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Board Agenda ltem
November 13, 2019

INFORMATION (with presentation)

National Golf Foundation Consulting Report Status

Golf Enterprises staff will provide an update of progress made towards
recommendations identified in the Fairfax County Park Authority Golf System
Financial and Operational Analysis completed in 2012 by the National Golf
Foundation Consulting (NGF Consulting). In February 2012 NGF Consulting presented
the Park Authority Board the results of their comprehensive examination of the Park
Authority’s golf operations. In their presentation and in the final report, NGF Consulting
provided analysis of existing conditions and operations, as well as, “best of industry”
recommendations to maximize the long-term success and profitability of the agency’s
golf portfolio. Staff will report on progress-to-date as well as plans for the future in the
major areas of recommendation. The Park Authority Board was last updated in July of
2017.

ENCLOSED DOCUMENTS:
None

STAFF:

Kirk W. Kincannon, Executive Director
Sara Baldwin, Deputy Director/COO
Aimee L. Vosper, Deputy Director/CBD
Todd Johnson, Manager, Golf Enterprises
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NGF Consulting Recommendations for
FCPA Golf

NGF Consulting has prepared a schedule of recommendations for the continued operation of
the FCPA Golf system as a whole. These recommendations have been organized into four main
categories: (1) System-wide basic oversight and structure, (2) Operational Recommendations,
(3) Physical Upgrade Priorities, (4) Marketing and Program Recommendations, and (5) pricing
recommendations. These recommendations are intended to apply to the system as a whole and
are designed to benefit all facilities in the system. The NGF companion reports on the individual
facilities offer additional recommendations unique to each FCPA Golf property. In the chapter
following these recommendations, NGF Consulting will display the potential financial impact of
enacting all of the system-wide and individual facility recommendations.

SYSTEM-WIDE ORGANIZATIONAL RECOMMENDATIONS
FCPA Golf Administration and Structure

As noted elsewhere in this report, the Fairfax County Park Authority golf system is operating
with system-wide oversight from the Parks Services Division of the Fairfax County Park
Authority, with direct oversight from a Golf Enterprises Manager. It is the NGF
recommendation that this system be retained with some minor modifications, at least
through the end of FY2015 to allow new capital investments and other changes to take
hold and improve revenue. NGF has observed that the present operational system for FCPA
golf is basically appropriate with no need for drastic change, but some modifications will need to
made to: (1) enhance the marketing and promotion of the FCPA golf facilities; (2) reduce overall
staff expense through some staff reductions and conversion of some ‘merit’ positions to part
time; (3) enhance the overall technology capabilities of the FCPA golf system (new POS, etc.);
and (4) upgrade individual facilities to better accommodate large groups and
tournaments/outings. These changes should allow the present operational structure to maximize
the economic potential of these golf courses and meet fiscal responsibilities.

If the economic improvement does not occur in the next three years, then the FCPA
should consider privatization alternatives, such as one of the management company /
privatization models described in this report. NGF recommends the FCPA explore a
management contract option only if action on these items still fails to improve net revenue by
the end of FY2015. Key findings and recommendations regarding the FCPA Golf Administration
include:

e The basic oversight and structure of the FCPA golf system must change to
become more entrepreneurial and run the golf system more like a business
and less like a public accommodation. This means new and improved emphasis
on marketing and promotion, especially to markets beyond Fairfax County, including
all of Northern Virginia and the greater DC Metro. This will mean enhancements to
facilities and systems and mean that management will have to react quickly to
changes in market characteristics. NGF recommends the Golf Enterprises Manager
remain a business-oriented position, as opposed to a maintenance-oriented position,
to help the system better react to changing market conditions and provide a business
perspective to the issues of staffing, cost controls, marketing, green fee rates,
programs, capital needs, etc.
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NGF recommends that the FCPA consider adding an additional golf-specific
Marketing Specialist position that reports to the Golf Enterprises Manager to
assist with Golf Enterprises marketing. The addition of this position would provide the
FCPA Golf Enterprises with a dedicated, full-time marketing professional with a sole
responsibility to maximize the exposure and awareness of FCPA golf courses. This
position is proposed as optional for the FCPA golf system and has not been
assumed in NGF'’s financial projections.

Continue with the Public Links and Everybody Golf School concessions, but
work better with Everybody Golf School to transition new beginners from the
range to the golf course. In general, these concessions provide benefit to the
FCPA golf system. The Public Links concession relieves the Authority from having to
obtain a liquor license and the Everybody golf school provides an extensive golf
instruction program at the two FCPA golf facilities that are most suited for that
service (Burke Lake and Oak Marr). The challenge for FCPA will be to create and
implement a program to transition new golfers from hitting balls at the range to
playing a round of golf. Working with the lesson vendor to offer specials, discounts,
multi-play passes and complimentary first rounds are just some of the considerations
for this area.

Considering these additions, coupled with the individual course staffing recommendations made
by NGF in the facility companion reports, the overall recommended system organizational
structure is displayed on the following page.

Individual Facility Staffing

In the individual facility companion reports, the NGF team has made recommendations on
specific operational issues at each FCPA Golf facility. In addition to these individual facility
recommendations, NGF has offered several suggestions for basic operations staffing at each
facility as documented in the individual facility reports and summarized in the proposed
organization chart on the following page. Key differences from the current structure include:

To reduce labor expense, NGF recommends only two merit positions in pro shop
operations at Jefferson Park, Pinecrest, Oak Marr, Burke Lake and Greendale.
These positions should be supported with additional seasonal / part-time hours.

To reduce labor expense, NGF recommends transitioning several of the Senior
Maintenance Worker and Maintenance Worker positions to seasonal / part-time
positions through attrition, retirements and vacancies.

The FCPA should continue and strive to expand the volunteer program to provide
support for additional part-time positions.

NGF recommends that most food and beverage positions at facilities with small
snack bar operations (Greendale, Jefferson Park, Pinecrest and Burke Lake) should
be staffed with all seasonal / part-time positions, including the F & B managers. This
would also apply to Oak Marr if some form of snack operation is added there
(recommended by NGF). Facilities like Laurel Hill and Twin Lakes should retain merit
F & B managers.

The FCPA should strive to continue to include PGA golf professionals on staff in
some capacity at Laurel Hill, Twin Lakes, Burke Lake, Oak Marr and Greendale. This
is less important at Jefferson Park and Pinecrest.
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Proposed Organizational Structure 2012-13

Fairfax County Park Authority

(Park Board)

Park Authority Director
+ Deputies (COO + CFO)

Business . Marketing
Office Manager Golf Enterprise Services
1
Irrigation Marketing L _
Specialist Asst. (optional)

Laurel Hill Twin Lakes Greendale Jefferson Pinecrest Burke Lake | Oak Marr
1PSIVFT 1PSIVFT 1PSIVFT 1PAIIIFT 1PSIIFT 1PSIVFT 1PS Il FT
1PSIIFT 1PSIIFT 1FAIIFT 1FAFT 1FAIFT 1FAIIFT 1PSIFT
1FSMFT 1AAFT 1 Inst Il PT 23 0SS PT 19 OSS PT 1LBPT
1MCFT 1FSMFT 33 0SS PT 1MW PT Volunteers 350SS PT 25 OSS PT
1PSMFT 1PSMFT 40 Volunteers Volunteers
59 OSS PT 31 OSS PT

