration, complete with
parades, floats, and masquerade balls. King's Day, in January, begins the
celebration, which ends on the day of Mardi Gras, in February or March.



Eureka Springs holds an annual Halloween Festival, using its famous haunted
houses, public buildings, ghost tours, a Halloween extravaganza in the cemetery,
and for a variety of ghostly phenomena.



There are four annual gay and lesbian events called "Diversity Weekends." The city
also boasts an annual UFO conference and several auto shows, including a Mustang
show in April, a Corvette show during the first weekend in October, and a
Volkswagen show is held in August.
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Northwest Arkansas Region
The Holiday Island community is proximate to the Fayetteville-Springdale-Rogers MSA (often
referred to as Northwest Arkansas - NWA). The area is located in The Ozarks and has four
principal cities: Fayetteville, Springdale, Rogers, and Bentonville, the third, fourth, eighth, and
tenth largest cities in Arkansas.
The US Census estimated the population of the MSA to be 491,966 in 2013, making Northwest
Arkansas the 105th largest metro area in the United States, and one of the fastest growing
metro areas. Northwest Arkansas doubled in population between the 1990 and 2010. Growth
has largely been driven by the three Fortune 500 companies based in the region: Wal-Mart,
Tyson Foods, and J.B. Hunt Transport Services, Inc., who totaled to do over $500 billion in
revenue in 2012.
Transportation - The region is served almost solely by Interstate-49. I-49 has been the cause
of much frustration in the area due to frequent traffic jams and accidents caused by the sudden
growth of the area. Expansion of the interstate and its interchanges are currently in the planning
and building stages. Other major highways that serve the area include US 62 (key thoroughfare
to Holiday Island), US 71, US 71B, and US 412. Air traffic in the area relies on the Northwest
Arkansas Regional Airport for all commercial passengers. The airport provides nonstop service
to thirteen US cities. The airport has seen a consistent rise in usage, with over 50,000
passenger enplanements per month.

GOLF MARKET SUPPLY AND DEMAND INDICATORS
NGF made several key observations regarding the local Holiday Island area golf market, including
national trends, local demand/supply, and area golf facility competition.

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
9% of the population in 2014. NGF estimates that the number of golfers fell in 2014 to 25.3
million, essentially even with 2010. For research purposes, a golfer is defined as a person age 6
or above who plays at least one round of golf in a given year. While this number is down from
the 2005 peak of 30 million, the game’s most committed customers continue to play at a
substantial level. NGF’s data indicates that the majority of those who have left the game were
largely uncommitted and infrequent golfers, and with their departure, the average-roundsplayed-per-golfer has been on an upward trend.
All U.S. Golfers
(in millions)

All golfers age 6+

1985
19.5

1995
24.7

2000
28.8

2005
30.0

2010
25.7

2014
24.7

Source: National Golf Foundation
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National Profile
(at end of 2014)

United States

Participation
Rate
9.0%

Number
of Golfers
24,719,000

Average Rounds
per Golfer
17.5

Total Annual
Rounds
431,310,000

Source: National Golf Foundation – 2015

Considering the severity of the recession and its effects on both discretionary income and time,
golf has held up rather well. Multiple NGF studies of golfers since 2008 would attribute the
gradual decline in golfers and rounds primarily to the impact of lower job security and concern
over personal finances, not waning appeal for the game.
Golf Industry Overview 2015
Golf continued its macro trend toward stabilization in 2014, in contrast to the sensational
negative perceptions of the game as portrayed by mainstream media. Socio-demographic,
financial and cultural headwinds certainly persist for recreational golf, and it remains highly
competitive for golf-related businesses. Golf’s pay-for-play green fee revenues and spending on
the sport will always be vulnerable to outside forces including weather and the economy, but the
game remains incredibly popular and fortunate to have a deep well of interested prospects to
activate. The “sky is not falling” on golf, despite the gloomy scenarios portrayed by multiple
media outlets and some industry pundits during the past 12 months. Positive economic
indicators, stabilization in participation and rounds played, an increase in weather-adjusted
utilization, and the return of private equity funding to the industry are just a few of the underreported developments in golf that tell the current story of the industry.
Participation 2014 - Despite poor weather that suppressed first-quarter play in 2014, rounds
played finished the year only 1.7% behind 2013. On a positive note, average rounds per day
open were up in 2014 despite a decrease in overall playable days. The increase in rounds
played per day open is an encouraging indicator of demand and utilization. The golfer number
(participation) appears to be continuing a stabilization trend, with 2014 as the fourth consecutive
year at approximately 25 million golfers that played at least one round of golf in the past 12
months. The number of core golfers (eight or more rounds in the last year) also appears to have
held steady with 2013 figures.
Golf Course Supply 2014 - The correction in golf course supply continued in 2014 at a level
comparable with the previous three years. According to NGF data, since the market correction
in golf course supply began in 2006, there has been a cumulative net reduction of 499.5 golf
courses (18HEQ), which represents a drop of 4% off the peak supply year of 2005. For
perspective, golf supply grew by 40% in the previous 20 years (1985-2005). This much-needed
move toward supply/demand equilibrium is expected to continue for the next several years.
Following a nation-wide trend, there have been several golf facility closures in both the
Fayetteville MSA and Springfield, MO MSAs. The Fayetteville market has seen two closures (27
holes) in the last ten years, the most recent of which was the 18-hole Country Meadows GC that
closed in August 2014. In Springfield, there have been four closures totaling 45 holes. All 72
holes were public access, daily fee golf courses.
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Economic Indicators – Outside the weather, there may be no bigger influence on the golf
industry than the health of the U.S. economy and the state of consumers’ personal discretionary
income. It’s only natural that when golfers’ feel their financial situations are improved, golf
benefits; when financial confidence is low; the sport tends to suffer. Both consumer confidence
and spending – two primary indicators of the economy’s overall health – are at post-recession
highs. Despite the presence of those positive indicators, golf hasn’t recovered as quickly as
some other industries. One possible explanation for the slow recovery is that median household
income (inflation-adjusted) has not rebounded since the recession (validated by U.S. Census
Bureau). Historically, participation has closely tracked Real Adjusted Household Income,
suggesting that if median household income increases, there’s a likelihood that the golfer
trajectory would move north with it.
Looking Ahead – Provided rounds played and participation remain stable, and there is no
reason to forecast otherwise, golf is likely a good weather year away from seeing growth in
2015. Additional course closures will occur as the market correction continues. It’s important to
note that the quality and affordability of the remaining courses will provide golfers with plenty of
reasons to play when the weather cooperates – just as they did in 2014. The NGF data does not
support widespread decline in golf. The game continues to prove its powerful draw. Golf is very
competitive, as is the case with many business categories in the U.S. economy. The smartest,
best-managed and most innovative golf facilities will win market share and have the best
opportunity for growth.

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.
The golf demand indices for Fayetteville MSA overall and the local Holiday Island CC indicate
golf participation rates that are much lower than the total U.S. average among permanent
residents. However, because of the seasonal influx of tourists and seasonal residents, predicted
rounds played per household are more comparable to the overall U.S. index (100).

Holiday Island Country Club
Golf Demand Indicators
# of Golfing Households (HH)
Projected Golfing HH (2018)
Number of Golfers (2014)
Number of Rounds Played
Golfing Household Index
Rounds Played Index
Seasonal Golfer Index

10 mi

20 mi

30 mi

Fayetteville
MSA

Arkansas

U.S.

