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NEWSLETTER 

January 1962 

The January meeting was held January 8, 1962 at the 
Waltham Field Station, Waltham, Mass, 

George F, O'Leary Supt. Walpole Country Club, Walpole, 
Mass. was voted a regular member. 

Applications for Associate membership were received from: 

Nicholas Cammuso Supt. Wachusett C. C., West Boylston, Mass. 
Victor A. Rasmovich Supt. Nashua C.C., Nashua, N. H. 
Mexndert F. Schultz Asst. Supt. Mt. Pleasant C. C., Lowell, 

Mass. 

An interesting educational program followed an enjoyable 
lunch. 

Gayland Folley from the Soils Conservation Service gave an 
interesting talk and illustrated Soils drainage problems and 
pond construction with slides. 

Tom Sharp representing ALTRA the American Lawn and Turf 
Research Association showed an interesting film on C-l Kentucky 
Blue Grass. Advantages of this new grass are; outstanding seed-
ling vigor, resistance to Stem Rust, continuous growth late in-
to early winter and retains color, fast green-up in the Spring, 
adaptable to a wide range of climatic conditions. 

The next New England Golf Course Supts. Association meet-
ing will be held February 26, 1962 at the Waltham Field Station, 
this will be the combined February and March meeting. 

10j30 - Directors meeting 
12:30 - Lunch 

11:30 - Business Meeting 
1:30 - Educational 

Program 

Bob Miller Representing the Dupont Company - Topic "Greens 
Fertilization and Fungus Control". 

Dr. A. Spielman, Dean - College of Agriculture, University 
of Mass., Amherst, Mass. Topic "Turf Research at the Univers-
ity of Mass." 

Come prepared to ask questions in regards to turf research 
at the University of Mass. 



Dates to Remember 

March 8 - 9 

March 24 
April 2 

Mass. Turf Conference, University of Mass. (Program to be mailed 
out soon.) 
Mass. Golf Association meeting, University Club, Boston 
New England G. C. S, A. Meeting, Walthara. This will be the Dealers 
Meeting - All interested dealers please contact Bob Grant before 
March 10, 1962. 

The editor - Dick Blake 

THE EFFICIENT USE OF MEN AND EQUIPMENT 
by Robert M. Williams 

Member, U.S.G.A, Green Section Committee, Superintendent, Bob O'Link Golf 
Club, Highland Park, Illinois. 

As we focus our attention today on our country's golf courses, and more speci-
fically on their efficient operation, with thought in mind of greater efficiency, 
perhaps even reduction of costs, I am mindful of the U.S.G.A. meeting in Chicago in 
1958. At that time several statements were made that 1 believe bear repeating here: 

Herb Grafis said this, "It isn't the cost of the round of golf, but the cost 
of the round of drinks that follow that makes golf seem expensive." 

Charles Eckstein, past president of the Chicago District Golf As3n, stated, 
"We usually operate our clubs similar to our homes. If we want a particular 
service, and we can afford it, we have it without much thought towards 
efficiency", 

0. J. Noer said, "Clubs are not a place to save money, nor are they a place 
to waste money." 

We have also heard many old cliches about golf clubs such as: 

"Golf is getting too costly." 
"All the money is being spent on clubhouse improvements." 
"Golf clubs are a luxury, we must expect them to be expensive." 
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These quotations are often contradictive and call attention to the variance 
of opinion regarding the cost of golf. 

COSTS OF COURSE MAINTENANCE 

As we endeavor to discuss the subject of efficiency in golf course maintenance 
we must first set the stage of the perspective picture of maintenance in relation to 
total club costs so that we can properly evaluate the situation. The round figure 
of a half million dollars for a 300 member club is fairly realistic, possibly some-
what conservative. Course maintenance costs generally lie in the range of $40,000 
to $80,000. So taking the average figure for course maintenance of $60,000, com-
pared to the $500,000 overall club expense, we can conclude that the cost of opera-
ting the course proper is about 12% of the member's expense dollar. As we get 
closer to the more detailed consideration of the grounds labor, our subject matter 
today, we are speaking of a $25,00 to $50,000 expense which in turn represents 5% 
to 10% of the member's expense dollar. 



We can already conclude, that when we get around to thinking in terms of 
economics, savings and budget cuts at our clubs, that the grounds department does 
not lend itself as a major area for consideration. May I hasten to add also, that 
efficiency does not necessarily indicate reduction of cost or expense but rather 
the getting of the most out of the money expended. 

EVALUATING THE SUPERINTENDENT 

A second important consideration in "Efficiency in Maintenance", concerns the 
head of the department, the course superintendent\ his attitudes, philosophy and 
management ability. He is the primary figure concerned with affecting job analysis 
studies and planning. While we are still a predominantly practical group, we are 
gradually changing to the more scientific, more educated, more executive type of 
individual. Fortunately for golf, there have been those superintendents who have 
continued to educate themselves and clubs who have wanted increasingly better play-
ing conditions. Progress, therefore, continues and at the same time the gap between 
top and bottom widens. 

