CITY OF PALATKA WORKSHOP
Palatka Municipal Golf Course Management Proposals

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

Price-Martin Community Center; 220 N. 11" Street

L Call to Order: Mayor Karl N. Flagg 4:00 p.m.
a. Reading of Special Meeting Call
b. Invocation
c.  Pledge of Allegiance

II. Introduction: Woody Boynton, Jonathan Griffith, Matt Reynolds

a. Current Conditions at Golf Course

1. Economic
2. Staff
3. Course

b. Request For Proposals Process

I1I. Presentation:  Bobby Weed Golf
IV. Other Speakers: a.  Billy Casper Golf

b. Review Committee Remarks
V. Question and Answer; Open Discussion

VL Closing Remarks

VII.  Adjourn

PERSONS WITH DISABILITIES REQUIRING ACCOMMODATIONS IN ORDER TO PARTICIPATE IN THIS MEETING SHOULD
CONTACT THE CITY CLERK'S OFFICE AT 329-0100 AT LEAST 24 HOURS IN ADVANCE TO REQUEST ACCOMMODATIONS.
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CITY OF PALATKA
REQUEST FOR PROPOSALS
Golf Counrse Management for
Palatka Golf Course

Submission Form (S-I)

Proposals To Be Received by 11:00 AM, Eastern Time, November 25, 2009
City Hall, 201 N. 2™ Street , Palatka, Florida, 32177

IMPORTANT: An Original and six (6) copies are to be submitted.

Please complete the following:

Legal Name of Proposer: . RoGERT ChGL Weep | Je.
E»owY wger cof eS| G

Address: P.0. ?:ox%vl%
PowTe VEVEA BEMCH, PL Hlo0

Telephone Number: ﬂol-{ Lq10.19%710 '
Fax Number: —Contact Person: qa{ .244. oo\q 7

-

Name of Signer: dﬂmméz' W)\*\'“
V.

Note: Failure to use these response sheets may disqualify your submission.
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collusion, D}
its agentsf‘
(Signed): i /

Title:

Non-Collusion Affidavit

State of M%“k County of’ .@M

) x being first duly swom, depgses and says that:
Hg/She is the of , the firm that has
submitted the attached Proposal;
He/She is fully informed respecting the preparation and contents of the attached Proposal
and of all pertinent circumstances respecting such Proposal;

Such Proposal is genuine and is not a collusive or sham Proposal;

Neither the said firm nor any of its officers, partners, owners, agents, representatives,
emplaoyees or parties in interest, including this affiant, has in any way colluded, conspired,
connived or agreed, directly or indireetly, with any other vendor, firm or person to submit
a collusive or sham proposal in connection with the contract or agreement for which the
attached Proposal has been submitted or to refrain from making a proposal in connection
with such contract or agreement, or collusion or communication or conference with any
other firm, or, to fix any overhead, profit, or cost element of the proposal price or the
proposal price of any other firm, or to secure through any collusion, conspiracy,
connivance, or unlawful agreement any advantage against the City of Palatka or any
person interested in the proposed contract or agreement; and

The proposal of service outlined in the Proposal is fair and proper and is not tainted by
y/conniyance, or unlawfil agreement on the part of the firm or any of
ives, owners, employees, or parties including this affiant.

/

Subscribed and sworn to before me this _,Q_'—}i dayof_Neov _200o

My Commission expires:
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November 25, 2009

Elwin C. “Woody” Boynton, Jr.
City Manager

City of Palatka

201 N, 2" st,

Palatka, FL 32117

RE: City of Palatka RFP, Palatka Golf Club

Dear Woody:

Please find enclosed our response to the City’s Request for Proposal for Palatka Golf
Club.

It is with great enthusiasm that we make this submittal. As the waters of the golf
business grow more difficult to navigate, the lines between operations, agronomy,
marketing and capital improvements grow more blurred.

Today, a business plan that synthesizes all of these elements is necessary for success,
and a team that offers proficiency in each is necessary to formulate such a plan.

Our ability to assemble this expertise and bring it to bear on the City’s golf course was
the motivation behind our submittal. We believe that great potential exists at Palatka
Golf Club.

The detail and professionalism of the enclosed information will be indicative of our
approach. We hope this submittal will be viewed favorably and we welcome any
questions that you may have.