682
721
809
27,248
61
99
406

2,756
2,881
3,613
97,236
68
97
348

13,340
14,674
18,356
382,255
79
92
245

20,780
23,308
28,081
467,759
78
71
38

123,724
131,847
156,266
3,055,507
71
72
52

17,483,010
18,901,970
24,719,620
431,310,000
100
100
100
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Visitor Golf Demand
Data collected by NGF (presented earlier) show a total volume of about 800,000 visitors to the
Greater Eureka Springs market area. These visitors could have a significant impact on golf
course activity in the region, especially during the peak summer season when the majority of
each golf course’s annual rounds are realized.
NGF research shows that roughly one-third of all golfers participate in the activity while
traveling, playing 0.557 rounds per day of travel. To illustrate the potential demand from visitors,
NGF has crafted the estimate for tourist demand below.
Annual Eureka Springs/Holiday Island Area Visitors
Estimated Visitors to Eureka Springs/Holiday Island

800,000

X Estimated National Golf Participation Rate

9.0%

= Estimated Visiting Golfers to Eureka Springs/Holiday Island

72,000

X Percent Participating in golf while traveling

33.0%

X Estimated Golf Frequency Rate (Traveling Golfers)

.557 rounds/trip

Estimated Potential Visitor Rounds Demanded

13,234

The estimate for total tourist golf rounds in Greater Eureka Springs / Holiday Island area, even
using very conservative estimates for annual visitors, shows potential demand for golf from
vacationers to the region at approximately 13,000 rounds annually. These visiting golfers could
be especially important for adding support to the local play levels experienced at area golf
courses. We note that traveling golfers often exhibit high incomes and are typically much less
price sensitive than resident golfers.

Golf Supply Factors
There are only two total golf facilities (Holiday Island and Kings River) totaling 36 holes, within
ten miles of Holiday Island CC. Both of these facilities are listed as being open and available to
the public. The 30-mile market is home to 19 facilities (16 public), totaling 279 holes (225
public). The ratio analysis that follows puts these numbers in context, compared to national
benchmarks.

Holiday Island Country 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

Fayetteville
MSA

Arkansas

U.S.

2
2
0
36
36
0

4
4
0
72
72
0

19
16
3
279
225
54

26
18
8
468
225
243

184
113
71
2,889
1,638
1,251

15,404
11,458
3,946
260,163
188,478
71,685
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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 a much lower proportion of households
per total 18-hole golf course than the national average, indicative of the small number of
households in the market potentially supporting two golf courses in the 10-mile market. In the
larger rings, the ratio does improve (Index=90 in 30-mile market), but is still lower than the total
U.S. index of 100.

Holiday Island Country Club
Demand vs. Supply
Households per 18 Holes: Total
Households per 18 Holes: Public
Households per 18 Holes: Private
Households Supply Index: Total
Households Supply Index: Public
Households Supply Index: Private

10 mi

20 mi

30 mi

Fayetteville
MSA

Arkansas

U.S.

3,846
3,846
0
46
33
0

7,027
7,027
0
84
61
0

7,539
9,348
38,950
90
81
128

7,060
14,685
13,597
84
127
45

7,450
13,140
17,205
89
114
57

8,356
11,534
30,326
100
100
100

Change in Golf Course Supply
The NGF estimates that a net of 27 new holes were added in the Fayetteville MSA in the last
five years, the equivalent of 1.5 18-hole golf courses. This is counter to a broader trend of golf
course contraction, indicating that the growth in the NW Arkansas area has also brought new
golf courses.

Holiday Island Country Club
Golf Supply Change
Net Change in Holes past 5 years (2013 - 2008)
Percentage Total Holes Past 5 Yrs.
Net Change in Holes past 10 Years (2013 - 2003)
Percentage Total Holes Past 10 Yrs.

10 mi

20 mi

30 mi

Fayetteville
MSA

Arkansas

U.S.

0
0.00%
-9
-20.00%

0
0.00%
-9
-11.10%

36
14.80%
0
0.00%

27
6.10%
36
8.30%

-81
-2.70%
-45
-1.50%

-9,540
-3.50%
-6,705
-2.50%

Facilities in Planning or Under Construction
The NGF has not recorded any new golf courses in planning or under construction in the HICC
market area, although there are several renovation projects throughout Fayetteville MSA that
are planned, underway or recently completed.

Golf Course Market Supply / Demand Summary
Using the most basic measures of golf demand and supply, we note four possible combinations
for any given market area: (1) favorable demand and favorable supply (“opportunity”); (2)
favorable demand and unfavorable supply (“active”); (3) unfavorable demand and favorable
supply (“inactive”); and (4) unfavorable demand and unfavorable supply (“saturated”). The
review of Data for the Holiday Island area suggests a “saturated” market, mostly due to the
small number of permanent households with lower-than-average golf demand, as opposed to a
high number of golf courses. Further, these measures can be enhanced somewhat by the large
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transient markets that contribute significant golf demand during the year, and will have to be a
strong source of rounds volume for Holiday Island CC in the future. Also, the lower incomes in
the market suggest a resident golfer population that could be more price-sensitive and seek out
good value in green fees. Holiday Island CC staff should be active in developing appropriate
promotions and programs to stimulate greater activity.
Latent Demand – People who express an interest in playing golf but have not yet started
include beginners, former golfers (gave it up), and those who have never tried. The
demographic profile of latent demand tends to be more female and younger than the population
as a whole. Surveys show these golf-interested non-golfers cite several barriers to entry in golf,
including the cost and social aspects (no one to play with). The latent demand population is
comparable to the golfer population, and NGF estimates 1,200+ in the 10-mile market, with over
24,000 within 30 miles of Holiday Island CC.
Golfers per 18 holes
NGF has also evaluated the relative strength of these markets with a comparison to a national
“threshold” of golfers per golf course within 10 miles of a golf course. In its 2009 publication
“The Future of Public Golf in America,” NGF hypothesized that the best predictor of a public golf
course’s success was the number of golfers per 18 holes within a 10-mile radius, with 4,000
identified as the key number for projected financial stability. As shown in the table below, the
local Holiday Island area market, the Fayetteville MSA and the State of Arkansas have far fewer
golfers per golf course than the identified threshold. This is viewed as negative for the potential
success of Holiday Island CC and leads to expectations of weak rounds and revenue
performance relative to the area.

10-mile Rings
Holiday Island CC
Total U.S. “Threshold” for Successful Public Golf
Aggregate Fayetteville MSA
Aggregate State of Arkansas

Est. No. of
Golfers
800
28,000
156,266

Total 18-H Golfers per 18
Equivalent
holes
2.0
400
4,000
26.0
1,077
184.0
850

Source: National Golf Foundation

LOCAL COMPETITIVE GOLF MARKET
NGF Consulting has analyzed the public access golf market in Holiday Island CC’s primary
trade area, with particular emphasis on determining the current market position of HICC, and
prospects for sustaining and/or building market share in the future. On the following pages, we
list summary operating information for a group of selected golf facilities in the greater market
area for comparison to Holiday Island CC. This list was not meant to be totally exhaustive or to
account for all of the potential competition to Holiday Island Country Club. Rather, NGF
Consulting is presenting this information to offer a frame of reference in evaluating actual
performance of the subject Holiday Island CC in recent years. At the end of this section, we
provide our significant findings regarding the competitive market.
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Competitive Public Access Golf Facilities Map
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Summary Information
The following tables provide summary information for Holiday Island Country Club and a
selection of other area golf facilities.
Holiday Island Country Club Competitive Golf Facilities
Range
Tees

