CITY OF PALATKA WORKSHOP
Palatka Municipal Golf Course Management Proposals

MINUTES
January 26, 2010; 4:00 p.m.

Minutes of the proceedings of a called workshop of the City Commission of the City of Palatka,
Florida, held on the 26™ day of January, 2010 at the Price Martin Center, 220 N. 11" Street,
Palatka, commencing at 4:00 p.m.

PRESENT: Mayor Karl N. Flagg
Commissioner Mary Lawson Brown
Commissioner Vernon Myers, Jr.
Commissioner James Norwood, Jr.

ABSENT: Commissioner Allegra Kitchens

Also Present: City Manager Elwin C. “Woody” Boynton, Jr.; City Attorney Donald E. Holmes; City
Clerk Betsy Jordan Driggers; Finance Director Matthew Reynolds; Golf Pro Spanky Aaron

RPF Ranking Committee Members Present: Greg Jungenberg, Kevin Durscher
Call to Order: Mayor Karl N. Flagg called the meeting to order at 4:00 p.m. and read the
following call, dated January 19, 2010:

TO MESSRS: MARY LAWSON BROWN, ALLEGRA KITCHENS, VERNON MYERS, Jr.
AND JAMES NORWOOD, Jr.:

You are hereby notified that a workshop meeting of the Palatka City Commission is called to
be held on January 26, 2010, at the Price-Martin Community Center, 220 N. 11" Street, Palatka,
Florida, to commence at 4:00 p.m.

The purpose of the meeting is to hold a workshop on the results of the City of Palatka’s
Request for Proposals for Management of the Palatka Municipal Golf Course.

Isl Karl[N. Flagg
Karl N. Flagg, MAYOR

The following commissioners acknowledged receipt of a copy of the foregoing notice of a
special meeting on the 19" day of January, 2010.



Isl Mary Lawson Brown /sl Vernon Myers
COMMISSIONER COMMISSIONER

Isl James Norwood, Jr. Isl Allegra Kitchens
COMMISSIONER

INVOCATION - Joe Pickens
PLEDGE OF ALLEGIANCE - Ben Bates
Mayor Flagg noted the only respondent scheduled to present tonight is Bobby Weed and his firm.

INTRODUCTIONS: Mr. Boynton introduced the following members of the Golf Course Ranking
Committee: Kevin Durscher, Greg Jungenberg, Golf Pro Spanky Aaron, and Commissioner
James Norwood. He noted member Bunky Roberts could not be present.

CURRENT GOLF COURSE CONDITIONS: Mr. Boynton said the Municipal Golf Course hasn’t
made a profit in over a decade. In 1999 the Golf Course borrowed $500,000 to make some
renovations and pay off some debt. Since then, from 2000/01 through 2007/08, the golf course
lost upwards of $150,000 - $200,000 and even $300,000 per year. That debt was not noted
during the budget process. Finally, the money owed to the General Fund outweighed the Golf
Course assets, necessitating a loan of $1.7 million to repay that debt. During the 2008-09 year,
the Golf Course lost between $130,000 and $140,000. Taking into consideration the current debt
service and equipment loans, that is still a net loss of around $60,000. Although it is not as high a
loss as prior years, it is still a loss. Administratively, staff and the Commission felt they’d put steps
in place to break even, but it was not to be. He was directed by the City Commission to explore
leasing the golf course.

Mr. Boynton said some of the Golf Course conditions to be considered are tee boxes, greens, the
Clubhouse, equipment and other maintenance issues that have worsened over the years. The
City believes change is necessary in order to turn this trend around.

As to staffing, Mr. Boynton said it is minimal. There are four people in maintenance, and four to
five personnel inside the clubhouse, including the maintenance superintendent and golf pro.