Sincerely,

BOBBY WEED GOLF DESIGN, INC, T2 GOLF SOLUTIONS, LLC
“z %Q T2y -
Bobby Weed, ASGCA Ty Day, PGA

Enc.
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PART |: EXECUTIVE SUMMARY

Palatka Golf Club ("Golf Course”) is a historically significant layout owned by the City of
Palatka {“City”) that has succumbed to a number of negative market forces. The Galf
Course has consistently lost money over the last five years, and its current physical and
financial position severely limits the City’s viable operation and/or exit strategies. The
City has issued a Request for Proposal (“RFP”) seeking submittals for third party
management of the Golf Course.

The Golf Course also enjoys an excellent design pedigree and a number of unique
competitive strengths which can be leveraged to reverse the current operational trend.

Bobby Weed Golf Design, Inc. and T2 Golf Solutions, LLC, propose to join forces as a new
entity, BWGD PALATKA, LLC (“Company”} that partners with the City to devise and
oversee the implementation of a 5-year turnaround plan (“Plan”) for the Golf Course.

The Company offers a novel combination of extensive experience, broad expertise, and
proven results that can address the Golf Course’s operations, agronomics, sales,
marketing, F & B, and capital improvements.

The Plan proposes an intensive focus on the core asset: the golf course and the
experience it provides to golfers. The plan would involve improving agronomic
conditions and driving revenue growth through the following core strategies:

i, Maintaining and then raising the enthusiasm and participation levels of
local golfers through specific community outreach efforts and retention
programs.

ii. Developing new revenue streams from non-local golfers through
specific golf course improvements and a fresh marketing effort,

ii.  Improving agronomic conditions through a significant and capitalized
supplement to annual maintenance spending and implementing an
ongoing 2-year capital improvement program.

iv.  Maximizing the financial performance of the business by implementing
industry best practices to guide its operation and management.

v.  Re-branding and re-marketing the Golf Course with a focus on the
historical Donald Ross pedigree and the fun experience it provides,

vi.  Maintaining the Golf Course’s position as an economical and high-value
alternative to its competition within the marketplace.
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6. Implementation of the Plan by the Company will comprise two phases. First, a 9-month
first phase {“Initial Phase”) which involves the following scope of work:

[ Management of the facility,

ii. Intensive assessment, measurement and benchmarking of each aspect
of the operation, :

ii.  Compilation of detailed reports, long-range goals and performance
standards for each department of the entire operation,

v.  Oversight and management of as many fundamental eperational
changes and capital improvements as can be prudently accomplished,
with a particular focus on obvious items with immediate impact.

7. Following completion of the Initial Phase, the Parties may, upon mutual agreement,
proceed into a 4-year second phase (“Second Phase”). The Second Phase aligns with the
City's fiscal year and involves the following general scope of work:

. Management of the facility,

ii.  Oversight and management of an extensive capital improvement plan,
and other departmental plans as compiled in the initial Period,

iii.  Oversight and management of the facility’s re-branding and marketing,

iv.  Tracking and adjustment of the facility’s operational performance to
meet performance goals and optimize financial results.

8. It is the opinion of the Company that upon completion of the Plan, Net Operating
Income can be grown from its existing level to one which will not only fully offset both
the expiring capitalized maintenance budget supplement and the debt service level, but
also be positioned for future growth with a solidly established upward trend.

8. Achievement of such a position would vastly increase the City’s viable exit strategies for

the facility and enhance its ability to lease the Golf Course, sell the Golf Course, or
continue to own and operate the Golf Course.




PART [I: PRINCIPALS OF THE COMPANY

BOBBY WEED, American Society of Golf Course Architects

Member, Historical Committee, Donald Ross Society
Member, Golf Course Superintendents Association of America
Member, Florida Turfgrass Association

Weed's professional career began with an apprenticeship under Pete
Dye, an association that stretched for over 17 years. In 1983, Weed was
hired by the PGA TOUR, where he advanced to become their in-house
architect in 1987. From that post, Weed was responsible for the design
of many of today's best known TPC venues, which continue as host sites
for prominent TOUR events. Weed was instrumental in developing
management guidelines and performance standards for the
maintenance and operation of the TPC branded facilities.

Weed was also able to collaborate with many of the TOUR's most
familiar names, including Sam Snead, Gene Sarazen, Arnold Palmer, Jack
Nicklaus, Raymond Floyd and Chi Chi Rodriguez; a cross section of
experience unavailable to most.