Miles to
Holiday Island
Golf Course

10

-

/ 5284

12

7.6 miles

36 / 113

3118

0

9.1 miles

1964

72 / 118

/ 6604

15

14.1 miles

AR

1968

72 / 132

5921 / 6725

6

21 miles

Pea Ridge

AR

2002

72 / 144

/ 7227

20

21.3 miles

PR-18

Rogers

AR

1992

72 / 131

4744 / 6979

25

24.5 miles

DF-18

Branson

MO

1987

70 / 126

4492 / 6515

0

26.1 miles

Type

Location

ST

Year
Open

DF-27

Holiday
Island

AR

1972

Holiday Island

DF-18

Holiday
Island

AR

1972

70 / 118

4124 / 6059

Executive

DF-9

Holiday
Island

AR

1972

30 / -

1832

Kings River Golf Course

DF-18

Shell Knob

MO

1992

70/117

Carroll County Golf Course

DF-9

Berryville

AR

1965

Cassville Golf Club

DF-18

Cassville

MO

Prairie Creek Country Club

DF-18

Rogers

Big Sugar Golf Club

DF-18

Lost Springs G & A.C.
Pointe Royale Village CC

Facility
Holiday Island Country Club

Par /
Slope*

Front Tee /
Back Tee

* Second set of tees
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Primary Public Access Competitive Golf Facilities

Facility

Type

Holiday Island GC

DF-27

9-Hole
WD/WE
w/ cart

Holiday Island GC

Executive

Prop.
Owner /
Non
Owner
$12 / $18
DF-18

Carroll County Golf Course

DF-9

$35

$40 / $43

Prairie Creek Country Club

DF-18

$21.65 /
$23.75

$30.30 /
$32.55

PR-18

Pointe Royale Village
Country Club

DF-18

Prop. Owner
$2 / - / $4
Non Owner
$3 / - / $5
Range Mbshp
Property
Owners $125
/ $200
Non Owner
$150 / $250

Unlimited Indiv./
Couple(w Cart)

Use of Both
Courses Property
Owners $1,000
/ $1,460
Non Owner
$1,365 / $2,050

$45

$25 / $27

Lost Springs Golf and
Athletic Club

Sm/Med/Lg
Range

Not published yet

DF-18

DF-18

Twilight
WD/WE
w/cart

Prop.
Owner /
Non
Owner
$27.50 /
$44
Prop.
Owner /
Non
Owner
$19 / $29

Cassville Golf Club

Big Sugar Golf Club

Senior
WD/WE
w/cart

Rates are the same
7 days a week
Prop.
Owner /
Non
Owner
$18 / $28

Kings River Golf Course

18-Holes
WD/WE
w/ cart

$15 / $25

$30 / $40

Family Mbshp
$1,000 + $20 per
18 hole rnds.
Unlimited Golfing
Mbshp $1,500

$20 /
$30

$28.70 /
$30.80

$250 initiation fee
+ $97 a month

$25 / $30

Monthly Fees
$150 / $165
WD + extra $15
Fri-Sun
$125 / $140

$5.00

Monthly Fees
Regular Platinum
$195.80 ages 3569
Sr Platinum
$174.10 ages 70
& over
Junior Platinum
$163.25 ages 34
& under
$39

$49

$39

$250 weekly rate
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General Findings – Local Supply
NGF Consulting research indicates the following general findings regarding the supply of public
golf facilities in the Holiday Island / Fayetteville MSA market.


The local market area offers a wide variety of golf facility types and offerings, with
most of the golf in this immediate local area at or below the conditions at Holiday
Island CC. The pricing is also varied offering the golf consumer a wide range of
choices for price, quality, and facility type.



Anecdotal evidence suggests that, both regionally and nationally, golfers are playing
fewer rounds, as well as shifting their play to less expensive rounds, such as twilight.
Additionally, large outing/tournament and banquet business is off at many golf
facilities.



Total rounds activity among golf courses in this market is reported to have declined
since a recent peak around 2008, and the long term peak around 1999-2000. In
2014, only one of the area’s golf courses exceeded 30,000 total rounds of golf
(Cassville Golf Club), a figure that a decade ago was a “standard” for the area.



In addition to reduced activity, there has been significant downward pressure on
green fees in this market area. Very few northwest Arkansas area / southwest
Missouri golf courses are able to charge in excess of $40 or $45 per round, with cart
included. As the higher quality golf courses are not able to push green fees higher,
even in season; the pressure on lower-quality golf courses to reduce pricing even
further becomes strong. The result is green fees getting so low that there is no room
for discounting and the only avenue to increased revenue is through higher activity
(rounds), which is not happening.



Most of the public-access golf courses reviewed by NGF have driving range facilities.
Most of these driving range facilities are smaller and not able to accommodate large
numbers of golfers for both pre-round warm up and lessons / clinics.



NGF expects that Holiday Island CC should be able to generate activity in the 20,000
to 25,000 rounds per year range (18-hole course), with highest green fees (with cart)
in the $45 range. It is also assumed that most rounds would be cart rounds, except
for walking rounds allowed on the 9-Hole Course. This estimate represents a
reasonable estimate of a “new reality” of performance at Holiday Island based on
NGF’s review of the market and assuming NGF recommendations are implemented.
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EXTERNAL FACTORS SUMMARY
The local demographic and economic factors affecting the demand for public-access golf in this
market tend to be mixed, as the local market has characteristics that correlate to strong golf
demand, but the local area surrounding Holiday Island is so small in population that there just
may not be enough golfers to provide adequate economic support to HICC. Still, the region is
growing and the immediate local area is a mecca for large-scale tourist/visitor activity which
tends to boost demand for golf. The most concerning aspect of the local Holiday Island market
is the modest income levels of residents in this area. Lack of growth in local market incomes is
viewed by NGF Consulting to be a limiting factor in the District’s desire to grow activity and
revenue at the subject Holiday Island Country Club.
The local Holiday Island market has a large volume of unsold / unoccupied lots inside Holiday
Island, but an increasing level of transient visitation as noted. As a result, the key to growing
activity at HICC will be to attract this growing market of tourist golfers with enhanced marketing
and promotions, as well as facilitation of “stay-and-play” programs and other package deals to
entice golf tourism. The positive attributes of this location include convenient access from within
the area and reasonable proximity to large and diverse economies in Northwest Arkansas and
Branson, Missouri. As such, the long term sustainability of Holiday Island CC will require it to
capture a strong share of the market of golfers not presently residing in Holiday Island, meaning
the course will require a strong non-resident clientele in order to survive.
The District should understand that the external factors reviewed by NGF are not favorable for
strong economic performance of Holiday Island CC. The local market is very small and includes
a limited amount of golfers. NGF has documented that successful golf facilities have around
4,000 golfers per golf course within 10 miles. The NGF review shows that HICC has only 400
golfers per golf course within 10 miles, only 10% of the identified threshold. Further, the
immediate local market of Holiday Island is itself small, with only 30% of the 5,000 lots presently
occupied, and these residents tend to be aging and cutting back on golf activity. In addition, the
expense to operate golf facilities is increasing rapidly (faster than the rate of inflation) and the
national trends in golf facility operations show these increases to be particularly acute in the
public sector. Further, while our research notes a general stabilization in the growth of golf
rounds demanded, considerably more golf facilities are present to divide up the total volume of
play. The result is generally lower average rounds per golf course across all facilities in both the
U.S. overall, and in this local market.
Locally, the NGF Consulting estimates for golf participation and frequency in the Holiday Island
market mirror the modest income demographic profile we noted earlier. Furthermore, the market
is seasonal, with limited time in which premium fees can be charged. In the peak summer
season, local public access golf courses such as Point Royal and Cassville can charge over
$40+ for a single round of golf with cart. Most of the golf facility operators in this market reported
a significant drop-off in rounds played between the late 2005 and 2012, with virtually no 18-hole
golf course in this area hosting over 30,000 rounds annually, a figure that was considered a low
rounds total a decade ago. The local area market shows a very unfavorable household / supply
ratio that is less favorable to golf facility operators, further indicating the need to stimulate more
demand from both local residents through an enhanced beginner / player development program
at Holiday Island CC, and tourist/transient golfers through enhanced advertising and
promotions.
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NGF Recommendations for Holiday Island
Suburban Improvement District
Based on our evaluation of the Holiday Island Country Club and 9-Hole Island Course, as
well as our operations review and market analysis, NGF has formulated recommendations
that the District can use to enhance or supplement its existing business and marketing plan
for its golf courses. The goal of this phase of the study was to help the District identify the
operating structure and business plan that will maximize rounds and net revenues for the
District, while maintaining or enhancing the golfer experience at HISID golf courses. The
objective of our recommendations is to provide the District with a strategic vision for the
future operation of its golf facilities, inclusive of operating structure and the defined mix and
quality of amenities and facilities to be offered.
NGF Consulting has prepared a schedule of specific recommendations to be considered by the
District and Holiday Island CC. These recommendations have been organized into: (1) basic
oversight and structure; (2) physical enhancements; and (3) market and operational
recommendations.