REQUEST FOR PROPOSALS PROCESS: Mr. Boynton said the City issued an RFP seeking
individuals or firms willing to lease the golf course. There was a lot of interest, but the impediment
to most respondents submitting a bid was the $180,000/yr debt service. No one was willing to
take that on. They received four proposals; one was a marketing proposal and the other 3 were
for project management. The Review Committee met in late November to rank the proposals.
During that initial review, they chose not to rank the proposals because the members couldn’t see
where there was any financial benefit in handing over project management to someone else.
Upon speaking with each respondent, they all indicated they’d like to come in and speak about
their proposals, so interviews were held with each of the three remaining respondents.
Trademark, Inc., Billy Casper Golf, and Bobby Weed Golf Design were interviewed. Following the
interviews, the firms were ranked as follows

1. Bobby Weed Golf Design
2. Billy Casper Golf
3. Trademark, Inc.



Mr. Boynton said these rankings were unanimous. The committee considered several ways to
present its findings to the Commission and public. They settled on this workshop venue so that
discussion could take place concerning the State of the Golf course, Bobby Weed could make his
presentation, and they could receive direction on how to proceed.

BOBBY WEED GOLF DESIGN PRESENTATION: Bobby Weed presented for his firm, saying
they are located in St. Johns County; his office is 40 minutes away. He witnessed the demise of
the Ponce De Leon Golf Course in St. Johns County due to similar circumstances. They’'ve met
with the PMGA and tried to be good listeners so they could put together a “best fit plan” for the
Golf Course, a Donald Ross-designed course. He is a member of the Donald Ross Society and
has rebuilt seven Donald Ross courses. He headed up their design and construction department.
He is very familiar with this area and has an extensive construction background. He and his
associates have agronomy, landscape and marketing degrees. Today they will present their
findings.

Mr. Weed said today, there are past and continuing annual losses at the Golf Course and going
forward there is an $180,000 annual debt service for 15 years. The conditions are not
competitive. Annual rounds have declined and there are no benchmarks or long range plans in
place.

Mr. Weed stated there are several reasons to save this Course. It has an economic impact upon
the community and garners national attention from the Azalea and senior Azalea tournaments. It
has synergy with other redevelopment activities such as the riverfront and downtown. Its Donald
Ross heritage makes this a unique and historic asset. The golf course ties in with the City’s
redevelopment efforts. Donald Ross is the father of American architecture. Today the course
hosted the Donald Ross Society members who came to play the Course. Many golfers revere the
Donald Ross name. Palatka has something not many cities have.

Mr. Weed noted the problems can’t be managed away; the asset is deteriorated. The losses will
continue and the debt service will remain. This situation occurred over many years. As they cut
expenses, revenues will also fall, because the condition continues to deteriorate. Additional debt
is inevitable. It is better to invest money sooner, rather than later, on improvements that will drive
revenue growth in the right direction. If they continue to wait and spend money on additional debt
later on, they will be compounding debt with no improvements to the course. They need to
improve the asset in order to grow the revenue.

Mr. Weed said if the City closes the course, the debt will remain. Closure of the Course will
eliminate a significant community and recreational asset, it will generate negative publicity, and if
it is closed, they have to consider what will happen to the property. It will still have to be
maintained; it will generate liability and may become derelict property.

As to selling the course, Mr. Weed stated it is a tremendously high risk to a buyer, who will have
to pay the debt and increased taxes and will still have significant improvements to make. There
are no earnings. If this were stock, no one would buy it. Any bona fide buyer would give a
contract prior to closing only if the property were rezoned for development. As for self-
management, they can hire the best general manager or most sophisticated golf maintenance
superintendent they can find, but by the time they meet payroll and benefits expense, they will be
close to paying his management fee of around $108,000 per year. Just those two positions would
cost almost as much. His firm will bring design and construction expertise for this golf course. If
someone else plans on making capital improvements, they will have to hire him or someone else.



His firm will provide these services at cost. This project requires outsourcing design, construction
and management of necessary capital improvements. His firm will bring their extensive expertise
to managing this property.