FTE 17.625 FTE 12.125 FTE 8.25 FTE 7.875 FTE 5.875 FTE 6.5 FTE 6.75
1GCSIIFT 1GCSIIIFT 1 GCSIII FT 1 GCSI FT 1 GCSI FT 1 GCSIII FT 1 GCSI FT
1GSAFT 1GS1FT 1PSIFT 1PSFT 1PSIFT 1PSIFT 1 SMW FT
1 MEO FT 1PSIFT 1 MEO FT 1SrMW FT 1SMC FT 1MCFT 1MW FT
1AM I FT 1AMIIFT 2 MW FT 1MW FT 1MW PT 2 MW FT 3 PSAPT
1SrMW FT 2 MEO FT 6 PSA Il PT 1 PRS PT 6 MW PT
2 MW FT 4 Sr MW FT 9 MSS PT 6 PSAPT 9 PSAIII PT 9 PSAPT
16 PSAIIl PT 4 MW PT

1MW PT
18 PSA Il PT
FTE 15 FTE 18.75 FTE 6.5 FTE 5.75 FTE 5.25 FTE 12.125 FTE 3.75
Total 32.625 Total 30.875 Total 14.75 Total 13.625 Total 11.125 Total 18.625 Total 10.5

Abbreviations: AA Administrative Assistant; AM Auto Mechanic; FA Facility Attendant; FSM Food Service Manager;
GCS Golf Course Superintendent; GSA Golf Superintendent Assistant; LB Laborer; MC Maintenance Chief; MC
Membership Coordinator; MEO Motor Equipment Operator; MSS Maintenance Support Staff; MW Maintenance Worker;
SMW Senior Maintenance Worker; OSS Operations Support Staff; PS Park Specialist; PSA Park Support Assistant;
PSM Pro Shop Manager. Changes from 2012 actual in italics.
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BASIC OPERATIONAL RECOMMENDATIONS

Additional recommendations regarding basic policies that apply to all seven FCPA Golf facilities
include ideas for basic golf course operations, improving technology capabilities, food and
beverage operations, pro shop operations and golf course maintenance.

Improve Technology Capabilities (POS)

NGF has observed several key deficiencies in the FCPA golf system, the most important of
which is limited technology capabilities and the inability to create effective customer databases
that can be used in marketing the golf facilities. The most important of these deficiencies
include:

¢ No tee-time integration — The system does not allow for any kind of automated tee
sheet to be integrated with the POS. This includes the phone tee sheets and much is
still done by hand.

e Tee Sheet Management — Improvement in this area can help in yield management,
marketing, tournament management, and selling tee times online directly by FCPA,
without any third party (as presently).

o Reports. The system does not produce adequate golf-specific reports, and most
internal reporting is done manually.

¢ Marketing Limitations — the above limitations constrain the FCPA’s ability to
develop a robust customer database tied to golfer purchase behavior, and utilize that
database in the type of electronic marketing that dominates the industry today.

NGF Recommendation for New POS System

Based on the NGF review, the FCPA should pursue the addition of a new, golf-oriented point-of-
sale (POS) system that provides the services noted above and allows the FCPA golf managers
to provide online tee time service, customer tracking (especially if some form of loyalty card is
implemented) and more efficient record keeping, resulting in a smaller time commitment from
managers.

NGF has reviewed several such POS systems and notes a handful of companies that provide
these systems. The best fit for the FCPA golf system will be a system that provides elements
such as:

e Remote access to tee sheet

e Search and reserve tee times across multiple days or courses
e Customize pricing formats for different types of play

o Reserve and track golfer categories with custom settings

¢ Manage multi-course facilities

¢ Send automated email tee time confirmations to golfers

¢ Build shotguns, split-tees, squeeze times and any other design
e Track Check-Ins and No-Shows

e Send out automated “Reminder” and “Thank You” emails

e Create and manage events and outings

o Restrict access to some features based on various security levels
e Use color-coding to identify special tee time slots

e Track utilization and forecast future revenues
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e Preview or export reports to track rounds, revenue, and golfers

e Capture and process credit cards automatically

¢ Enhanced Check-in process with integrated POS

o Networking: The ideal system will set up the tee sheet to connect to the following:

=  Course website

= POS provider partner websites

» The course and POS provider reservation center
» Corporate or Administrative office

= Affiliated golf courses

= Local hotels & concierges

» Travel & vacation packagers

= Golf web sites

e Point-of-Sale: The ideal system will include a package that allows the integration of:
» |ntegrated Check-In
» Integrated Membership Programs
= |ntegrated Loyalty and Rewards programs
» Custom Receipt Design
= Cart Rental Agreements
» Integrated Gift Card or Gift Certificates

e |nternet Reservations:

The ideal system will allow for offering online tee times via

the FCPA golf (or individual facility) web site(s).
e Email Marketing: The ideal system can send customized emails to a customer

database.

NGF expects that a system of this nature, with all its features, would typically be priced with
a one-time fee of anywhere from $4,000 to $10,000 per facility, with 9-hole and/or driving
range-type facilities coming in on the lower end of the scale. In addition, there is usually
some type of continuing monthly service fee of between $200 and $400 per facility per
month. NGF has assumed a pricing expectation of an initial investment of $35,000 and a
monthly fee of $1,400 for a basic POS system with key integration features sought by
FCPA. Actual cost may vary and the FCPA should do a comprehensive pricing analysis.

Yield Management Practices

The FCPA golf managers should be given a moderate amount of authority to monitor their tee
sheets (especially if a system like the one noted above is employed) and run specials “on a
moment’s notice” to beef up activity during slow periods. This practice should be monitored
closely and will likely have the most impact at Twin Lakes and Greendale.

Operations Basics

NGF Consulting has also provided recommendations on basic activities that apply to all seven
FCPA golf facilities. These include:

e Customer Service. Quality customer service is the best marketing tool, as it is
easier to retain current customers than it is to create new ones. This is especially
critical for FCPA Golf facilities, as the image projected reflects back on the FCPA
and the County. At present, customer service appears to be a strength at FCPA Golf
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courses, and NGF recommends a continuation of the FCPA’s “STARS” at the
courses with added emphasis to promote the program.

o General Clubhouse Staffing. FCPA should work to create a “standard” clubhouse
staffing program, divided as follows:
= Laurel Hill and Twin Lakes: Retain five merit clubhouse positions

» Pinecrest, Jefferson and Oak Marr: Retain only a General Manager and
Assistant General Manager

= Burke Lake: Retain only a General Manager and Assistant General
Manager, although one additional merit position will be needed when the new
clubhouse is open to serve the expanded needs in F&B, retail and range

= Greendale: Retain three merit positions — General Manager, Assistant
General Manager and Food Service manager

e Expand Programming. Commit to a full schedule of programs and events at FCPA
golf courses, based on the “best practices” presently in use by many other golf
facilities both locally and nationwide. Programming to be incorporated includes:

= Leagues

* Men’s and women’s golf associations

=  Weekly games

» In-house tournaments, especially scrambles where everyone can participate
» |ncreasing female participation

= Player development

Employee / Volunteer Rounds. NGF has noted the high number of employee and
volunteer rounds being hosted by FCPA facilities. NGF has traditionally used a
“standard” of around 4% or 5% for employee/volunteer rounds at municipal golf
courses (FCPA is at 9.9% in 2011. The key for NGF is that these rounds are not
displacing other full paying customers, especially at prime time. FCPA management
should more closely restrict prime time rounds from employees and volunteers.

o No-Show Policy - Continue to enforce the system “no-show” policy and place
greater emphasis on management of the system to reduce this loss of revenue
through procedures that may include credit card charges to repeat offenders, large
groups and block tee times. New POS should help with this.

e Cart Lease — The FCPA should continue with its program to lease carts at facilities.
The roughly $1,030 paid by the Authority per cart per year is close the NGF
“Standard” of $1,000 per cart per year. Plus, the 3-year lease program allows for the
facilities to always have generally newer carts (preferred by customers).

e Retain Everybody Golf — Everybody golf should be retained at Oak Marr and Burke
Lake. FCPA should work with this vendor to improve communications and help to
provide a better transition for beginning golfers from driving ranges to golf courses,
and from par-3 courses to full-length facilities. Specifically, this can be accomplished
through both personal coordination between Everybody Golf and FCPA golf staff,
and the incorporation of specials and promotions such as discounts, complimentary
rounds and “upgrade” discounts for golfers “graduating” from a short course to an 18-
hole course.
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e Winter Operations — FCPA should continue its policy for winter operations. Winter
golf is popular in this region when the weather is appropriate and the FCPA facilities
should be open as much as possible to grow revenue. The move to more seasonal /
part-time labor will help to reduce expense.