BASIC OVERSIGHT AND STRUCTURE
The Holiday Island Suburban Improvement District has chosen to operate Holiday Island CC in
house, with all District employees and direct oversight by the District manager. This form of
“self-operation” is still the most common form of structure in public sector (municipal) golf
operations nationwide, although there is a growing trend towards privatization. As another form
of operation could be considered by the District, NGF has prepared a review of options that are
available to HISID should it decide to alter the operation of this facility.
The District must clearly establish the primary purpose and most important goals of including
Holiday Island CC as a District asset. If the primary function of the golf course is to be an added
amenity to the Holiday Island community, then direct District investment in the property appears
most appropriate. However, if the fiscal situation is such that sustaining an economic gain on
the facility is the higher priority, then some form of private funding source will be required for the
needed improvements, and thus a longer-term lease arrangement that includes capital
investment would be recommended.
Management contracts, operating leases, and concession agreements are the most commonly
used terms to describe a contract between a golf course owner and a private operator. A
general discussion of the common operating structures, along with key advantages and
disadvantages of each, is presented below.

Structure Options
Below are descriptions of the most typical management/operational options for public agency
golf courses. In our experience, there is no ideal operating scenario that fits all situations, and
each public entity must arrive at its own unique approach to operation and maintenance. The
most common management options are shown below (these are not intended to be exhaustive,
as there are hybrids and variations thereof), presented in order from most direct District
involvement to the least direct District involvement:
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1. Self-Operation. This is the “status-quo” option. Under this scenario, HISID would
continue operate the golf course under direct control of the District manager. A key
challenge in this option is finding and retaining qualified personnel, especially in key
management positions like manager and superintendent. The NGF review suggested
the District is already strong in this area. The key advantage to this structure is direct
District / Board control of the operation for maximum benefit to the Holiday Island
community. The disadvantage is mostly economic – as the District must absorb the
risks associated with low revenue and rising expenses.
2. Concession Agreements: These are similar to lease agreements and can come in
several types or combinations. The advantage is shifting some risk and most payroll
to a private entity. The key areas of operation include Pro Shop, Food and Beverage,
and/or Maintenance and involve the District contracting for one, some, or all of these
services. One subset of this concept includes multiple concessions, a system in
which the District creates multiple contract agreements for separate entities for each
facet of the golf operation. The most common concession agreements for municipal
golf courses include:
a) Contract for Food / Beverage Services involves direct District control of
maintenance and pro shop management while contracting F & B operations.
b) Contract for Maintenance and Food / Beverage Services involves direct
District control of the pro shop function, while contracting with a private entity to
provide golf course maintenance and food / beverage services.
c) Multiple Concessions involves creating multiple agreements for separate
entities for each facet of the golf operation (pro shop, F&B, and maintenance).
3. Full-Service Management Contract. Hire a management company to operate all
aspects of the HICC. The District would continue to earn all revenues, be responsible
for all expenses (salaries, maintenance, liabilities, capital) and pay a management
fee to an operator. The advantage to this concept is a full shifting of all labor expense
to a private operator and the assumed benefit of professional management. The
disadvantage is in some loss of District control and in the fee for the service. The
management contract involves a fixed management fee that must be paid to the
operator, regardless of performance.
4. Hybrid Contract. A hybrid contract combines some of the advantages of a lease
with those of a management contract. The most common difference from the
management contract is that a variable management fee is included, allowing the
operator and District to share in the risk of the operation. Advantages are similar to
the management contract with a shifting of payroll, adding expertise, but reducing
some District control of the operation.
5. Operating Lease(s). Lease the Holiday Island CC to a private operator in exchange
for an annual (or monthly / quarterly) lease payment. The lease could be established
to include certain lessee requirements, including capital investment in facility
improvements maintenance standards and/or restrictions regarding green fees. The
advantage of this option is a total privatization of the golf operation, assuming a
lease partner can be found. The disadvantage is a full loss of District control on not
just the operation, but likely policies, procedures and fees as well.
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Structure Considerations
The NGF review of the various operational considerations for Holiday Island CC shows that
several of these options will not fit the district, or will so drastically change the operation so as
not to be workable for HISID. In consideration of the options presented, we note:


Full-Service Management Contract or Hybrid. The NGF review of HICC shows
this option to be a poor fit for the District because these structures primarily focus on
reducing cost, which NGF has already established as being well below standard.
Thus, the only potential benefit to the District would be through paying a
management fee to obtain golf management expertise, which NGF notes is already
in place at HICC. A hybrid agreement could be a possibility with some risk sharing,
but there is just not enough revenue in this operation to really “share.”



Traditional Concession. This option will likely produce too many “working parts”
that require attention and shift the District from managing golf courses to managing
multiple contracts. The District will likely still be responsible for capital expenditures
and thus the Self-Operation alternative would be more appropriate. Thus the multiple
concession option is not likely to bring the District’s golf courses into a more
favorable economic position than it is at present. A simple golf maintenance contract
doesn’t make sense for HICC due to the already very low cost of maintenance.

In light of this, NGF sees the continued self-operation (as-is) with enhancements, or some form
of outright facility lease as the two most appropriate options for the District going forward.
However, NGF must also note that if the District opts to pursue a lease agreement for HICC, the
key issue that must be addressed prior to offering the course for lease is can the District accept
a total loss of control on the golf operation, potentially making the course less available to HI
residents, leagues and groups? From an economic standpoint, NGF believes that Holiday Island
CC has a chance to generate additional revenue under its current structure, potentially enough
to cover the basic day-to-day cost of operations, but probably not enough to cover large-scale
capital upgrades (irrigation, greens, turf and cart paths).
Ultimately, this will become a District Board policy decision. The District must decide if golf
makes more sense as a District-supported activity, as opposed to a separate enterprise. If the
District decides that HICC is a “District accommodation” that can be funded, like other services,
then this implies the District is willing to fund potential operating deficits and service the debt
necessary to bring the course back to higher standard of quality. On the other hand, the District
may decide that the community benefits to the District of owning and operating HICC are not
enough to justify a subsidy, and therefore must be self-sustaining. In either case, NGF believes
that some or all of the capital improvements identified in this report must be undertaken.

NGF Recommendation
The NGF team is recommending that the Holiday Island Suburban Improvement District
continue to operate Holiday Island Country Club directly through its present form of selfoperation, but with some modifications. This structure will offer the District the greatest
chance for success in the operation and provide the District a level of hands-on control so as to
maximize the implementation of the program elements that will be required for the District to
succeed with this property (leagues, events, lessons, golf schools, junior programs, etc.). The
modifications recommended by NGF are more programmatic than structural, but do require a
firm commitment to the chosen policy going forward (i.e. can’t change as Board make-up
changes). The key modifications to the HICC operation oversight include:
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Firmly establish a more public-oriented golf operating posture, with emphasis on
members and HI residents, but and openness to non-members and non-residents.



Improve facility marketing to the broader region, focusing more on non-residents and
tourists to the area. This can include both golf course marketing, as well as non-golf
marketing in banquets, weddings and parties.



Increase the 18-hole golf course maintenance staff by at least one FTE to help
improve golf course conditions.