In 1994, Weed's career and experience reached an apex with the
formation of his own design firm, where he continues to "hand-craft"
golf courses. Today, Bobby Weed Golf Design has amassed an
impressive list of accomplished courses that are consistently ranked at
the top_of their respective categories. - :

TY DAY, PGA

Ty is a 25-year member of the PGA of America and the principal of T2
Golf Solutions, LLC. He previously served as Director of Operations for
Tartan Golf Management, where he oversaw the management of more
than 10 golf facilities and specialized in the turn-around of
underperforming assets. Prior to Tartan, Ty led successful new
construction projects at Wetherington Golf & Country Club, The Greens
at Deerfield, and The Golf Club of Dublin. At these facilities, Ty was
responsible for development and implementation of all start-up golf
operations including hiring and training of all service staff,
merchandising, junior golf programs, and tournament, golf car and
range operations.

BULURPLULLLOGOLLO0GORDVES0P0000080GG



The principals of the Company will provide the City of Palatka several unique points of

differentiation that can be leveraged to bolster the long term operational success of
course:

the golf

1

wn

The principals of the Company have a significant and visible presence in the lacal
marketplace, with broad brand recognition and credibility.

The principals of the Company have a proven track record of managing value-added
capital improvements to First Coast golf facilities. Under the terms of this proposal, the
City will recelve the benefit of this expertise at cost, without having to employ additional
third party consultants. (See Miscellaneous)

The principals of the Company have a proven track record of managing weil run,
sustainable and profitable golf operations. (See Miscellaneous)

The principals of the Company will be present, accessible and visible. Palatka Golf Club
will not become part of a multi-course management portfolio. Our main office is 40
minutes from the property.

The principals of the Company have an extensive local contact network with
superintendents, professionals, vendors and suppliers that can be exploited to find the
most knowledgeable personnel and the most cempetitive pricing,

The principals of the Company have an extensive local and national contact network
with industry press, golf writers {Stephen Trendler) and publications that can he
exploited to bring superior attention to the revitalization of Palatka Golf Club,

The principals of the Company represent a comprehensive and unique blend of
expertise that encompasses operations, sales, marketing, agronomics and capital
improvements.




PART 1li: VALUES, VISION AND STRATEGY

In order to properly formulate a turnaround strategy for Palatka Golf Club, it is imperative to
properly articulate the Strengths, Weaknesses, Opportunities and Threats (SWOT) that are
currently impacting the facility’s operation and performance. Once these factors are identified
and appropriately weighted, a reasonable and realistic long term strategy can be formulated.

The Company allowed the following observations to inform its thinking:

STRENGTHS AND OPPORTUNITIES

WEAKNESSES AND THREATS

e A rare asset in North Florida golf: a
core, non-residential golf course
with a historical design pedigree
and reputation.

¢ A very solid infrastructural
foundation: the sandy scil and the
new irrigation system represent a
head start that many courses do
not enjoy.

» Existing effluent service is in place
and functioning with no lack of
water.

e The City's ownership of the
property  provides significant
expense-side advantages, including
exemption from property taxes, as
well as opportunities to secure
capital funding under attractive
terms.

¢ City management has reduced
expenses to match revenue -~ a
solid starting point for reversing the
decline of the operations.

Consistent and significant operational
losses over the last 5 years.

Agronomic conditions are poor and
current maintenance and capital
commitments are insufficient to
reverse this trend. Conditions of some
the critical infrastructure is poor and
will require remediation.

The local market has a lower level of
per . capita household income as
compared to surrounding counties.

A number of competing facilities have
been introduced to the marketplace
over the years, especially St. Johns
Golf & Country Club, which enjoys the
same operational advantages from
being owned by a public entity.

Current financial statements are
inadequate relative to industry best
practices. The available information
prevents a clear assessment and
benchmarking of the operation’s
rounds, revenue, and expenses, which
in turn impacts the value of the
immediate recommendations that can
made,




Passionate and committed support
of the golf course exists from the
local community, Gross revenue has
been consistent - albeit low - over
the last five years due largely to
their patronage.

The Azalea Invitational provides an
annual portal to expose the golf
course to national notoriety, The
addition of the Senior Azalea
expands this impact.