Food & Beverage Operations

NGF has observed that FCPA Golf facilities have developed appropriate food and beverage
operations, with offerings in three categories — full service (Laurel Hill), basic grill operation
(Twin Lakes), small snack shop operation (Jefferson Park, Greendale, Burke Lake and
Pinecrest), plus the vending only at Oak Marr.

It is important to maintain high quality in food and beverage operations for both direct revenue
and to enhance the overall golf experience, leading to increased golf revenue. NGF Consulting
believes that maintaining adequate food and beverage operations at FCPA Golf facilities will
help increase rounds of golf (possibly by 10% or more), increase revenue per round and
increase traffic to the FCPA golf course properties.

Other NGF Recommendations
NGF recommends the following changes to F & B operations in the FCPA system:

o Laurel Hill — Expand access to the “On-the-Go” system to allow for greater
convenience for golfers to make purchases when the clubhouse is booked for a
banquet or event. This will also allow for quick service between 9" and 10" holes.
Ideas include the addition of a new “pass-through” snack window or the addition of a
small “Grab-n-Go” system (possibly refrigerator in the pro shop or nearby).

e Twin Lakes - Expand the Oaks room and add some form of “grab-and-go” system
for quicker purchase of light items (sandwiches, snacks, beverages, etc.).

e Greendale — Add new event pavilion.

o Jefferson Park — Add new event pavilion and add beer sales to the facility, only
during the day when the 9-hole course is open.

e Pinecrest — Add beverage cart service.
e Burke Lake - Add beer sales to the facility when the golf course is open.
o Oak Marr — Add small snack shop in modified clubhouse space planning.

Beverage Cart Service

On-course service of beverage (and some food) items has become a key component of golf
operations in the U.S., particularly at resort-type golf courses of high quality. While the beverage
cart itself is often not highly profitable (can add $1 to $2 per round in revenue), the beverage
cart provides a level of service that the golf customer has come to expect and will lead to
enhanced revenue in other areas of the operation (green fees, carts, etc.). NGF Consulting
recommends that FCPA push to have beverage cart service at each golf course (2 at Twin
Lakes) on weekends and holidays, and at Twin Lakes, Laurel Hill and Greendale during
weekdays as well. The level of service can vary by location, but should be daily during peak
seasons, and at least on weekends throughout the year.
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Pro Shop Recommendations

The FCPA golf system staff should seek to maximize merchandise revenue at the golf courses.
This will require some modifications to purchasing and items offered, especially apparel, and a
increased focus on ladies items. In general, NGF recommends:

¢ No change in pro shop operations at Laurel Hill and Twin Lakes.

¢ Modify the space and add additional inventory at Greendale, Oak Marr, Jefferson
Park and Pinecrest.

o Burke Lake to be determined based on new clubhouse and/or range expansion. If
new space is added, the merchandise inventory should be increased.

Course Maintenance

The NGF team believes that the most valuable asset in the FCPA Golf system is the high quality
of the golf courses and their historically high quality of maintenance. The Fairfax County Park
Authority should incorporate a “Minimum Maintenance Standards” manual for all facilities to
follow the standards, when budgets allow. There is a concern that as budgets and staffing
decline, so too will maintenance conditions. The NGF Consulting team believes this strategy is a
recipe for disaster and that if this occurs in FCPA Golf, it will further deteriorate golf course
income by an amount even greater than the expense reduction savings. If golf course conditions
decline, the golf courses will become less appealing, leading to further reductions in revenue,
leading to even further cuts in expenses, and the “death spiral” cycle will be very much in play
for FCPA Golf courses. The projections made by NGF for the future operation of the FCPA Golf
system assume a high quality of maintenance will be retained at County golf facilities.

PHYSICAL UPGRADE PRIORITIES

In each of the companion reports on the seven individual FCPA Golf facilities, the NGF team
has made specific recommendations for physical upgrades at each location, with documented
estimates of costs for each item. As most of the NGF review is centered around enhancing
revenue (particularly tournament and outing revenue) and reducing expense, some of the
physical improvements are a high overall priority for the system and should not be ignored or
postponed for too long. Key physical upgrade recommendations made in the companion reports
are listed below in overall priority order, based on NGF’s review of the full FCPA Golf system
and each individual facility. NGF notes that this order of priority is the NGF recommendation,
and may not match exactly with FCPA planning and approved budgets. The list represents
NGF’s best thinking on prioritizing future physical upgrades to FCPA golf facilities.
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NGF Priority List

The NGF priority list follows below. We note that not all items require significant capital
expense, and some items (even though they are lower on the list) could be completed at
relatively low expense:
Expand the Oaks Room at Twin Lakes clubhouse
Upgrade A/V capabilities at Laurel Hill and Twin Lakes
. Add wireless Internet access at Laurel Hill and Twin Lakes
Switch to a token-less range ball dispensing system

1

2

3

4

5. Add an event pavilion at Greendale
6. Add an event pavilion at Jefferson Park

7. Improve the drainage and turf conditions at Greendale
8. Upgrade / Expand the driving range at Burke Lake

9. Driving range landing area improvements at Oak Marr
1

0. Maintenance equipment at all facilities

Additional recommended upgrades that are not included in the NGF financial analysis, but
should be considered should fiscal performance improve, or if other (outside of golf revenue)
capital sources become available:

11. Burke lake clubhouse - new clubhouse or renovation

12. New irrigation system at Greendale

13. Greens replacement at Greendale

14. New irrigation system at Pinecrest
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Estimated Timing and Expense of Physical Upgrades

FCPA Golf Enterprise

Recommended Capital Upgrades by Year (2012-2016)

FY2012 Estimated Cost
A /V + Internet upgrades at Laurel Hill + Twin Lakes $60,000
Token-Less Range dispensers $144,000
New POS System $35,000
Power improvements at Burke Lake $25,000
Greendale Tree program (Year 1) $5,000
Total for FY2012 $269,000
FY2013

Greendale Tree program (Year 2) $5,000
Greendale Drainage / Turf / Paths $375,000
Event Pavilion at Jefferson Park $225,000
Bunker / Bridge Program at Laurel Hill (Year 1) $12,500
Range Lighting at Oak Marr $67,000
Indoor Practice Bays at Pinecrest $18,000
Total for FY2013 $702,500
FY2014

Bunker / Bridge Program at Laurel Hill (Year 2) $12,500
Range Upgrade at Burke Lake $175,000
Greendale Tree program (Year 3) $5,000
Clubhouse Upgrades at Greendale $62,000
Clubhouse Upgrades at Oak Marr $30,000
Range Canopy at Twin Lakes $16,000
Oak Marr Landing Area Improvements (Year 1) $25,000
Cart path completion at Pinecrest $30,000
Cart path completion at Jefferson $111,000
Total for FY2014 $466,500
FY2015

Oak Marr Landing Area Improvements (Year 2) $25,000
Event Pavilion at Greendale $375,000
Netting at Jefferson Park $13,500
Greendale Tree program (Year 4) $5,000
Twin Lakes Bridge Program (Year 1) $7,500
Bunker / Bridge Program at Laurel Hill (Year 3) $12,500
Total for FY2015 $438,500
FY2016

Twin Lakes Bridge Program (Year 2) $7,500
Bunker / Bridge Program at Laurel Hill (Year 4) $12,500
Oak Marr Landing Area Improvements (Year 3) $25,000
Greendale Tree program (Year 4) $5,000
Total for FY2016 $50,000
Total Capital Upgrades (2012-2016) $1,926,500
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FCPA GOLF — MARKETING AND PROGRAM RECOMMENDATIONS

In the individual facility reports, the NGF team has made specific program recommendations,
including facility pricing and site-specific marketing strategies that are unique to each property.
In reviewing the system as a whole, the NGF recommendations for marketing center around
enhancing the overall marketing and promotion of the FCPA golf courses to increase the market
penetration to areas beyond the present base of customers. As noted previously and in NGF
individual facility reports, upwards of 75% of the present rounds activity is derived from
customers residing in Fairfax County. The NGF recommendations for marketing are designed to
help the FCPA Golf Enterprises expand that market, thus our recommended program is
designed to improve the reach to targets that are presently not using and/or are not familiar with
FCPA golf courses.