Begin planning for the funding of needed capital improvements that this facility needs
to be truly high quality and compete effectively for expanded markets (more below).



Consider removing the 9-hole course as a fee golf course and allowing no green fee
play on this course as part of the community recreation. This program would be
consistent with the original developer ideals and could help to enhance play from
beginners and less-skilled players who could “graduate” up to the 18-hole course.

SPECIFIC PHYSICAL RECOMMENDATIONS
At the time of the NGF inspection of Holiday Island CC in March 2015, the facility was closed
with winter snow, although a thorough review of condition was completed with the facility
superintendent, and in meetings with Board members, golfers and other staff. All agreed that
the golf course(s) are in less-than-ideal condition for a variety of reasons and capital upgrade
will be required. The NGF recommendations for upgrades to the 18-hole HICC that will be
required in the short term (within 3 to 5 years) are listed below in priority order:


Turf – The turf on both courses has never has truly been fully renovated, especially
on the 18-Hole Course. The club reported problems with conditions, and some form
of upgrade or replacement is likely to be required in the next few years. NGF
Estimated cost = $100,000 to $150,000 for the 18-Hole Course.



Cart Paths – While the 18-hole course does have a “wall-to-wall” cart path system,
some upgrade and improvement will be helpful. A full cart path system may allow for
carts to return to the course with “cart path only” service to help maximize rounds.
NGF has observed other golf facilities spending a standard of $20 per linear foot (lf)
of asphalt cart path and a ‘typical’ golf course will have 12,000 (+/-) lf for full
coverage of an 18-hole golf course. NGF estimates that new cart paths at Holiday
Island CC will cost $240,000 for the approximately 12,000 linear feet needed to
complete a full upgrade to the cart path system for the 18-hole course.



Amenities – HICC should upgrade course furnishings, signage, yardage markings,
water fountains and other on-course amenities. NGF Estimated cost = $40,000 to
$60,000.



Irrigation – The irrigation system in place dates back to the 1970s, or well beyond
the expected useful life of approximately 30 years. The club reported problems with
breaks and coverage, which is common in older systems. Further, the outdated
system is not fully efficient, leading to some wasting of water that could be improved
with a more modern system. NGF Estimated cost = $800,000 to $1.0 million.



Greens – The greens are also original from the 1970s, and have shown Bermuda
contamination, some disease (Pythium, Fairy Ring), and nearby tree/root problems.
NGF assumes a program to refurbish greens to USGA specifications run about $4.00
per sf. NGF Estimated cost = $400,000 for 100,000 sf of greens at HICC.
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Tees – Tee boxes should be improved with stronger turf and a leveling program.
NGF Estimated cost for Tee improvements (to be done in house) = $20,000 to
$30,000.



Bunkers – Bunkers should be improved with better sand a linings. This can be
completed over time with 3-5 bunkers per year at an average cost of $2,000 per
bunker. NGF Estimated cost for Bunker improvements (to be done over five
years) = $70,000.



Driving Range– Holiday Island CC would benefit from improving the driving range,
adding a few tee stations, more length to the range and better targets. NGF
Estimated cost = $50,000 to $60,000.



Maintenance Area Upgrades – Holiday Island CC would benefit from general “facelift” improvements to the maintenance compound (“Ft. Apache”), including upgrades
to landscaping and plantings around the perimeter. NGF Estimated cost = $10,000
to $15,000.

Estimated Cost and Priority of Physical Improvements
The estimated cost to complete the above noted facility improvements are detailed in the table
below. The figures do not include any lost revenue that may occur due to business disruption
during the period these projects are ongoing.
Holiday Island Country Club
Needed Physical Improvements
Highest Priority Items
Turf
Cart Paths
Amenities
Irrigation System
Greens
Sub-Total – Most Immediate
Lower Priority Items:
Tees
Bunkers
Driving Range
Maintenance Area
Total Holiday Island CC Upgrades

Highest
Estimated Cost
$150,000
240,000
60,000
1,000,000
400,000
$1,850,000

$30,000
70,000
60,000
15,000
$2,025,000

OPERATIONAL RECOMMENDATIONS
In addition to the larger management and physical recommendations, NGF Consulting offers the
following list of additional recommendations that we consider to be potentially helpful in growing
Holiday Island Country Club business and lowering expenses. These recommendations are
based on the lead consultant’s experience and expertise and stem from a limited review of the
operation and facilities. We also recognize that some of these items may already be enacted
and that various administrative and other limitations may prevent the District from enacting
some of these items. Our recommendations include:
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Marketing Plan
A marketing emphasis is critical to creating awareness, correcting any misperceptions in the
market (e.g., Holiday Island is in poor condition), and increasing daily fee and tournament play.
Strategies may include advertising to create a brand image (e.g., centered around themes such
as Holiday Island’s history and high quality) and maintain awareness, developing a public
relations campaign, and increasing utilization of web, print, and yield management strategies.
An effective and comprehensive marketing plan must incorporate research, planning, strategy,
market identification, budget, advertising, timetable, and follow-up. Advertising should be
tracked adequately to gauge its effectiveness.
Efforts to enhance golf activity at HICC should include (in order of importance): (1) website; (2)
e-mail programs; (3) golf school / lesson programs; (4) member clubs; (5) printed promotions /
advertisements and (6) improved signage. While some of these activities are ongoing at the
time of the NGF review, it is clear that these efforts, particularly web and e-mail, could be
enhanced in the coming years of operations. The District and golf course should remain active
with local organizations to help promote the golf course, such as the Eureka Springs Chamber
of Commerce and visitor organization.
Further, the NGF recommendations for marketing HICC involve: (1) Maintaining loyalty and
“wallet share” from existing regular-play golfers; (2) improving the messaging to attract greater
participation from non-residents of Holiday Island; (3) developing a comprehensive tournament
and outings strategy that includes direct “face-to-face” marketing to potential target groups and
charities; and (4) developing an expanded strategy to attract transient tourists and visitors to the
facility through enhanced direct marketing via the Internet and through direct participation and
cross-promotions with area lodging and other attractions, as well as other third parties such as
credit cards, discount books, internet specials, etc.
Recommendations to Better Employ Technology
Technology is one of the most important and tools available to a golf course management team
to create incremental revenue, and proper deployment of technology is critical in golf operations
in 2015 and beyond. Technology defines and guides the marketing strategy to build a larger
customer database, create customer loyalty and boost revenue. HICC would benefit from
maximizing the POS technology that is available for golf courses today, including the IBS
system in place at HICC today. This system should have access to tools for initiatives
recommended by NGF, although some may require additional training or upgrade of
hardware/software. In general, the District should seek to maximize technology by:


Using the POS system to identify specific customers and spending patterns to help
maximize an effective targeted email marketing campaign.



Allowing for increased direct purchases from the online portal. Items such as gift
cards and Activity Cards purchased directly from the District website would help
expand revenue.



Allowing for social media tools to be integrated into email marketing. This can be
done automatically through delivery tools that automatically integrate to the leading
social media forums, i.e. Facebook, twitter, Instagram, etc.



Considering having a smartphone application developed that includes yardage
guides and allows golfers to receive text alerts broadcast from the email system. The
average person checks their cell phone 150 times per day. Having a mobile
application facilitates connecting with the customer.
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E-mail – E-mail databases are essential in today’s golf market place, as a means of staying in
touch with the club’s customer base. The District should create and then aggressively market to
an e-mail database. E-mail marketing, with the exception of word-of-mouth and free advertising,
is the most cost-effective advertising possible. In today’s market, it is essential to have and use
an e-mail database. E-mails can be captured from customers via a sign-up sheet at the pro
shop, with a notice that people on the e-mail list will receive notice of special promotions. The
facility’s website should help HICC build upon its existing database. The email program should
be used to communicate with Holiday Island resident golfers and market to non-resident golfers.
Website and Internet – The Internet is having a larger and larger impact on golf as time goes
on. Golfers, especially when traveling, are using the web more and more to find places to play.
The web has several key advantages over other forms of advertising:




Cost: A website is relatively inexpensive to setup and maintain.
Reach: Almost every household that contains a golfer will have access to the
Internet.
Information: The amount of information that can be put on the Web is virtually
unlimited. At the very least, clear directions and contact information can be used to
dramatically increase impact.