Maintaining the City’s involvement
could offer the ability to access
purchasing power and resources to
accomplish capital improvements
under competitive terms.

Significant  synergies exist with
other  aspects of Palatka's
redevelopment. The golf course
could become a flagship amenity
that attracts outside media
attention to Palatka and assists in
driving  additional local re-
development to the City.

* Gross revenue is very low relative to
competing golf operations.

* Access to the golf course from routes
into Palatka is not easy to discern for a
non-local golfer. There is no clear
signage.

* Golf course yardage is less than 6,000
yards and may result in a perception of
lower quality,

Based on this review, the Company generated the following logic sequence to form the basis of
its overall strategy:

1.

Operational expenses have been lowered to meet revenue, but stabilized
operations at such a low revenue number will result in the continued
deterioration of golf course conditions, which in turn will reduce revenue even
further. The result will be a net annual loss in an amount roughly equai to or
greater than the current debt service payment ($170,000).

The current financial condition of the facility severely restricts the City's exit
strategy options for lease or sale of the facility, The Company does not beligve
that any intelligent third party will pursue either strategy in the current context.
Without a fundamentally different operational strategy, the Company believes
the City will be faced with {i) continuing to absorb losses equai to or greater
than the annual debt service or (i) closing the golf course.

POOOPUVRO0COROCCO0000000800000000000600000GCOGGIS




The turnaround at Palatka must be gradual and fiscally sound. it must also involve an

integrated solution that changes and addresses all aspects of:

a.

Golf, F&B and agronomic operations,

b. Golf course design and capital improvements, and

c.

The competitive operational advantages that the City’s ownership of the property offers
must be maintained. The Company does not believe that a private enterprise subject to
expenses from property taxes and property insurance premiums could stabilize and
improve the financial performance of the facility. The Company views its involvement

Sales & marketing.

with Palatka Golf Club as a true partnership with the City.

The turnaround must involve an intensive focus on the core asset: the golf course and

the experience it provides to golfers. All other considerations are secondary.

The Company would propose a five-year plan that concentrates on improving agronomic

conditions and driving revenue growth through the following core strategies:

a.

The facility’s operation will be adequately benchmarked with Athe'
establishment of new performance standards for all departments,

Revenue growth would occur initially by first maintaining and then
raising participation levels from local golfers. The target population is
the residents of the City of Palatka and Putnam County and who make
up 85% of the immediate market. Non-local golfers from new markets
would be mobilized as capital improvements are completed and
marketed. This secondary market will make up the remaining 15% of the
golfers/rounds needed in order to meet financial goals. Together, these
two markets comprise 100% of the goifers and rounds needed to drive
the revenue equation for this facility’s financial success.

Agronomic conditions would improve through a capitalized 4-year
supplement to annual maintenance spending. In conjunction with this
supplement would be the capitalized funding of an in-house crew to

implement an ongoing 2-vear capital improvement program “at cost”.
Funding for this combined $1.1M effort would be achieved mainly

through the re-financing of the existing bank note held against the golf

operation. Alternative sources of capital would also be researched and
identified.

The course and completed improvements would be appropriately re-
branded and re-marketed with a historical focus on the Donald Ross
pedigree.

0090000000000 0000600000000000000000000000000
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e. The Golf Course would maintain its position as an economical
alternative to market competition. Patrons would see great value in the
fees and experience available at the Galf Course.
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7. it is the Company’s opinion that upon completion of the five-year Plan, Net Operating
Incame can be grown from its existing level to a level that can adequately support both
the expiring maintenance budget supplement being proposed and the new debt service.
The Golf Course would be financially and physically sustainable. Achievement of such

would vastly increase the viability of the City’s operation and exit strategies for the Golf
Course, including its possible lease or sale.
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PART IV: SCOPE OF WORK

Over the course of the five year term, the below scope of work will guide the Company’s efforts
and become part of an executable agreement with the City.

Generally, the Company will use its resources to make significant and fundamental operational
changes in the Initial Phase and prepare the various Plans to guide the future operation of all
departments. These changes will allow us to improve operational efficiencies, benchmark the

property 1o identify areas for improvement and improve the physical plant to provide a solid
foundation that supports future financial growth.