In review of the system, NGF sees a two-pronged marketing approach: (1) A system-wide
approach that promotes ALL facilities under a unified brand and logo; and (2) an individual
facility approach that identifies and promotes each individual facility based on its unique
characteristics and offering, along with its own unique brand and logo. Some of the NGF
recommendations will be for one approach or the other, while some of the recommendations will
apply to both approaches. In general, most recommendations concern the need to enhance
marketing of the FCPA golf facilities, especially in the area of electronic (Internet) marketing.
Thus, the list of NGF recommendations may be short and may even include areas where FCPA
Golf is already active.

System-Wide Marketing

It is the opinion of NGF that FCPA Golf should be (and is presently) marketed both as a system
and for each individual location. Ideas for marketing the system as a whole includes promotion
of the key concepts that link the facilities together as one system, as noted below.

Key Concepts

FCPA Golf courses have most of the necessary ingredients to create a successful system-wide
marketing approach that should benefit all facilities. Some ideas for promotions to help create
the image of FCPA golf courses include:

e Theme. The biggest need is to develop a common theme that ties all the courses
together and is also very marketable. Given that each course is different and offers a
unique golf experience, using a “Something for Everyone” tag line along with “Golf
Fairfax County” should be successful.

e Customer Service. High standards should be maintained for customer service
consistently throughout the system, and a mechanism for measuring satisfaction
should be implemented at least once per year (last customer survey done in 2008).

e Premium Courses. Laurel Hill and Twin Lakes have been assumed to be the
facilities to be marketed as the “Premium” facilities. They should be the best
maintained, offer the highest level of customer service, and have the highest fees.

Individual Facility Marketing

While the It is the opinion of NGF that FCPA Golf can be marketed effectively as a system,
some consideration should be given to marketing each facility individually based on key aspects
at each property. Key concepts to be highlighted include:
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e Laurel Hill. Championship golf and outstanding amenities. This is a great location for
a daily round of golf with friends, a tournament/outing or even a wedding or banquet.

e Twin Lakes. Affordable championship golf with the variety of two courses. The two
courses ensures that the facility is accessible and likely available at any time. Heavily
promote the new Oaks Room addition when complete. This is the “Original Fairfax
County Municipal Golf Course.”

o Greendale. Affordable golf in a convenient location.

e Pinecrest. Best value for golf in Fairfax County that can be played in under two
hours.

o Jefferson Park. Great venue for family golf activities with an inexpensive golf course
that can be played in under two hours. Plus a miniature golf course for the whole
family to enjoy. A great place for birthday parties and other gatherings.

e Oak Marr. Ideal location for beginners or active golfers seeking to improve their
game. Includes a challenging “short” course that can be a great place to learn the
game or stimulate experienced golfers.

e Burke Lake. |Ideal location for beginners or active golfers seeking to improve their
game. Includes a challenging 18-hole “short” course that can be a great place to
learn the game or stimulate experienced golfers. Heavily promote the new clubhouse
and range improvements when completed.

Other Marketing Recommendations

The County should make a commitment to continuing with enhanced marketing efforts for the
system as a whole and at individual facilities. The FCPA should commit to a golf marketing
budget of at least $100,000 annually to be divided:

o 25% for Internet (web) and other electronic marketing
e 50% for printed materials and print advertising
o 25% for other initiatives (promotions, tie-ins, and or radio spots).

Website

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 FCPA golf
Website was discussed earlier and meets much of the basic criteria for success, although more
could be done to enhance the overall design and add features to make it more appealing to
golfers and easier to find. NGF recommends improvements to the branding on the website(s) to
include a consistent FCPA system brand, as well as each individual facility’s brand. This should
be combined with all materials that are geared towards creating and conveying a brand image
as a high quality system (facility) that can serve all of a golfer’s needs, including practice
amenities, lessons and programming, club fitting, high quality food service, meetings, banquets,
etc. All of these items should be addressed in the FCPA golf website(s).

NGF also recommends that FCPA expand its photograph program with more pictures of
facilities and their individual components that appear on the web, both in terms of the number of
photos and the prominence with which they are placed on the website(s). At present, there are

National Golf Foundation Consulting, Inc. — Fairfax County Park Authority — 108



many nice pictures of the golf courses, but limited photos of clubhouses and practice facilities,
especially at Twin lakes and Laurel Hill. This is especially significant at these facilities are trying
to sell both golf and non-golf events, and potential customers like to see what facilities are
offered.

While most of the key needs regarding pictures will apply to Laurel Hill and Twin Lakes, all
seven FCPA golf facilities should improve the amount and quality of pictures within the website.
The most successful golf websites designed by golf courses that consistently produce high
rounds and revenue typically have several pictures of all aspects of the facilities, including:

e Multiple pictures of the most scenic locations on the golf course
¢ Some even include at least one picture of each hole in the course description page

o Multiple pictures of the clubhouse, especially if the facility is active in selling
banquets and parties

o Pictures of practice facilities
e Pictures of key staff
¢ Prominent display of the facility logo on each page (presently done by FCPA)

E-mail

E-mail databases are essential in today’s golf marketplace as a means of staying in touch with
the facility’s customer base. The Authority should continue to expand and update its large
database of park households by augmenting the database of golfer emails for each site that is
integrated with player POS activity. FCPA should then expand the use of email marketing as the
size of the database grows. 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 in any number of ways (sign —up,
online, discount cards, etc.), with a notice that people on the e-mail list will receive notice of
special promotions.

Basic Marketing Strategy

A marketing emphasis is critical to creating awareness, correcting misperceptions in the market
(e.g., the golf course is closing or being sold), and increasing daily fee and tournament play.
Efforts to enhance golf activity at FCPA Golf facilities should include (in order of importance): (1)
Website + golf-specific social media; (2) e-mail programs; (3) printed promotions /
advertisements and (4) improved signage. NGF notes that some of these activities were
ongoing at the time of the NGF review.

The marketing plan that FCPA Golf adopts should be revised annually and address:

¢ Market conditions

¢ Competition — including pricing and any changes in policies, facilities, or apparent
market strategy

o Target markets

e Overall strategy / implementation strategy

e Pricing

e Media sources and budget

e Specials / promotions

e Customer feedback, research, and follow-up
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¢ Measurement (a mechanism to gauge the effectiveness of the marketing plan)

Other Key Components

Articles and Non-Paid Promotion. A good public relations campaign to get articles written in
national, regional, and local publications would be ideal, with a good start in using the USGA
Amateur Public Links Championship at Laurel Hill. The primary goals/themes will be stimulating
trial of a golf course and making sure potential patrons know how to find each facility.