Of course, for a Website to be effective people have to be able to find it and it has to be easy to
use. Given the District and real estate structure, the present web set-up is confusing and could
be improved and simplified. A separate “Holiday Island Golf” website is needed rather than the
link page from the District website. It is essential that the Website be kept current for rates,
hours, etc. The best sites are the ones that are constantly being updated with new promotions
and news items, so that customers get in the habit of checking them regularly. The Website (or
page) should continue to include:








Ability to book tee times directly on the website (or through an approved 3rd party)
Pictures and verbal descriptions of the facility and all amenities
A full scorecard + map/directions to the course
E-mail signup: There should be a way to sign up for the e-mail program.
Information about group and individual lessons
Current rates and operating hours
A calendar or news of promotions and upcoming events

Branding – The District should consider taking advantage of the Holiday Island brand that
appears to be strong in this area. The name “Holiday Island” does have following in the area,
both for the residences and the amenities in the community. All web pages, signs and
advertisements should continue to feature the Holiday Island community and HICC brand.
Print / Brochure – Printed ads can still be effective in golf, and HISID has worked to include
advertisements in several Carrol County and Eureka Springs publications. NGF recommends
that this be expanded to include a broader reach, including the Fayetteville MSA, Branson, MO
area and even into Tulsa and eastern Oklahoma. The District should create a new fold-out
pieces like those already in place, but with specific focus for either golf or banquets, as opposed
to just promoting Holiday Island overall. The golf-only fold-out piece should be printed with the
word “Golf” in the upper 1/3 of the front page – to stand out in racks. This piece should be
distributed and placed in as many area visitor centers, hotels, and tourist attractions with
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information racks as is reasonable. NGF research reveals that 33% of all golfers play golf when
they travel. We also encourage brochures and advertising to focus on the improved banquet
facilities and all the options for banquets, weddings and parties that Holiday Island has to offer.
Social Networking - Social networking is the fastest growing marketing tool in golf. The District
should become more active with Facebook and Twitter, which should be used to communicate
“what’s going on” type of messages (who won a tournament, who had a hole-in-one, etc.). This
tends to help build loyalty and repeat activity.
You Tube - You Tube is the second most utilized search engine on the internet. Holiday Island
could develop a presence, including a video of the course and other activities. We would also
encourage instruction, informational, and even videos of tournaments.
Public Relations - PR announcements are free and can be effective. Make sure to send out
press releases, particularly on details related to the recently completed upgrades/renovations to
the ballroom and as golf improvements are completed. This is highly cost effective, as media
may allow free publication of public notices, or send a reported to profile the upgrades. As
additional improvements are made, the reporter(s) should be invited back to see the changes.

Player Development, Programming and Other Ideas
We note that new player development will be one of the critical elements to the long-term
viability of Holiday Island CC, and this should be a point of emphasis at the facility, especially at
the 9-hole course. Direct selling, advertising, and public relations are key to any successful
attempts at building market share in Holiday Island. However, one of the critical elements to the
long-term viability of the club is player development, including a strong Junior Program,
although we suspect this will always be small at this location. Also, because of today’s difficult
climate for golf operations, tapping latent demand among groups that traditionally have shown
relatively low golf participation – such as women and minorities – is more important than ever.
Key recommendations for player development programming include:






Contact the PGA for specific descriptions of programs that work, and how to properly
implement and promote these programs (i.e. “Get Golf Ready,” “Hook a Kid on Golf,”
“Drive Chip & Putt,” “PGA Junior League,” and LPGA’s “Teaching Her” program).
Expand and improve the practice / golf learning amenities at HICC, as noted in
NGF’s physical recommendations.
Encourage and provide incentives for staff to provide golf lessons during off hours,
but on HICC property.
Create programs to provide older, used golf equipment to always be available free of
charge at the 9-hole course, and possibly for other needy prospects via donation or
at a deep price discount.

Increased Women’s Participation - This represents a major “industry best practice” and is
recommended by NGF to every golf course we review. At present, women account for about
20% of golf participants, but 40% of beginners. There are many reasons why female golf
participation is low, but increasing participation from women is key to increasing revenue. The
most common issues relate to golf course difficulty (should not be an issue at HICC), retail
selection, on-course services (restrooms, drinking fountains), food / beverage selection, and
customer service.
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Tournaments and Outings – The District and Golf Professional / Manager should expand
direct marketing to tournament and outing prospects to bring in a larger share of that business
to Holiday Island CC. The upcoming Arkansas State High School Championship is an excellent
opportunity to promote the facility as an excellent venue for tournaments and outings. Other
keys to marketing in this segment include some direct contact selling, as well as actively
seeking groups, charities, and corporations that have hosted tournaments in the past.
In-House Leagues – HICC staff should continue to be active in creating, promoting and
facilitating new in-house golf leagues, and encouraging participation and facilitating
introductions for new players to join existing leagues. It can sometimes be difficult for new
residents or new members to join existing clubs and the pro shop should help to facilitate.
Signage - The signage for HICC should be improved as is allowable by local guidelines. The
existing highway billboard(s) are not up-to-date and tend to focus on the real estate, as opposed
to golf. While billboards typically do not create immediate traffic to a golf course, they do create
brand awareness, especially for frequent travelers to the area who may remember golf next
time. Signage should help to direct golfers to the course from off-site (especially Eureka
Springs) and direct customers where to go when inside Holiday Island. HICC would help to
improve its performance with new directional signs at key intersections leading to the course
and should be improved to the extent that is allowable by local guidelines. All signage for HICC
should make it clear that the golf facility and restaurant are “open and available to the public.”
Volunteers - The District should continue to encourage a vibrant volunteer program whereby
citizens can trade their services to the golf course for golf privileges. This is common at public
agency golf courses and is a good way to help expand the service to golf customers without
adding to operating expense.
Golf Packages – HICC should work to take maximum advantage of the lodging amenities
inside Holiday Island and in the area to create attractive “stay-and-play” golf packages for area
visitors. The golf course and District can work with the Holiday Island real estate office to
expand the current voucher system to include the vacation rentals, timeshares and the motel,
and aggressively increase the golf package program from fewer than 500 golf rounds generated
the last few years.
Holiday Island Hospitality Association - Holiday Island has an organized committee to
welcome new residents, organize social events, complete upkeep projects and otherwise
support the community. HICC should seek to work with this group to be certain that the golf
course’s messaging and communications are getting to all residents, especially new residents.
Holiday Island Real Estate Office – HICC should work closely with the real estate agents
specializing in Holiday Island to provide information about the golf course, its rates and joining
clubs. This relationship would be mutually beneficial and help to promote the golf course
together with the surrounding community.