During the Second Phase, the Company will facilitate a significant improvement in maintenance
standards as well as oversee value-added, “at-cost” capital investments. Funding for these
efforts will be facilitated by utilizing the City of Palatka’s efficient access to capital. These
improvements will focus on the golf course’s critical infrastructure and will ultimately enhance
and restore the original Donald Ross design.

Agronomic Operations

Task1  Operational Assessment
Prepare a comprehensive and detailed assessment of the agronomy department, including
practices, staff and equipment, which becomes the basis for the Agronomic Plan.

Task2  Job Descriptions

Draft job descriptions and hiring guidelines that will be used to evaluate and gauge existing staff
in the re-hiring process.

Task3  Agronomic Plan & Performance Standards
Prepare a comprehensive and detailed agronomic plan which guides the improvement of the
golf course’s conditions and establishes minimum goals for all areas of the golf course,

Task4  Conditioning
Implement the Agroncmic Plan through a prioritized focus on the in-play areas critical to a

golfer’s perception of the course {i) greens, (i) tees, and {iii) fairway. Coordinate improved
conditioning in conjunction with the Capital Improvement Plan.

Golf Operatlons

Task1  Operational Assessment

Prepare a comprehensive and detailed assessment of the golf operations that becomes the basis
of the Golf Operations Plan.

Task2  Job Descriptions

Draft job descriptions and hiring guidelines that will be used to evaluate and gauge existing staff
in the re-hiring process.
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Task 3  Golf Operations Plan

Prepare a comprehensive and detailed plan which guides the improvement of the up front
operations and establishes performance goals for staff.

Task 4 Point of Sale (POS)
Install Fore Reservations as the Golf Course’s comprehensive reservation and marketing system
(e-mail marketing, e-mail confirmations, database management, direct marketing tools}, point

of sale (POS) system {purchasing, receiving, inventory control, accounts receivable), and a world
wide web booking engine.

Task5  Policies & Procedures
Develop and implement a global policies and procedures manual for Golf Operations.

Task & Inventory Control

Institute a retail merchandise and inventory control program to aveid shrinkage in the
operation.

Task 7 Golf Car Management

Assess, develop and implement a comprehensive golf car management program and coordinate
the solicitation of competitive pricing proposals upon expiration of the current lease. These

steps will protect one of the Golf Course’s highest valued assets and contributor of more than
30% of annual revenues.

Task8  Play Management

Develop and implement standard operating policies and procedures for outing, tournament and
general play.

Task 9  Player Development

Develop and implement programmed teaching and player development programs with a
specific focus on juniors, women, and community league play. These programs will be designed
to further broaden and enhance the golf course’s perception in the local community as an
accessible and desirable amenity.

Food & Beverage Operations

Task1  Operational Assessment

Prepare a comprehensive and detailed assessment of the F & B operations that becomes the
basis of the F& 8 Operations Plan, '

Task 2 Job Descriptions

Draft job descriptions and hiring guidelines that will be used to evaluate and gauge existing staff
in the re-hiring process.

10
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Task3  F & B Operations Plan

Prepare a comprehensive and detailed operations plan which guides the improvement of the
F&B operations and establishes performance goals for staff.

Task4  Point of Sale {POS)
Utilize and synthesize the Fore Reservations software to run and operate the entire food and

beverage operations. Every item will be tracked, easy access touch screen ordering, multiple
checks opened at one time, and orders can be sent back to a kitchen printer.

Task5  Policies & Procedures
Develop and implement a global policies and procedures manual for F&B Operations.

Task 6  Menu Concept & Pricing

Develop and implement theoretical menu concept and pricing to ensure a profitable F & B
operation.

Task 7  Inventory Management

Inventory management standards will be instituted to protect from shrinkage and will be
monitored through the POS system, theoretical menu costing and inventory controls,

Task 8  Safety Program .

A safety and sanitation program will be put into place will utilizing the ServSafe Program for safe
food and alcohol service.

Sales & Marketing Operations

Task 1  Operational Assessment
Develop a comprehensive and detailed sales and marketing plan for the years 2011 — 2014. This

plan will be an integral a part of the overall business plan going forward as revenue Is driven
upwards by increased awareness of the Golf Course.

Task2  Website Development

Implement a new, professionally created website that will make announcements, book online

tee times (integrated with the tee sheet), send out newsletters and assist in new customer
acquisition.

Task3  E-Mail Management

Send out weekly emails with a particular focus on promoting synergy between the Palatka Golf
Club and City of Palatka events, generating more leads and participation in the city’s venues.