Rack Brochure. A quality, professionally produced rack brochure for FCPA Golf should be
professionally developed as a fold-out piece with “Golf” in the upper 1/3 of the front page. An
enhanced commitment to distributing this piece and placing it in as many area visitor centers,
hotels, tourist attractions with information racks, restaurants with tourist racks, Chambers of
Commerce, etc. is reasonable. NGF research (NGF publication The U.S. Golf Travel Market)
reveals that 44% of all golfers play golf when they travel.

Tournaments and Outings. The FCPA golf staff needs to be more aggressive in direct
marketing to tournament and outing prospects to bring in a larger share of that business. 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.

Advertising. FCPA should continue to place nice color advertisements with high quality photos
of golf courses in regional publications such as Golfstyles and Virginia Golf Magazine, but add
some type of tracking mechanism to gauge effectiveness. Common ideas for tracking include
“‘mention this ad” specials and/or special offers that appear only in the advertisement.

Foreign Language Advertising. FCPA should place advertisements in local Northern Virginia
Korean, Spanish and other foreign language newspapers. In may cities, these advertisements
can be relatively inexpensive, but there is cost to design and write up (translate) the
advertisement.

Participate in Bridal Shows. Actively promote the facilities at Laurel Hill in bridal shows,
magazines and websites.

Social Media. FCPA should allow for the creation of a golf-specific social media program
comparable to other multi-facility golf systems like the City of Aurora or Salt Lake City. Many
successful golf operators are using Facebook and Twitter, among others, as a means to stay in
communications with potential customers, get their name out there and even attract a new,
younger demographic.

GolfNow. Expand the GolfNow program to include Twin Lakes and Greendale.

Corporate Golf Leagues. Continue the program to target local corporations to participate in
organized leagues and events, using the Exxon/Mobil program at Jefferson Park as a model to
be expanded to other FCPA courses.

Signage. The signage for some of the FCPA golf courses should be improved, to the extent that
is allowable by County, State, and local guidelines. The most significant upgrades are needed
for Laurel Hill, Twin Lakes and Greendale, and involve both general information signage and
directional signage. It is recommended that any signage to FCPA golf sites include the facility
logos (as opposed to FCPA logo) and make locations of each golf course as clear as possible
and note that each golf course is “open to the public.”
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Plan Execution and Sales

Of course, no matter how well conceived the plan, it will be useless if not effectively executed.
The marketing plan should be considered a guideline, but there should be enough flexibility to
make adjustments as the market dictates. The Golf Enterprises Manager must be a driving force
behind the implementation of the marketing plan, and must be motivated and dedicated to
building market share and customer loyalty.

FEE DISCUSSION AND RECOMMENDATIONS

Daily Fee History — 2001-2011

NGF has examined the history of fee changes to the FCPA golf courses for the period of 2001
to 2011. We note that over this time, management has been relatively conservative in terms of
fee increases, which have been largely nominal and geared toward cost recovery related to
increasing operating costs (especially labor). The most aggressive fee changes have been for
Twin Lakes, including successive increases in 2006 and 2007. It may not be coincidence that
rounds played at Twin Lakes decreased from 88,148 in 2006 to just over 67,000 in 2011 — a
decline of 24%. A summary of key fee changes between 2001 and 2011:

e Laurel Hill - $5 weekday (“non-prime”), $10 weekend (“prime”) increase in 18-hole
rates in 2007 (opening of new clubhouse); none since.

o Twin Lakes (Lakes and Oaks fees differentiated until 2003) — Lakes weekday rates
increased from $27 to $38, weekend rates from $31 to $49. For Oaks course, fees
increased from $31 to $38 on weekdays, and $37 to $49 on weekends.

e Greendale — Total increase of $4 weekdays, $6 weekends for 18 holes over the
subject time period.

e QOak Marr, Burke Lake, Jefferson, Pinecrest — Total fee increases across most
weekday/non-prime categories of $3 to $4, weekend/prime categories of $4 to $5.

Please refer to the table in Appendix H for the golf fee history between 2001 and 2011.

NGF Conclusions Regarding Proposed FY 2012 Increases

Analyzing green fee structures, which present “rack” rates that are, in many golf markets, not
reflective of what golf facilities (especially premium daily fee) are actually charging for a
significant percentage of rounds, can be a difficult exercise in today’s fluid golf environments.
Discounting of fees has taken on many forms, including internal yield management (specials for
e-club members, etc.), frequent use of promotional rates, and use of Internet discounters such
as golfnow.com. Having said that, NGF has analyzed the pricing at the seven subject FCPA golf
courses in the context of the competitive market and concluded that they are generally priced
appropriately given their value propositions.

FCPA staff has proposed the following fee changes for the remainder of the FY 2012 golf
season and into FY 2013:

e No changes at Laurel Hill
e $2 Prime Time and $1 Non-prime increases at Greendale and Twin Lakes

o $1 across-the-board increases at Jefferson Park, Burke Lake, Pinecrest and Oak
Marr

NGF does not typically recommend the type of across-the-board increases that are proposed for
the FCPA golf courses. Rather, recommended fee changes are generally based on analysis of
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demand during different times of day, days of week, etc. Thus, it is more appropriate to increase
fees at peak demand times (e.g., summer weekend mornings) due to current economic
conditions, the competitive nature of the golf market, and price sensitivity among its customers.
The Northern Virginia Regional Park Authority has reported to NGF that they have approved a
rate increase for 2012 of $0.50 for 9 holes and $1.00 for 18 holes. Prince William County has
yet to decide if there will be any fee increases for the upcoming golf season.

However, given our analysis of the price/value proposition of each FCPA golf course relative to
its key competitors, as well as other factors such as the demographic profile of northern Virginia,
NGF Consulting believes that the FCPA golf facilities are priced appropriately and that most can
sustain these nominal increases. Also, given that the 9-hole courses and Burke Lake seem to
be primarily competing with each other, are among the lowest fee facilities in the market, and
have risen essentially only with inflation over the last decade, NGF believes that the proposed
fee increases are justifiable and supportable for these facilities. Our one are of concern relative
to the proposed increases is at Twin Lakes where, as noted above, rounds have fallen
precipitously over the last five years or so. NGF recommends that FCPA hold off on any fee
increases at this facility for now. Twin Lakes may have more primary and secondary competitors
than any of the other FCPA golf courses, with competitive pressure from both the mid-market
facilities and higher end daily fees that have resorted to fee discounting.

Though current strategy of nominal across the board increases every two to three years is
common among municipal golf courses and does have merit as a means of cost recovery, NGF
recommends that FCPA management consider the alternate strategy/methodology of focusing
more on high demand periods (at least for Twin Lakes and Laurel Hill) when price elasticity of
demand is generally lower. Management should carefully monitor play patterns by time of day
and day of week to see if the 2012 fee increases, though modest, have been accepted by the
market. Also, it is important to systematically monitor what key competitors are doing in terms of
pricing strategies.

Other Fee Recommendations

NGF Consulting believes the FCPA should not make any drastic changes to the golf fee
structure at this time, but should consider the following general NGF Consulting fee
recommendations:

¢ Move away from “Prime Time” designation, which currently refers to both day of the
week and the season of the year, which may lead to confusion. Refer to peak (or

in”) season / off season, and weekday / weekend designations. In most golf markets
that we have observed “Prime” refers to the high demand morning tee times.

e This recommendation flows with NGF’s recommendations to have permanent and
published “midday”, “twilight”, and/or “super twilight” times, rather than the current
practice of running these time-of-day discounts as ongoing “promotional” rates. (The
exceptions to published discounted rates would be Pinecrest and Jefferson, which
naturally experience strong after-work play and do not require a discount-based
stimulus in the mid and late afternoon hours). Even if not included in the FCPA’s
official fee structures, these fees should be prominent in all materials (including

website) that the consumer will access.