Mr. Weed said the solution comes down to being all about the golf course itself. There is a saying
that if the golf course is good enough, you can operate it out of a tent. If the City institutes a
strong agronomic program, it will improve the course tremendously. Next they need to address
capital improvement, operations and finally sales and marketing, in that order. He is proposing a
long-term partnership.

Mr. Weed stated when you cut expenses, the revenue decreases; it tracks those cuts. They need
to assess equipment, redefine grassing lines and reduce the area of maintenance. The golf
course is not at a competitive standard. There are problems associated with the greens and
fairways. He took core samples of the greens, which are sand-based and native push-up greens,
which are not bad in theory. Many US opens have been played on this type of green. The root
structure is too shallow. Out of play areas don't need to be maintained, but they are being
irrigated and mowed. They need to return these areas to sandy areas. They should concentrate
maintenance on play areas.

Mr. Weed said they will not come in and start spending. They will take the first year to make
assessments and put the right people in place before they start looking at capital improvements.
They can complete immediate improvements in year 1, and complete the majority of the “in-
house” improvements in year 2 with dedicated staff at cost. They need to focus on restoring
some of the Donald Ross design intent that has been lost over the years. They need to re-level
some of the tees. Some of the greens have shrunk. They can’t do this overnight, but can put a
plan and vision into place. Bunkers have become just big circles and some completely wash out
after rainstorms. Instead of continuing to spend that manpower to rebuild these bunkers each
time it rains, he’d like to rebuild the bunkers. They all need attention. They will present a plan to
bring all the bunkers back into context and character to be competitive and bring back non-local
play. There are also equipment needs. They have options to consider, as in purchasing new or
refurbished equipment or leasing equipment,

CLUBHOUSE OPERATIONS — Mr. Weed introduced Ty Day, T2 Golf Solutions, to address
clubhouse operations. Mr. Day said to improve operations they need to benchmark operations,
establish clear performance standards, hire the right team with training and performance
incentives, develop standard policies and procedures, implement round and revenue
management, install a “point of sale” system, and develop cash management protocols and
security. They need to maximize revenues and provide the tools necessary to succeed. They are
not doing the basic things to drive rounds and play at the facility. They want to make sure that
cash handling procedures and security are documented and have a specific procedure.
Approximately 80% of the money that goes through the facility is cash rather than credit cards.

Mr. Day said it is necessary to prepare a plan, to include departmental projections, budgets and
reporting procedures, and monitor that plan daily. The manager and employees need the tools to
succeed. As to reporting, they need daily reports, weekly reports and monthly reports. It needs to
be monitored and checked every day. For retail merchandising and inventory control, they need
to know the right amount of merchandise and whether or not it is going out the door. They need
to know what they are selling, who it is being sold to, when it is being sold, and how to get it out
the door. They have national buying power with regards to golf cart management. This course
needs a golf cart management program. They need to utilize volunteers.



lllustrating a slide show of present conditions, Mr. Day said there are inexpensive ways to change
the culture and direction of the golf club. They need to pay attention to detail. There are hoses
lying around, water is standing in areas and the parking lot is in poor condition and needs to be
resurfaced and relined. They need to develop a new website and integrate on-line tee times.
They should market in conjunction with capital improvement campaigns. They need to tell the
story of the on-going improvements and be passionate about it. They need to establish a new
historical logo and image development. They need to “brand” the course through marketing and
the website. They need to establish clear directional signage to the Course. There is only one
sign directing people to get to this course. They need signs all over the County.

Mr. Day noted player acquisition, player retention and player loyalty development are key. They
need to establish marketing partnerships with community businesses, the Chamber and civic
organizations. They need a customer database and benchmarking procedures. Unless they
have very good information, they cannot effectively spend their dollars. They need to cross-
market with other Donald Ross courses in North Florida. They need to talk about creating a
Donald Ross Trail, and market and promote it. Fifteen percent of play comes from outside
Palatka. If they pull in more outside play, those rounds will drive revenue. Donald Ross designed
413 golf course layouts; Palatka’s course is part of an elite fraternity.