National Golf Foundation Consulting, Inc. – Holiday Island Country Club DRAFT Report – 46

Holiday Island CC Basic Operations
and Preliminary Financial Projections
Given its location, quality of golf course, and pricing structure, Holiday Island Country Club has
the potential to serve a defined niche of golfers in the greater Northwest Arkansas MSA, with
specific focus on Holiday Island, Eureka Springs and the Fayetteville, Branson and Tulsa
markets. The facility can attract local residents and seasonal resident golfers, plus a mix of
other non-local golfers seeking a high quality round of golf at an affordable price from a much
wider geography than presently attracted to Holiday Island CC. The facility is able to handle a
much larger volume of golf rounds than is presently being served, with activity reduced due in
part to local demographics and economic issues, but also due to a comparatively lower level of
awareness about availability in the broader market.
The upgrades scheduled for completion in 2015 (ballroom) will allow HICC to be more
competitive, and thus more active, in maximizing the organized event schedule of tournaments,
outings, charity functions, etc. as a key to improving economic performance. Enhanced
marketing should lead to some increases in tourist rounds and other golf activity associated with
area lodging, both inside Holiday Island and in Eureka Springs. As the facility has a generally
modest amount of revenue earned per round of golf, it is expected that revenue can only grow
with increases in round activity.
It is clear that the key issues facing the District and HICC managers in the Holiday Island CC
operation are: (1) how to maximize the desire for golfers to make the longer trip to Holiday
Island; and (2) how to maximize the organized event schedule of tournaments, outings, charity
functions, etc. as a key to improving economic performance. In short, HICC will likely remain a
modest volume producer for the foreseeable future, provided the District and Holiday Island staff
can be successful in enhancing awareness about the facility as an excellent value for the green
fees charged, especially for a place to host a large golf event or charity tournament.

ECONOMIC PERFORMANCE POSSIBILITIES (SENSITIVITY ANALYSIS)
The estimates in this section show HICC’s performance at various rounds played totals (worst
case, ‘as-is,’ modest growth, and best case), assuming actual 2014 inputs for revenues and
expenses. The table shows that HICC does not cover all obligations, even with rounds as high
as 28,000 (best case = 79% increase). With rounds totals in excess of 30,000 (2x current) the
facility can cover its basic on-site expenses and possibly earn a small profit that can be saved
for future upgrades. NGF has prepared these projections noting that there is variability in
expenses at higher rounds (i.e., more maintenance needed when more rounds are played –
figures rounded to nearest $100).
The result of this review shows that Holiday Island CC needs to generate a level of rounds
activity that is probably higher than its realistic best case performance in order to meet its basic
obligations to the District. In short, this golf operation may have to generate a rounds total that is
beyond its reasonable expectation in order to meet its obligation to the District. Also, the NGF
estimates assume the current (2014) average revenue per round of about $28 per round, which
could be increased in the coming years with some facility improvement combined with modest
user fee increases.
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Holiday Island Country Club
Estimated Economic Performance
at Various Rounds Totals
Rounds
Revenue
Activity Fees
Green Fees
Combined Cart Fees
Total F & B Sales
Merchandise
Range
Other
Total Revenue
Direct Cost of Sales - F&B
Direct Cost of Sales - Merchandise
Total COGS
Gross Profit
Expenses:
Pro Shop Wages
Pro Shop Non-Wages
Maintenance Wages
Maintenance Non-Wages
Utilities
Total Expense
Net Income Before Other HISID Charges (Loss)

15,600

20,000

24,000

28,000

$101,400
85,000
84,200
87,400
54,600
5,500
18,700
$436,800

$130,000
109,000
108,000
112,000
70,000
7,000
24,000
$560,000

$156,000
130,800
129,600
134,400
84,000
8,400
28,800
$672,000

$182,000
152,600
151,200
156,800
98,000
9,800
33,600
$784,000

$43,700
$38,200
$81,900
$354,900

$56,000
$49,000
$105,000
$455,000

$67,200
$58,800
$126,000
$546,000

$78,400
$68,600
$147,000
$637,000

$155,000
60,000
185,000
140,000
30,000
$570,000
($215,100)

$160,000
65,000
200,000
150,000
32,000
$607,000
($152,000)

$165,000
70,000
215,000
155,000
34,000
$639,000
($93,000)

$170,000
70,000
225,000
160,000
36,000
$661,000
($24,000)

HOLIDAY ISLAND CC PROJECTIONS (2015-2019)
NGF Consulting has created a cash flow model for Holiday Island CC, assuming the continued
operation of the facility under its present structure, but with some modifications as
recommended by NGF. We also assume that the overall economic condition remains stable,
without any sizable increase or decrease in the Northwest Arkansas area economy,
employment, or visitation. Additional assumptions are shown below.

Basic Assumptions


HICC will continue to operate in similar fashion to today, with firm establishment of a
semi-private operating structure and greater emphasis on attracting non-resident and
non-activity card rounds. HISID will work to improve the Holiday Island CC brand to
reflect that it is “open and available to the public.”



The maintenance condition of the HICC golf course is improved with the inclusion of
one additional FTE in maintenance beginning in 2015.



The marketing of HICC is enhanced beginning in 2015, with emphasis on
technology, website and email programs. HISID will work to improve signage and
billboards and continue (and increase) print advertising with a wider reach than just
Eureka/Carrol County. All marketing activities will target both local and non-local
golfers, as well as non-golf events such as banquets and weddings.
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Rounds played are expected to come in at only 15,850 for 2015, with growth to over
18,000 rounds in 2016, and over 22,000 by 2018. These represent realistic targets
for HICC and would help to restore the facility to actual rounds levels achieved as
recently as 2010-2011. Most all categories of rounds should grow, but the most
significant growth is projected in green fee, tournament and time share rounds. We
believe this is a reasonable and sustainable level for planning purposes, but HICC
may surpass these figures with the clubhouse enhancement and strategies such as
enhanced marketing to the broader regional community.



The average revenue per round for green fees is projected at 2014 levels for 2015,
with 10% increases in 2016 and 2017, then stabilizing to 2% annual increases
through 2019. This is reflective of a program to move daily green/guest fees higher in
the coming years as the facility improves and increases awareness.



Average revenue for carts, merchandise and other are projected at 2014 levels for
2015, with 2% annual increases through 2019. Direct cost of sales for merchandise
is held at the 2014 level of 70%.



Average revenue for all food, beverage and beer sales is projected at 2014 levels for
2015, with 4% annual increases through 2019. This is reflective of recent
improvements in F & B revenue that are projected to continue. Total cost of sales on
F & B is reduced to 45% beginning in 2016 to reflect some changes to reduce F & B
cost of sales.



Operating expenses in FY15 are adjusted with a $15,000 increase in maintenance
personnel in 2015 for a partial year of additional staff, then growing to over $215,000
in total maintenance labor beginning in 2016. All expenses are projected to grow
annually at 2.25% based on historical records and recent trends.



As the NGF Consulting projections are estimates of future results, all figures have
been rounded to the nearest $100 for simplicity.
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Cash Flow Statement
NGF Consulting has utilized the previously mentioned assumptions to create the cash flow
statements in the following exhibits. Each category of revenue has been listed separately.
Holiday Island Country Club
Projected Economic Performance
2015-2019
Rounds
Resident Activity Card Rounds
Green Fee / Guest Rounds
Timeshare Rounds
Tournament
Complimentary
Employee
Total 18h Course
Income - 18H Course
Activity Fees
Non PO Access Card
Green Fees
Trail Fees
Cart Rental
Other User Fees
Cart Lease
Cart Storage
Range Balls
Merchandise Sales
Food Sales
Beverage Sales
Beer Sales
Other
Total 18h Course Revenue
Direct Cost of Sales
Total Merchandise
Total F & B
Total Cost of Sales
Gross Profit
Operating Expenses
Pro Shop Wages
Pro Shop Non-Wage
Maintenance Wages
Maintenance Non-Wage
Utilities
Total Operating Exp.
Net Operating Income

2015

2016

2017

2018

2019

10,300
3,600
100
600
250
1,000
15,850

11,500
4,000
300
1,000
300
1,000
18,100

12,500
5,000
700
1,400
300
1,000
20,900

13,000
5,500
800
1,500
300
1,000
22,100

13,000
5,500
800
1,500
300
1,000
22,100

$104,600
3,700
86,200
22,700
35,800
5,600
15,000
11,900
5,900
55,300
65,700
11,400
11,800
9,800
$445,400