¢ Use GolfNow.com and / or other Internet-based tee time wholesalers judiciously and
not as a substitute for vigilant internal yield management (see discussion below).
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o For Oak Marr, Jefferson, Pinecrest, and Burke Lake, consider instituting a special
Friday rate that is midway between weekday and weekend rates; alternatively, have
weekend rates begin at 11:00 am or noon on Friday.

e Consider lowering the senior age. The majority of facilities we surveyed have the
cutoff at 60 or even 55 years.

¢ NGF recommends that any changes to cart fees or other fees such as pull carts,
rental clubs, driving range buckets, etc. be in proportion to overall fee increases and
be completed every other year, as opposed to every year.

Frequent Player / Loyalty Program

The FCPA should implement additional levels of multi-play discount programs to include:

e Frequent Player Discount Program — Continue the existing program to provide 5%,
10% and 15% discounts for pre-payment of 5, 10 and 15 rounds.

e Loyalty (Point) System — Add a new system to allow golfers to accumulate points
for each round played, and points can be redeemed for free rounds and/or cart
rentals at a certain level (15 +/- points). FCPA will need a new POS system to
effectively administer the program.

o Player Card System — Add a system that applies benefits of both programs
(discounts and points), plus other benefits like discounts on range balls, merchandise
and food/beverage. The card should have a sales price of at least $90 +/-
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FY 2012 Fees Using NGF-Recommended Nomenclature

The tables below present current 2011 FCPA golf course fees using the NGF-recommended
nomenclature (replacing the prime/non-prime convention) to delineate time of day, day of week,
and season of year. We believe that this presents an easier to understand pricing schedule,
both for internal reporting purposes and for the golf consumer. It also assumes, as
recommended earlier, that twilight and super twilight fees become published rather than
promotional, at least at the 18-hole golf courses.

Summary of Proposed FCPA Golf Pricing

FY 2011 FCPA Golf Fees — 9-Hole Golf Courses

Jefferson Oak Marr Pinecrest

Weekday ‘ Weekend | Weekday | Weekend | Weekday ‘ Weekend
Peak Season (March 15 — December 14)
9 Holes $17.00 $21.00 $16.00 $19.00 $17.00 $21.00
Replay (second 9) $10.00 $13.00 $6.00 $6.00 $10.00 $13.00
Twilight N/A N/A $10.00 $10.00 $11.00 $14.00
Off Season (December 15 — March 14)
9 Holes $17.00 $17.00 $16.00 $16.00 $17.00 $17.00
Replay (second 9) $9.00 $9.00 $6.00 $6.00 $9.00 $9.00
Twilight N/A N/A $10.00 $10.00 $11.00 $14.00
Power Golf Carts (per cart)
9-Hole $16.00 $16.00 N/A N/A $16.00 $16.00
Replay (second 9) $9.00 $9.00 N/A N/A $9.00 $9.00

Note: Weekday includes Friday; weekend includes holidays

FY 2011 FCPA Golf Fees - 18-Hole Golf Courses

Twin Lakes Laurel Hill Greendale Burke Lake

Weekday Weekend | Weekday Weekend | Weekday Weekend | Weekday Weekend
Peak Season (April 1 — October 31)
9 Holes $25.00 $32.00 $34.00 $44.00 $20.00 $24.00 $15.00 $18.00
18 Holes - Morning $38.00 $49.00 $74.00 $89.00 $29.00 $35.00 $21.00 $25.00
18 Holes - Twilight $33.00 $42.00 $64.00 $79.00 $22.00 $22.00 $15.00 $15.00
18 Holes — Super Twilight $29.00 $38.00 $34.00 $44.00 N/A N/A N/A N/A
Off Season (November 1 — March 31)
9 Holes $25.00 $25.00 N/A N/A $20.00 $20.00 $15.00 $15.00
18 Holes - Morning $38.00 $38.00 $64.00 $79.00 $29.00 $29.00 $21.00 $21.00
18 Holes - Twilight N/A N/A $54.00 $69.00 $22.00 $22.00 $15.00 $15.00
18 Holes — Super Twilight $29.00 $29.00 $34.00 $44.00 N/A N/A N/A N/A
Power Golf Carts (per cart)
9 holes $11.00 $11.00 | Included Included $10.00 $10.00 N/A N/A
18 Holes $16.00 $16.00 | Included Included $15.00 $15.00 N/A N/A

Note: Weekday is Mon-Th for Greendale, Twin Lakes and Laurel Hill; Mon-Fri for Burke Lake. Peak season for Burke Lake is 3/15 - 12/14.
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Teetimes.com / GolfNow.com

The FCPA utilizes Teetimes.com as its online tee time booking mechanism. This is a fee-based
service — golfers must pay $26 annually to have access to the system, which allows tee time
booking between 72 hours and 14 days in advance. Subscribers may either log on to the
teetimes.com website or book tee times through an automated phone-in system for all Park
Authority golf courses. NGF believes it would be preferable to have a free on-line reservation
system through the individual golf course websites.

Management also utilizes GolfNow.com — by far the largest Internet based golf tee time
wholesaler for Laurel Hill Golf Club only. Discounted tee times are offered only within a 3-day
window of the unsold time. As is the case in many markets across the nation, Golfnow is having
an increasingly large influence on how tee times are booked and, more important, on the rates
that golfers pay, especially during traditionally slower demand periods.

Though moving unsold inventory through this vehicle can be a very useful tool (and can result in
increased awareness of a facility), NGF does not recommend that it become a substitute for
vigilant internal tee sheet / yield management. NGF has witnessed instances where golf course
management seemingly cedes too much control of its tee sheet management to on-line
wholesalers. Though there is no quantitative standard for identifying exactly how much is too
much, a good indication that a facility has lost some control of its tee sheet is when managers
begin releasing discounted tee times that, with some internal effort (e.g., email blasts promoting
a package deal Tuesday afternoon after 1:00 p.m.), they could fill themselves. Laurel Hill
management is hindered somewhat with respect to filling last minute tee times, as there is
currently no capability to do broadcast emails.
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Financial Analysis of Expected FCPA Golf
Enterprise Performance

As part of this NGF Consulting study effort, the consultants have prepared an economic
evaluation to show the potential economic performance of the Authority golf courses under
certain operational and/or performance scenarios. In this section of our report, the entire FCPA
Golf system’s economic potential is evaluated and summarized, with estimates of individual
facility performance documented and presented in the individual facility companion reports. All
NGF projections are based on a set of assumptions that may or may not become reality. We
feel that these estimates represent the best effort to create a “fair estimate of performance” for
these facilities based on our complete review of each Individual operation.

SUMMARY OF FCPA GOLF PROJECTIONS (2012-2017)

NGF has made projections for each of the seven individual FCPA Golf facilities, detailed in each
of the seven individual facility companion reports. In the table below, NGF has summarized the
projections on each facility’s performance by revenue and expense line items and by individual
facility. We note that these projections are based on NGF estimates for future performance in
consideration of recommendations made for each individual facility and the system as a whole.

The projections we have made include capital needs, although no specific capital expense for
the recommended projects is included in the projection. It is assumed that capital upgrade
projects will be funded separately from golf operations via Fund 371 (excess Park Services
revenue) or through new FCPA bond issuance. New equipment is assumed as a Character 60
expense in the projections. It has been assumed that the FCPA will make the other
recommended capital enhancements, as these are expected to enhance revenue and reduce
expenses, which have been assumed in the individual facility projections. The details of NGF
projections are presented in the following tables, summarized both by line item for the total
system and by facility. Capital expenses, debt service, and administrative costs are included in
the projections. The NGF recommendations that are expected to have the most significant
economic impact include:

¢ Upgrading the FCPA system marketing, particularly Internet marketing;

¢ Switching to a new golf-oriented POS system that integrates with tee sheets at each
facility, thus allowing on-line bookings and enhanced direct marketing;

o Continue the program to increase fees on a consistent basis to keep up with inflation;

¢ Committing to a program to reduce labor expense in the system by replacing as
many ‘merit’ positions as possible with part-time staff, when vacancies come open;

e The addition of pavilions at Jefferson Park and Greendale;
¢ Adding a covering to the range at Burke Lake;
e Upgrading driving range ball dispensers at Burke Lake, Twin Lakes and Oak Marr;

¢ Expanding the Oaks Room at Twin Lakes to accommodate larger events and
gatherings and enhancing sales efforts to increase use;
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e Upgrading the Audio/Visual amenities and wireless Internet access for golfers at

Twin Lakes and Laurel Hill.