Task4  Loyalty Program

Develop and implement a new customer loyalty program that will track each customer’s
purchases and reward that customer based on doilars spent at the facility.
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Task5  Branding & image

Implement a new brand and image development program focusing on a more professional
approach to business. New logo and byline development will be implemented.

Task 6  Collateral Management

Develop and implement standardized marketing collateral based on the Branding and Image
program,

Task 7 Publicity/Media Relations

Develop and implement a publicity and media relations plan that focus on the new direction of
Palatka Golf Club.

Task8  Marketing Relationships

Establish strategic marketing relationships within the immediate market and surrounding
markets to bring greater awareness of, rounds and revenue to the facility

Task9  Database Management

Develop and implement a comprehensive database management program that can filter and
identify a specific segment of the Golf Course’s customer base.

Colf Course Improvement Plan

Task1 Capital Needs Assessment

Conduct a complete and comprehensive assessment of the golf course’s infrastructure,
inciuding the golf course, maintenance equipment, and clubhouse.

Task 2 Golf Course Improvement Plan & Schedule

Devise a long-range plan to improve any identified infrastructural deficiencies. Improvements
shall be conducted with a focus on the appropriate and sympathetic restoration of the original
Donald Ross golf course design.

Task 3 Copital Needs and Sources

Identify the extent of capital requirements to complete the Golf Course Improvement Plan and
work with the City to identify the most appropriate sources of funding that fit within the Goif
Course’s projected pro forma. Potential capital sources to be examined include but are not
limited to general obligation bonds, bank notes, grants, TARP funding, grant donations from the
Donald Ross Society, and/or other novel sources of funding,

Human Resources

Task 1 Recruiting & Hiring

Develop and implement recruiting and hiring procedures that are consistent with and in
compliance with the City of Palatka’s ordinances.

12




Task2 Employee Training
Develop and institute a new employee training and development program.

Task 3  Benefits Management

Conduct an employee benefits management program consistent and in compliance with the City
of Palatka ordinances.

Task4  Employee Performance

Conduct performance reviews in a timely manner and develop a counseling program to improve
performance.

Task5  Payroll Management

Implement a payroll management system to track, verify and submit payroll hours according to
policy and procedure,

Task & Compliance
Follow local, state and national employment compliance for the entire facility.

Accounting

Task1  Reporting

Set-up standard formatting for and conduct daily, monthly and annual reporting to the City of
Palatka.

Task2  Payables/Receivables
Coordinate and oversee the management of all accounts payable and receivable,

Task 3  Cash Management

Implement cash management and forecasting to better inform the City of Palatka on the
performance of the property during each month of operation.

Task4 Cash Controls

Establish cash controls and reconciliation programs in order to enhance the security of cash
handling. Establish variance standards and reporting methods.

Task5  Inventory Control
Install inventory controls and security cameras within the facility to protect its assets.

Task 6  Income/Expense Analysis

Conduct income and expense analyses on a hi-weekly basis to better ensure that financial goals
are met.

Task 7  Budgeting/Forecasting
Conduct annual budgeting and forecasting for submission to the City of Palatka.

13




PART V: ECONOMIC ASSESSMENT

The location of the Palatka Golf Club sets up to have two markets, {i} the “Local Market” and {ii)
the “Outside Market”, both of which will need to be acquired for the overall success of the Golf
Course. The combined market opportunity represents 1,102,145 people within a one hour drive
of the Golf Course. The golfing market is generally considered to be 10% of any market
population, resulting in a possible 110,214 golfers within the Golf Course’s market area,

The immediate county of Putnam is specified as the Local Market and will generate 100% of the
projected 2010 play and 85% of the projected play 2011-2014. Putnam County has a population
base of 73,459 (2008), which has increased 4.3% since 2000 - significantly behind the Florida
average of 14.7% (See table below).