Mr. Day stated they need to attract more signature tournaments, in-reach and outreach
tournaments. They need to get people to bring their kids to the Course and market to new players
through weekly e-mail and web surveys. They need to increase programmed play, 9-hole
leagues, outings and tournaments. The more of these you can book, the better success you will
have. They need to create marketing partnerships and packages with other City events. They
need to own their own hometown image. Today’s junior player is tomorrow’s revenue.

Mr. Day said they want to take maintenance, capitalize cost and supplement the maintenance
budget. This course doesn’t have the tools and resources to have a good golf course and they
won’t get rounds and revenue unless they do. Looking at historical data, they think they can bring
in marketing strategies and get revenue up. As the years go by they need to increase outside
marketing. They believe they can have a self-sustaining operation by year 5 and repayment of all
loans by year 8.

Mr. Weed continued with his presentation, saying the business of operating a golf course is very
sophisticated. By doing nothing they will lose $1.5 million over the next five years. By doing
something today, they will minimize debt and stabilize operations. They have a complete,
integrated and specific vision for this golf course. This Course will be their sole focus. They will
be the principals; the buck will stop with them. They will see him quite often. The have a proven
agronomic, operations, design and construction strategy and marketing expertise. A few years
ago they redid the Donald Ross course at the University of Florida and turned in demonstrable
record of improvements generating a 34% increase in greens revenue following a complete
renovation. They don’t think Palatka’s course needs a complete renovation. From 2001 through
2008 there was a demonstrable increase in play and revenue. They've done only a 9-hole
improvement at another course and experienced a 40% increase in rounds. They have a
documented track record and understand what is needed. When rounds are going down
everywhere else, rounds at their courses are going up. This plan will eliminate debt and monetize
the asset. Mr. Weed provided an instance of a bankrupt golf course which they took over, and
reopened within 60 days. They went from bankruptcy to $1.4 million in revenue in two years.
They have a proven track record.



Mr. Weed said the next step to be taken is garnering the City’s and taxpayer’s support. They
have submitted a contract to the City and would like to move forward. They want to put their
vision and plan in place. They had a lot of fun at the course today. Their firm will only make it
better. If they take this project on, they can’t get another assignment unless everyone here likes
what they’ve done with this course; this community will be their reference. They want to exceed
everyone’s expectations.

PUBLIC COMMENT - Mayor Flagg opened the floor to public comment, and asked speakers to
keep their questions and comments related to the presentation.

Mark Dunn, Ormond Beach, Fl, said he’s been with Oceanside Country Club, a private club, since
1988. They hired Bobby Weed and his company to make major changes for them. This was
during a time that they were losing members. They have the same issues as public courses,
even though they are private. Retaining members is important.  In the year following the
improvements they brought in 30 new members at a time other courses were losing members.
You have to invest in your infrastructure. Revenue and expenses will track each other. He highly
recommends the City hire the Bobby Weed firm.

Ronnie Tumlin, St. Augustine, formerly of Palatka, said he lived here for 50 years. He saw what
happened to the Course over the past 30years. Palatka has a unique opportunity here. Palatka is
his hometown and he has a stake in this. Bobby Weed is willing to come here and put his name
on this course; this is an enormous opportunity. This man is famous all over the Country and
wants to make Palatka the “poster child” for his company. This City should absolutely do this. The
course is underdeveloped. Redevelopment of this course will add so much value to the
community. 30 years ago people stood in line to play golf at Palatka’s course.