FCPA Golf System Summary by Line Item

FCPA Golf Enterprise

Projected Economic Performance
with NGF Recommendations

2012 2013 2014 2015 2016 2017
Projected Projected Projected Projected Projected Projected
Range Tokens 284,150 296,000 260,200 309,200 319,200 319,200
Miniature Golf Rounds 18,500 22,000 24,000 24,000 24,000 24,000
Rounds 262,000 262,500 279,000 296,000 303,500 305,000
Revenue
Pleasant Valley Rent $105,000 $105,000 $105,000 $105,000 $105,000 $105,000
Green Fees 6,135,315 6,182,557 6,859,043 7,314,301 7,840,912 8,024,807
Driving Range 1,234,135 1,311,303 1,178,479 1,425,622 1,500,674 1,530,688
Programs 183,682 190,997 206,989 223,593 233,364 239,274
Equip. Rental (Carts) 846,078 835,985 936,590 1,024,236 1,081,247 1,104,425
Food Services 450,317 499,300 552,408 654,944 684,733 703,734
Pro Shop 344,319 365,225 406,476 477,374 499,184 512,480
Miniature Golf 102,440 124,257 138,264 141,030 143,850 148,166
Other 196,369 212,586 232,053 250,933 261,916 268,896
Total Revenue $9,597,654 $9,827,209 $10,615,302 $11,617,034 $12,350,880 $12,637,470
Expense
Facilities Char 20 $5,353,577 $5,376,022 $5,510,410 $5,781,618 $5,926,284 $6,074,715
Facilities Char 30 3,075,291 3,201,951 3,447,253 3,555,693 3,662,364 3,772,235
Total Admin 268,728 276,789 285,093 293,646 302,455 311,529
Total Expenditures $8,697,596 $8,854,763 $9,242,756 $9,630,957 $9,891,104 $10,158,479
Total Capital (Char. 60) $403,667 $368,667 $368,667 $368,667 $368,667 $368,667
Net Operating Income
(Loss) $496,391 $603,779 $1,003,878 $1,617,410 $2,091,110 $2,110,325
Twin Lakes / Oak Marr $1,059,428  $1,060,665 $1,055,053 $1,057,425 $1,052,618  $1,048,750
Laurel Hill $853,312 $876,113 $900,612 $928,362 $959,112 $987,613
Total Debt Service $1,912,740 $1,936,778 $1,955,665 $1,985,787 $2,011,730 $2,036,363
Total Expenditures $10,610,336 $10,791,541 $11,198,421 $11,616,744 $11,902,834 $12,194,842
Net Income after Debt
(Loss) ($1,416,349) ($1,332,999) ($951,787) ($368,377) $79,380 $73,962
Most Important Capital System: new Greendale: Burke Lake: Twin Lakes: Laurel Hill & Laurel Hill &
Projects: POS and turf / drainage;  range and bridges; Twin Lakes: Twin Lakes:
token-less Jefferson clubhouse; Greendale: bridges; bridges;
range Park: pavilion;  Twin Lakes: pavilion; Greendale: Greendale:
dispensers; Pinecrest: canopy; Jefferson trees; trees;
Laurel Hill + indoor practice  Greendale: Park: netting; Jefferson
Twin Lakes: bays; Oak clubhouse; Oak Marr: Park:
Audio Visual- Marr: range Jefferson + range miniature golf
WiFi; Burke lighting Pinecrest:
Lake: power cart paths;
improvements Oak Marr:
range
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FCPA Golf System Summary by Facility

Twin Lakes Golf Course

Twin Lakes FY2012 FY2013 FY2014 FY2015 FY2016 FY2017
Total Facility Revenue $2,650,267 $2,887,785 $3,010,379 $3,321,665 $3,548,159 $3,619,122
Facility Operating Expense $2,445000 $2,473,650 $2,616,715 $2,802,645 $2,886,725 $2,973,327
Capital Equipment $86,667 $86,667 $86,667 $86,667 $86,667 $86,667
Debt Service $635,657 $636,399 $633,032 $634,455 $631,571 $629,250
Twin Lakes Net Income ($517,057) ($308,931) ($326,035) ($202,103) ($56,804) ($70,121)
Burke Lake Golf Course
Burke Lake FY2012 FY2013 FY2014 FY2015 FY2016 FY2017
Total Facility Revenue $967,221 $985,647 $784,624 $1,124,428 $1,240,308 $1,271,004
Facility Operating Expense $737,350 $761,973 $743,380 $792,208 $810,689 $829,619
Capital Equipment $60,000 $60,000 $60,000 $60,000 $60,000 $60,000
Burke Lake Net Income $169,872 $163,674 ($18,757) $272,221 $369,619 $381,386
Greendale Golf Course
Greendale FY2012 FY2013 FY2014 FY2015 FY2016 FY2017
Total Facility Revenue $1,231,489 $858,901 $1,314,004 $1,460,999 $1,629,397 $1,661,985
Facility Operating Expense $1,040,000 $1,088,000 $1,113,500 $1,139,622 $1,166,382 $1,193,797
Capital Equipment $57,000 $57,000 $57,000 $57,000 $57,000 $57,000
Debt Service $63,566 $63,640 $63,303 $63,446 $63,157 $62,925
Greendale Net Income $70,923  ($349,739) $80,201  $200,931  $342,857  $348,263
Oak Marr Golf Complex
Oak Marr FY2012 FY2013 FY2014 FY2015 FY2016 FY2017
Total Facility Revenue $1,089,693 $1,180,859 $1,287,213 $1,311,494 $1,346,147 $1,366,500
Facility Operating Expense $741,349 $734,096 $808,270 $827,433 $847,069 $867,190
Capital Equipment $30,000 $30,000 $30,000 $30,000 $30,000 $30,000
Debt Service $360,206 $360,626 $358,718 $359,525 $357,890 $356,575
Oak Marr Net Income ($41,861) $56,138 $90,225 $94,536 $111,188 $112,734
Pinecrest Golf Course
Pinecrest FY2012 FY2013 FY2014 FY2015 FY2016 FY2017
Total Facility Revenue $648,804  $691,590  $754,665  $758,846  $784,936  $800,634
Operating Expense $762,220  $754,475  $771,849  $789,639  $807,856  $826,510
Capital Equipment $42,000 $42,000 $42,000 $42,000 $42,000 $42,000
Pinecrest Net Income ($155,416) ($104,884) ($59,184) ($72,793) ($64,920) ($67,875)
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Laurel Hill Golf Course

Laurel Hill

Total Facility Revenue
Facility Operating Expense
Capital Equipment

Debt Service

Laurel Hill Net Income

FY2012 FY2013 FY2014 FY2015 FY2016 FY2017

$2,062,324 $2,198,073 $2,359,258 $2,528,143 $2,656,643 $2,750,689
$1,931,974 $1,966,351 $2,085,737 $2,148,309 $2,212,758 $2,279,141
$58,000 $58,000 $58,000 $58,000 $58,000 $58,000
$853,312 $876,113 $900,612 $928,362 $959,112 $987,613