T Gty Florlda
73,459 18,328,340

9 bopulation, 2008 estimate

O Fonulation, percent chanigs, Aprll J003o iy 2008 7 e gl 2 dhiow
@ Fopulation estimates base {April 1} 2000 70,423 15,982,813

The surrounding counties of Clay, St. Johns, Flagler, Marion, and Alachua comprise the
secondary Qutside Market. This market will become 15% of the play mix in 2011 and wili grow
to approximately 20% of the rounds by 2014, These counties have a population base of
1,028,686 {2008), which has increased an average of 39,94% since 2000 - significantly ahead of
the Florida average of 14.7% (See tables below)

Jacksonwille MSA T T o 0 T Clay County  Flarida:
9 Population, 2008 estimate 184,727 18,328,340
O Population; gercéiit chafigs, Abri 1, 20001t July 1, 2008 I A T %
€ Population estimates base {April 1) 2000 140,814 15,982,813
L e - St. Johns IR
latksonville MsA - S _ County Florida
@ Population, 2008 estimate 181,540 18,328.340
@ Population, percéit chatige, April 1, 2000 to July 1, 2008 474% - ia7y
@ Population estimates base (April 1) 2000 123,148 15,982,813
s P L Flagler
PaimCoast MSA . - . - . - ' : County " Florida:
@ Population, 2008 estimate 891,427 18,328,340
dPopuiét?ori,_péi*&entéﬁ'ahge;ﬁiprilIy-ZOOOtOJuly 1, 2008 83.1% 14.7%
@ Population estimates base {April 1) 2000 49,832 15,982,813
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@ Population, 2008 estimate | . 329, 628 18 323 340
_lePaniiation; pertent thange; April 'L, 20000 dly 1,2008% - " T fa% 7%

@ Population estimates base (April 1) 2000 253,914 15,982, 813

3 : MISA: 5 i A‘ma';'“”_‘f

0 Popu!ation 2008 estimate 241 364 18, 328 340

@ opulifion; percentchangli ApHE, 2000 touly 130087 - %% . Vil 1A
¢) Population estimates base {April 1} 2000 217,955 15,982,813

Income Characteristics

Income characteristics for the Local Market will be very challenging. Any escalation in fees must
be on an economical scale of no more than 7-8% a year. The Outside Market income
characteristics are approximately 47% higher than the Local Market Income characteristics.

Therefore, the Cutside Market would allow a greens fee rate structure 23-25% higher than the
Local Market rate structure.

Household Income Characteristics

County Name Description County Florida
Putnam County Median household income, 2007 $33,282 547,804
|Clay County Median household income, 2007 $58,696  $47,804
St. Johns County Median household income, 2007 463,728 547,804
Flagler County Median household income, 2007 545,639 547,804
Marion County Median household income, 2007 $39,354 $47,804
|Aiachua County Median household income, 2007 $38,075 $47,804
Local Market Average Median Household Income $33,282

Outside Market Average Median Household Income  $49,098

Lastly, at some point in the future, post-recession, the local area should expect to see an
increase in market employment, economic activity and discretionary spending. The Company
believes that by the beginning of the Secand Phase the local market income characteristics will
increase, thus accepting a higher rate structure for greens fees.
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PART VI: GENERAL SCHEDULE AND PRO FORMA

The Company's assumptions for revitalizing and re-branding the ciub to this new
concept involve the following general schedule:

Year 1 — Initial Phase

1. Increase operational effectiveness by hiring or rehiring of new staff, instituting
job descriptions, training programs and customer service programs.

2. Add rounds by basic marketing efforts and better tee sheet utilization (i.e.
including directional signage to the Golf Course from access routes into Palatka).

. Increase marketing expenditures and work with the City of Palatka to
synergistically market the city and the golf club.

4. Increase maintenance expenditures to improve course conditions and become
the base for future round/revenue growth.

5. Establish industry wide best practices standards and benchmark operations to
ensure the legitimacy of pro forma.

CSPOHOPCI000000

6. improve the cleanliness and the operation of the physicat plant through limited
and immediate capital improvements. Undertake obvious and effective projects
that synergize with operation changes, i.e. add parking lot lighting to facilitate
after work league play.

B

Impiement our “Golf Car Management” program.

8. Develop and implement player development programming.

Geooe

9. Implement our proprietary “Valued Experience” model (See Below)
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Year 2 -~ Second Phase

1.

10.

11,

Years 3

Continue the operational effectiveness by enhancing training programs and
customer service programs.

Add rounds/revenue by effective marketing, improved course conditions, tee
sheet utilization and added value as rates Increase.

Increase marketing expenditures and work with the City of Palatka to
synergistically market the City and the golf club in the Outside Markets.