$121,800
4,300
108,300
26,400
41,700
6,500
17,400
13,900
6,800
64,400
78,100
13,600
14,000
11,400
$528,600

$143,500
5,000
137,500
31,200
49,100
7,600
20,500
16,300
8,000
75,800
93,700
16,300
16,800
13,400
$634,700

$154,700
5,400
148,300
33,600
53,000
8,200
22,100
17,600
8,700
81,800
103,100
17,900
18,500
14,500
$687,400

$157,800
5,500
151,300
34,300
54,000
8,400
22,600
17,900
8,800
83,400
107,200
18,600
19,200
14,800
$703,800

$38,700
$44,500
$83,200

$45,100
$47,600
$92,700

$53,100
$57,100
$110,200

$57,300
$62,800
$120,100

$58,400
$65,300
$123,700

$362,200

$435,900

$524,500

$567,300

$580,100

$152,500
59,800
200,400
137,700
25,500
$575,900

$155,900
61,100
215,000
140,800
30,000
$602,800

$159,400
62,500
219,800
144,000
30,700
$616,400

$163,000
63,900
224,700
147,200
31,400
$630,200

$166,700
65,300
229,800
150,500
32,100
$644,400

($213,700)

($166,900)

($91,900)

($62,900)

($64,300)
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Cash Flow Results
The results of NGF Consulting’s preliminary cash flow projection shows that if operated in the
same basic structure and condition that exists at the club today, the facility would continue to
produce losses on operation up to and through the 22,100 rounds per year total (41% higher
than actual in 2014). Considering all preliminary expense estimates prepared by NGF
Consulting for this study, the annual net income after all expenses is not likely to be positive,
although direct golf losses can be reduced from over $200,000 in 2015 and projected for 2015,
down to under $100,000 by 2017 and beyond. Put another way, it does not appear that the
Holiday Island Country Club operation, as it currently situated, is sustainable for the long term,
as it not likely to be capable of sustaining basic day-to-day expenses. It is also certain that the
Holiday Island CC operation will not be able to cover any large-scale capital cost reduction and
it is likely that the facility will operate with continued losses, in addition to any investment made
to upgrade the property.
Holiday Island Country Club is a good quality golf facility that is an appropriate fit for the Holiday
Island Community. NGF Consulting recognizes the fiscal challenges faced by the HISID Board
in the Holiday Island CC operation and reminds the District that these challenges are common
in the golf facility industry in 2015 and not at all unique to Holiday Island. As the District moves
forward in creating a new plan for Holiday Island CC, understanding that the level of rounds
activity needed to meet all facility obligations AND make needed physical upgrades is not likely
to be achieved in the near future, and this rounds level is not being achieved by other area
public golf courses. As such, it is clearly in the best interest of both the District and its golf
course management team to do all it can to enhance the facility and attract the highest volume
of activity that can be achieved, much of which will have to come from outside the Holiday
Island community. As such, a key focus for the facility going forward will have to be attracting
both local area residents and tourists, as well as attracting golf activity from the broader region
that includes Fayetteville, Branson, Springfield and Tulsa.

LIMITING CONDITIONS
The income estimates presented by NGF Consulting have been prepared based on existing and
projected market conditions, the quality of the subject facility and the intended segment of the
golf market toward which it is oriented. Particular focus was paid to the reality of golf supply in
the immediate local market where several golf facilities have been struggling to generate
enough golf rounds to meet their obligations. Proper uses of these estimates include:





Establishing reasonable parameters for expected performance for the subject facility
Determining an appropriate level for lease obligations the facility can support
Establishing the basis for financing determinations
Providing guidelines for realistic expectations of income and expense

NGF Consulting is confident that some growth in activity and revenue can be achieved at the
subject facility. From a practical standpoint, those managing the facility will need to respond to
variable market conditions as well as unforeseen maintenance needs. NGF Consulting is
confident that the facility will be able to continue to achieve similar results beyond the next five
years of operation.
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MARKET SHARE CONCLUSIONS
When projecting a realistic market share of the subject facility, it is important to realize that the
total number of rounds to be played on a golf course in any given year may be lower than the
market opportunity appears to suggest. It is typical for an existing public access golf facility to
achieve only a portion of its total potential. Our estimates of performance for Holiday Island
Country Club could change should the following conditions occur:
Stronger Performance

Weaker Performance

Future course closings

New course openings

Faster population growth than projected

Incorrect price levels

Positive regional publicity

Poor customer service

Lack of loyalty to existing courses

Low quality facility

Unforeseen surge in golf interest

Poor yearly weather conditions

Excellent yearly weather conditions

Regional economic recession

It is important to measure the performance of the District’s municipal golf asset in such a way as
to help the District make financial decisions based on realistic expectations. It is obviously
possible that either more or fewer rounds will be realized. We note that the NGF opinion on
future performance of Holiday Island Country Club do anticipate significant difficulty in growing
activity, and the District should adjust its lease expectations accordingly.
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Summary Statement
It is our opinion that the Holiday Island CC is at a very critical point in its history. The golf course
is the clear leader in this immediate market, but recent declines suggest that HICC and District
will have to become more active in seeking to attract new golfers to the golf facility through
enhanced marketing and promotion, particularly to non-local golfers who could be attracted to
Holiday Island for its country setting away from the cities and for a reasonable golf playing fee.
This will require a new commitment from the HISID Board to accept the business model of a
semi-private club with full access available to non-residents. As a means to help retain the golf
value in the homeowner experience, perhaps a change whereby the 9-hole course becomes
“all-inclusive” with no additional playing fees required.
In addition to the policy and operational modifications, some changes in the physical plant at
Holiday Island CC will also be necessary. Some of the infrastructure is declining and losing its
appeal to golfers, especially related to the quality of the turf, the greens, cart paths and irrigation
system. An improved clubhouse at HICC will help to make this facility the most premier public
golf course in the area, adding significantly to its ability to attract larger (and more lucrative)
events, outings and tournaments. The District can consider other investments to add to the
appeal of the golf course and help to maximize the reach into new customer segments.
The Holiday Island golf system is basically set up in a traditional municipal golf format with full
District control of facilities and labor. The NGF did not uncover any indication that the facility is
being mismanaged in any way, but the golf course is under-staffed to provide a level of high
quality maintenance. The District and all sub-divisions (including golf) are audited every year
and these reviews, coupled with the NGF review, reveal no obvious “red flags” on the operation.
The NGF review has also shown that there is no other form of operation that would put the
District in a clearly better economic position than at present, although a full lease could be
considered if HISID can find a lease partner willing to make new investment in the property and
absorb the economic risk (unlikely).
In summary, our findings are that Holiday Island is operating a good quality golf course facility in
a generally rural location with a limited customer base to support operations. The course is
earning total revenue (including activity cards) of under $450,000, which is less than half the
“standard” of about $1.0 million in revenue for U.S. 18-hole golf courses. As a result, the District
has worked hard to reduce expenses in the operation to match the low revenue, but this has in
part contributed to the maintenance condition of the facility showing that the District cannot “cut
its way to economic success.” The most important NGF recommendations to HISID in the
operation of the Holiday Island CC include:
1. Commit to a semi-private structure with renewed focus on attracting non-local golfers
2. Enhance marketing, especially related to technology (internet, email, social, etc.)
3. Improve the physical condition of the property with additional maintenance staff
4. Complete the physical upgrades needed, focusing on turf quality as highest priority
5. Implement player development activities that appeal to attracting new golfers
6. Make slight increase adjustment in playing fees bringing the Activity card average
discount to around 20% from peak green fees, and commit to a program of annual
fee adjustments to account for increasing maintenance costs.
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Appendices
A: Golf Course Life Cycle
B: National Rounds Played
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APPENDIX A – GOLF COURSE LIFE CYCLE
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APPENDIX B – NATIONAL ROUNDS PLAYED REPORT
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