QUALIFY EFFICIENCY 

A third point is the qualifying of the term "Efficiency" as used in this con-
nection. Efficiency, implies the accomplishment of objective with minimum waste. 
Practically every golf club has a different objective when it comes to a standard 
of course maintenance. Thus, as we approach further discussion of efficiency and 
course maintenance, let us be mindful that we have to adjust the shoe to fit the 
foot. Few statements can be made to apply to the majority of cases. No standard 
can be set to apply to all of our clubs. 

JOB ANALYSIS 

Time and motion studies of the use of men and equipment on golf courses must 
of necessity be pretty much of the informal type. Observation by the superintendent, 
keeping of minimum records, and making pilot studies from time to time, can tell us 
whether a job is being done efficiently. I have tried to develop an approach so 
that whenever I observe our men working, I ask myself this question: "Is there a 
better way to do this job without sacrificing quality?" A superintendent must stand 
off to one side, look at all the details and movements of his men fertilizing a 
green, for instance, and then try to eliminate any wasteful effort. 

INTERFERENCE - TO PLAYERS AND WORKMEN 

Efficiency in maintenance involves the factor of player interference to the 
workmen as well as workmen interferences to the players. Player interference has 
become a nightmare to most superintendents. So here we are at the meat of the 
subject of the "Value of job analysis studies in work planning." How long can we 
allow for the overall cutting of the greens? How early can we and should we start 
the crew? How much equipment do we need? We can only answer these questions by 
being on the job, alert to the situation, and making a problem analysis of a 
practical nature. 

BASIC WORKING UNIT - SCOPE OF THEIR WORK 

Now we come to the question of how many men we require and the timing and 
assignment of their dut ies. At Bob O'Link, with no women players and with most 
play in the afternoons, our normal daily operation allocates four men to mow greens 
in the morning. These same men often rake traps in the afternoon. One man con-



tinuously mows rough. One man mows tees, one changes cups, tee towels, markers, 
one man mows green and tee banks, two men mow fairways, repair equipment, sp y 
chemicals, and one or two men work nights on irrigation. About half of these men 
are engaged all day in their basic assignment and about half are available for 
half of the day for all the other 1,001 jobs that need attention. When we analyze 
the situation, we have about a dozen men caring for 160 aci-es of fine turf or an 
equivalent of about 13 acres apiece. Without work analysis studies I don't know 
how we would get along as well as we do. 

ROUTING AND ASSIGNMENT 

Job assignment is part of the answer to efficiency, but another point is the 
routing of the men and equipment as they perform their duties. The shape, size, 
and physical characteristics of the property must be considered. Sometimes the 
centralized system of having one centrally located service building is the answer 
to greater efficiency while other times the decentralized system of several out-
lying tool sheds may help to reduce excessive unproductive travel time to and from 
assignment areas. Greater mobilisation is still another possibility. 

ANNUAL EMPLOYMENT GUIDE 

An example of a helpful record that is quite simple is an annual employment 
guide. By this method the superintendent can be aware of his labor, his costs 
and his future requirements, all helpful if he intends to be both efficient and 
stay within the limits of his appropriated budget. Merely show the months of 
the year and the number of men on your staff at all times for a comparison of the 
past year and the present year. 

EQUIPMENT STUDIES 

We have thus far concerned ourselves mainly with the use of men. What about 
some of the major equipment items? Do they also need to be studied for efficiency? 
Yes, and perhaps more so. 

A simple example might be taken from the mowing of the collar adjacent to 
the putting surface. I noted that my men were making as many as four complete 
circles around the greens to mow the variable width collars that I had designated. 
It appeared that by reducing the collar to a uniform width we would accomplish 
the same effect for the golfer and reduce the mowing in half by only having two 
mower widths for the collar. I checked it out, it worked, and we have made this 
standard procedure ever since. Another thought on equipment is the use of multi-
ple units to reduce the overall time required for a given job. I find for instance 
that using two 7-gang fairway mower units will allow us to reduce the overall job 
from about 8 hours to a 3% hour job and neither the players or the workmen will 
have to put up with interference. 

Watering practices, fairway fertilization techniques, and numerous other 
operations could be used as examples. 



CHEMICALS 

I would like to make mention of the fact that a great deal of our mainten-
ance efficiency today has resulted from the use of chemicals. There is no more 
hand weeding, no more repairing of turf damage from the common insects, and very 
little damage from disease. There are no more yellow fields from the dandelion 
bloom. We owe a lot to the research people and industry for providing us with 
better tools for greater efficiency. 

SUMMARY 

In the final picture, the constant analysis of the operation by the super-
intendent is a most important factor in our work, providing we remember to keep 
it practical and if we don't attempt to become statisticians. I believe it will 
bring about a better understanding as we do a better education job between the 
superintendent and the club members on the various aspects of golf course main-
tenance. 
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