Ben Bates, Palatka, said he’s been a resident of Palatka since 1967; this is his home. He does
not play golf. He does realize the importance of having a golf course. They all work very hard to
make Putnam County and Palatka attractive to people, business and industry. They do a lot of
economic development and put a lot of man-hours into the effort. He was part of the first public-
private economic development partnership called Forward Puthnam. They raised $600,000 for this
cause. A study was done called the Fantis Study, which was an analogy of the County. They
identified assets and liabilities. Putnam County had 52 more liabilities than assets. The
community has turned every one of those liabilities into assets; it's taken since 1986 to
accomplish this. They know the importance of economic development, which is highly
competitive. They need to consider that they need to continue to make the community attractive
and saleable in order to compete with other communities. He cringes to think what they would do
if they didn’t have an 18-hole golf course in this community. It is a valuable tool to use when
courting industry and marketable employees. Recruiting individuals and business is tough. It is
difficult to get people to come and live in Putnam County. This is an opportunity to improve the
Golf Course and make it the gem it can be, He can remember when the course was flooded with
players. If it is not competitive, people won't play the course. This is a valuable product for
everyone in Putnam County. They need to consider this opportunity long and hard.

John Benson, St. Augustine, said he’s here as a member of the Donald Ross society. He was
involved in a similar situation in a small town in Pennsylvania and serves on the board of his local
medical facility. It became so much easier to recruit doctors when they renovated their golf
course. They can't let the golf course close down, like what happened to the course in St.
Augustine. These folks have a plan. Mr. Weed is highly qualified to do this job. These dollars will
be well-spent.



Steve Steele, local golfer, said he liked the presentation but noted nothing was mentioned about
increasing greens fees. Mr. Day said in the pro forma, they projected a 7% increase. It could be
larger or smaller depending upon the market.

Jack Trendler, Emmett Street, read a message from Steve Trendler, his brother, president of Golf
Logistics USA and the regional editor of a golfing industry magazine. The message stated that Mr.
Trendler has first-hand knowledge of and exposure to numerous golf management firms. He
contacted Bobby Weed design about this project. They have a top reputation in the industry.
He'’s seen first-hand the positive effect of their efforts in those communities fortunate enough to
have him. He has turned around golf courses suffering from age and neglect. He turned them
into visual masterpieces. He is in favor of the City hiring this firm. They understand the market
and the players.

Dave Hammers, Woodbury Trail, said he owns a golf course community in England and in the
center of it is a golf course. 1t is all about infrastructure. He hosts two PGA tournaments at his
course. They spend a lot of money on infrastructure; it is a constant battle. They constantly
improve their infrastructure. More play drives the price down. He knows Bobby Weed through
industry connections. He invited the Commission to visit the course in Deltona to see what Mr.
Weed can do with a course.

Sean Pacetti, local businessman, said his parents live on the 10" Fairway. He thanked the
Commission for giving Bobby Weed the opportunity to propose. A Donald Ross course is unique
and Palatka is lucky to have one. He was excited to hear that Bobby Weed has taken an interest
in this community. He has a good plan. This is a tremendous opportunity to restore this course
and make it a destination point. They used to have renowned golfers play golf at Palatka’s
course. He is a former pro golfer himself. He’d like to put together another Pro-Am tournament
and donate the proceeds to the course. He has played golf in 10 countries and has a national
reputation. For Mr. Weed to want to take up the cause of this course is important. He has the
credentials and contacts to turn this course around. The alternatives are not very good. The
future of the course is in the Junior Golf program; as a former member of Palatka Junior Golf, it
taught him a lot about life. Many professionals like to play golf. They need to renovate this
course to recruit professional people to come here.