($780,962)  ($702,391) ($685,091) ($606,528) ($573,227) ($574,064)

Jefferson Golf Course

Jefferson

Total Facility Revenue
Facility Operating Expense
Capital

Jefferson Net Income

FY2012 FY2013 FY2014 FY2015 FY2016 FY2017

$842,857 $919,353  $1,000,159 $1,006,459 $1,040,291 $1,062,535
$770,976 $799,429 $818,212 $837,455 $857,169 $877,367
$35,000 $35,000 $35,000 $35,000 $35,000 $35,000

$36,881 $84,924 $146,946 $134,004 $148,122 $150,169

FCPA Golf Administration

Administration
Total Revenue
Total Expense
Capital

Net Administration

FY2012 FY2013 FY2014 FY2015 FY2016 FY2017

$105,000 $105,000 $105,000 $105,000 $105,000 $105,000
$268,728 $276,789 $285,093 $293,646 $302,455 $311,529
$35,000 $0 $0 $0 $0 $0

($198,728) ($171,789) ($180,093) ($188,646) ($197,455) ($206,529)

FCPA Golf Enterprise
Projected Economic Performance
with NGF Recommendations

System

FY2012 FY2013 FY2014 FY2015 FY2016 FY2017

Total System Revenue
System Expenses
Total Capital

Debt Service

$9,697,654  $9,827,209 $10,615,302 $11,617,034 $12,350,880 $12,637,470
$8,697,596  $8,854,763  $9,242,756  $9,630,957  $9,891,104 $10,158,479

$403,667 $368,667 $368,667 $368,667 $368,667 $368,667
$1,912,740  $1,936,778  $1,955,665  $1,985,787  $2,011,730  $2,036,363

FCPA Golf Net Income

($1,416,349) ($1,332,999)  ($951,787)  ($368,377) $79,380 $73,962

Summary of Golf Facilities’ Economic Performance

The results of the NGF analysis show that even with NGF recommendations and the modest
growth of rounds and revenues projected by NGF, we still expect the FCPA Golf system to see
challenges in the next few years, as new investment is made to upgrade facilities. A summary of
findings from the tables above:

e The FCPA Golf Enterprises is expected to be able to cover its basic operating
expenses, but not capable of covering new investment and total debt service at
present. Increases in revenue and some reduction in expenses will be required to
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establish a system that can cover its needed capital (equipment) upgrades and cover
debt service.

e The FCPA golf courses are projected to operate with losses in the next few years as
the system responds to needed upgrades and makes capital investment. After these
new upgrades are completed and brought to the market, NGF expects improvement
in revenues, while NGF’s other recommendations will also help improve revenue and
reduce expenses. This 7-course golf system is projected to be self-sustaining
(including debt service) by 2016.

e The above projections assume historical inflation in expenses and some inflation in
fees charged for golf facilities. The FCPA Golf Enterprise will have to commit to at
least two percent (2%) increases in fees every year to meet these projections.

FCPA GOLF UNDER MANAGEMENT COMPANY OPERATION (2012-2017)

NGF has reviewed the FCPA Golf system under the possibility of implementation of a
management contract under terms as presented earlier, using the “low” estimate of
management fee (assuming FCPA can negotiate to lower fees). Under this scenario, the County
will be responsible for all capital improvements (may not be completed under management
agreement) and the system’s debt service, as is customary under management contracts. This
program is simply hiring a company to manage the operations for FCPA in exchange for a
management fee paid to the management company. NGF has assumed that FCPA can find an
interested third party willing to take on all seven facilities.

The result of this review shows that the County will be adding a new $300,000 expense line to
the FCPA Golf system. Unless the new management company can increase revenue OR
reduce expenses (or combination) by $300,000, there will be no net change in net income
performance. The $300,000 in expenses represents about 3.6% of total FCPA Golf system
expenses, and this is the amount that must be improved for the system to remain fiscally neutral
under management company operation.

As noted earlier, this course of action is not recommended by NGF at present. A review of the
management company alternative is displayed in the table below:

FCPA Golf Enterprise
Projected Economic Performance
Under Management Company Operation

System FY2012 FY2013 FY2014 FY2015 FY2016 FY2017
Total Revenue $9,597,654 $9,827,209 $10,615,302 $11,617,034 $12,350,880 $12,637,470
Total Operating Expense $8,428,869 $8,577,974 $8,957,663 $9,337,312 $9,588,648 $9,846,950
Total Administration $268,728 $276,789 $285,093 $293,646 $302,455 $311,529
Total Capital $403,667 $368,667 $368,667 $368,667 $368,667 $368,667
Management Fee $300,000 $306,000 $312,120 $318,362 $324,730 $331,224
Net Income Before Debt $196,391 $297,779 $691,758  $1,299,047  $1,766,380  $1,779,100
Debt Service $1,912,740 $1,936,778 $1,955,665 $1,985,787 $2,011,730 $2,036,363

FCPA Golf Net Income  ($1,716,349) ($1,638,999) ($1,263,907)  ($686,740)  ($245,350)  ($257,263)
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Summary Statement

The recommendations contained in this report to the Fairfax County Park Authority are generally
centered on increasing revenues and reducing expenses through some capital investment and
enhancements to marketing. Still, despite the course of action recommended by NGF, the
Fairfax County Park Authority should expect a “new reality” in rounds and revenue performance
that is not likely to return to levels experienced a decade ago, but should exceed the levels
experienced in 2011 and 2012. The Fairfax County Park Authority golf courses are good and
well-located facilities that possess excellent characteristics and knowledgeable and experienced
staff, and thus have the capacity to improve on recent performance.

It is clear that there are three key issues leading to economic hardship within the FCPA Golf
system, and these include: (1) inadequate marketing, (2) antiquated systems, and (3) extremely
unfavorable external factors (weather, economy, competition, etc.). We also note a general lack
of entrepreneurial structure within the FCPA system that is also working to restrain revenues.
Any action taken by the Fairfax County Park Authority to improve the business practices of the
golf enterprise will have an immediate and large positive impact on the bottom line economic
performance of the Authority’s golf system.

As part of this consulting effort, NGF reviewed alternative options for the operation and
management of the Authority’s golf system. This review showed that none of the “privatization”
alternatives would immediately improve economic performance of the FCPA Golf Enterprise to a
level that is clearly better than the expectations under continued self-operation. Although, if the
FCPA Golf Enterprise cannot gain reductions in the economic burden from the items noted
above, then the privatization alternatives will have to become a higher priority. Put simply, there
is no “magic bullet” for FCPA Golf in privatizing, and the present system should be able to
achieve improvement using the recommendations contained in this report.

Still, despite all of the NGF recommendations to enhance revenue, there are some properties in
this system that are likely to remain a challenge for Fairfax County Park Authority for many
years to come. Specifically, Pinecrest will be a great challenge to cover basic operating
expenses and even strong revenue performers like Laurel Hill and Twin Lakes will struggle to
cover assigned debt service. Twin Lakes and Laurel Hill have great potential to increase rounds
and revenue to a level more comparable to competitors. Greendale is in a great location, but will
probably need investment to get to a level of increased revenues. The range operation at Oak
Marr is strong, although there may not be great growth potential at that location.

Some of the recommendations made by NGF in this analysis require the Authority to make
investments in FCPA Golf properties, and much of the $1.8 million in new investment involves
improving gathering capacities and facility conditions to attract new business at the Authority’s
golf courses. NGF recognizes that these investments may add economic stress to the Authority
golf system in the years these investments are made, and the first few years after. This is due
not only to the actual financial investments themselves, but the disruption the changes will
cause in facility operations. In the longer term (beyond five years) the upgrades NGF is
suggesting should help to position the Authority golf courses as high quality public golf facilities
that are both desirable to a wide range of golfing customers, including tournament and outing
customers.
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