OTHER SPEAKERS: Douglas White, Billy Casper Golf, said they would love the opportunity to
work with Bobby Weed. He is here to offer a practical sense to this. They operate 70 city-owned
golf courses and lease 35 of them. They have $50 million at risk in municipal operations. They
understand cities. The risk associated with this is that $1.5 million more debt will be incurred on a
course that does $1 million in revenue per year. They already have $1.7 million in debt. If the
outside market rounds don’t materialize, this plan will not succeed. The whole risk is in whether
or not the outside players support this concept. His firm is asked to go to municipalities and talk
on this topic. They are the largest company that does what they do. He cautioned them not to
get over-leveraged in the hope that outside play will come. There is a population of 35,000
people within a 25 minute drive time. This will be down 3% over the next ten years. To have $3
million in debt, if the rounds don’t materialize, they need an operation that can generate play
within a 25 mile radius. They need to sustain themselves within a local market. They are often
called into these situations 3 years later because the outside rounds are produced. The money
has to come from somewhere, and that is usually by raising fees. The core operation of the
business is all about bringing people in and frequency. That is their specialty. If the City goes will
Bobby Weed’s proposal, they will leverage he Golf Course at a 2 to 1 debt ratio. The people that
will be impacted are sitting in this room. They have an interest in looking at this via a lease, but
need it to be profitable. With no outside rounds, rates will go up 25%.



REVIEW COMMITTEE REMARKS:

Kevin Durscher said this was a learning experience. Of the three proposals that were received,
all of them were close. They wish they could take a little from each, but there were reasons
Bobby Weed came out first. The golf course is nearly 10% of the City’s General Fund budget.
This is a big item for the City. Mr. Bates made good points on how important the course is to
Palatka. Years ago there were people lined up to play. The golf course is key to redevelopment
of the downtown and riverfront. Without a good course, people won’t come here to play. Any
plan will require dollars. The committee met four times to discuss this. Bobby Weed golf has the
enthusiasm and energy to do this.

Spanky Aaron, Golf Pro, concurred; said they are in dire need of capital improvements at the
course. Their strategy is to minimize expenses. They are going to give people a playable golf
course.

Greg Jungenberg thanked the Commission for the opportunity to participate in this process, and
concurred with Mr. Durscher's comments. They need someone to refurbish and renovate the
course, and there is no doubt that Mr. Weed and his associates are the ones that can do that.
They have heard much about Donald Ross tonight. Donald Ross is a Hall of Fame inductee. He
was tops in his field. Palatka is lucky to have a Donald Ross designed course and lucky to have
Mr. Weed come here to help with the course. Mr. Weed was featured in a recent golf course
magazine. Palatka can’t miss this opportunity.

Commissioner Norwood said this was a learning experience for him. He saw a Donald Ross
Boulevard in Palm Beach Gardens. He thanked Mr. Weed for his presentation and the golf
course ranking committee for their work. He said the Commission wants to stop the losses at the
course, and that is why they are here today. The City can’t continue to invest this kind of money
in this course every year and absorb these losses. They can’t continue to operate the status quo.
This is feasible. They will need help from Putnam County and its citizens, and need community
enthusiasm. The course belongs to all of Putnam County. He believes Mr. Weed has the
credentials and credibility to do this. What they need to know is if they can afford it.

CLOSING REMARKS

Commissioner Brown said she knows they need to keep the course, and need help. They need to
know where the money is coming from. She asked those who live in the County to call their
county commissioners to ask for help in this endeavor. If the Commission can find a way to pay
Mr. Weed for his services, she will be all for this.

Commissioner Myers said they need to find a way to save this course, and what he has seen
today is very convincing. They need to spend dollars on infrastructure and then market the course
to maximize revenues. The catch is the cost of $1 million. This will be taxpayer dollars. He
believes in this course and believes this is a major asset. Economic development comes from
jobs, but they do need to save this asset. He thanked the committee and citizens for their
participation.

Mayor Flagg thanked all who participated, saying this has been a process. The City Manager,
City Attorney, County Administrator and other senior partners will consult on this to make a
recommendation to the Commission. The City Manager and Attorney can negotiate this
agreement for presentation. To do nothing is not an option. They cannot continue to do what
they have been doing. They need to pull the necessary partners together. What is required is
synergy and team players wiling to pull together in the same direction.



ADJOURN - There being nothing further for discussion, the workshop was adjourned at 6:05 p.m.
upon a motion by Commissioner Brown.