Increase maintenance expenditures to improve course conditions and establish
the base for future round/revenue growth.

Initiate capital improvements on the golf course that return it to the original

design, These improvements will be completed at cost through the Company’s
oversight.

Add new maintenance equipment through appropriate capital leases,
Continue the improvement of the physical plant/common areas.

Continue to establish industry wide best practices standards and benchmark
operations to ensure the tegitimacy of pro forma.

Continue our “Golf Car Management” program.

Continue to enhance player development programming.
Continue to adapt and perfect the “Valued Experience” model,
-4

Continue operational effectiveness by enhancing training programs and
customer service programs.

Add rounds/revenue by effective marketing, improved course conditions, tee
sheet utilization and adding value as rates increase.

Increase marketing expenditures and work with the City of Palatka to
synergistically market the City and the Golf Course in our new Qutside Markets.
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4. Continue increased maintenance expenditures to improve course conditions and
become the base for future round/revenue growth,

. 5. Complete capital improvements on the golf course returning it to the original
design.

6. Maintain new maintenance equipment obtained through appropriate capital
leases.

7. Continue the improvement of the physical plant/common areas.

8. Continue to establish industry wide best practices standards and benchmark
operations to ensure the legitimacy of pro forma.

8. Continue our “Golf Car Management” program.
10. Continue to enhance player development programming.
11. Continue to adapt and perfect the “Valued Experience” model.

Year 5

1. Achieve operational effectiveness by successfully executing training and
customer service programs.

2. Achieve or exceed rounds and revenue benchmarks set forth in pro forma.
3. Successfully market to Local and Outside Markets and achieve target play levels.

4, Sustain maintenance expenditures towards the continued improvement of
course conditions and become the contributor for future round/revenue growth.

5. Return the goif course to the original Ross design.

6. Maintain appropriate maintenance equipment to produce improved agronomic
conditions.

7. Sustain the improvement of the physical plant/common areas.

8. Continue to establish industry wide best practices standards and benchmarks,

9. Sustain “Golf Car Management” program.
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10. Modei the piayer development programming for future fadilities.
11. Perfect the “Valued Experience” model.

Capital Expenditures

From our investigation of the Golf Course, generating the revenue targets within the pro
forma projections will require capital improvements that raise the standard and
consistency of the conditions and experience on the Goif Course. These improvements
will initiate with obvious and visible projects in Year 1 and ramp up to more substantial
improvements in Years 2-3.

Based on our experience, we have made a conservative assumption of $1,100,000 in
additional capital expenditures added to the existing note, which is then refinanced to
$2,800,000 over 30 years @ 6%. The Company expects to seek alternative sources of
funding in conjunction with the City that represent more attractive terms.

The capital dollars will fund both actual improvements to the Golf Course as well as a 4-
year capital supplement to annual maintenance expenditures. The Company aiso
expects to utilize its expertise in golf course improvements to manage the
improvements in a highly efficient manner that provides exceptional value for the
doliars spent. The Company expects to form an in-house “capital improvement crew” to
work within the Golf Course’s payroll structure and complete improvements at cost. The
slow pace of golf course canstruction in North Florida has created a surplus of qualified
individuals. Vendors and suppliers are offering very attractive pricing. Further, the
Company anticipates adding further value by utilizing the City’s resources for labor,
equipment and material procurement.

It is anticipated that the funds will be distributed roughly as follows:

Parking Lighting $5,000

Equip Cap Leases 530,000 $30,000

Totals $75,000 $362,500 $362,500 $150,000 $150,000
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"Baseline” Case Operational Scenario

Based on the outlined capital expenditures and the operational strategies outlined

herein, the Company believes that it can drive meaningful revenue growth over the
term of its engagement.

The goal of the Company will be to grow Net Operating Income by the completion of its
engagement such that generated income will fully offset both the capitalized
maintenance expenditures and debt service. In condensed format, the Company would

establish the below figures as its baseline revenue and expense targets over the term of
its engagement:

Baseline Pro Forma 2009 2010

Capitalized Costs:

Maintenance 25,000.00. . 150,000.00 150,000.00 150,000.00 150,000.00
Capital Improvements 50,000.00 212,500.00 212,500.00

$1,200,000 Capitalized Cost added to Bank Note and Refinance a $2,800,000 note over 30 years & 6%

Please note that the Company’s proposed fees have been included in these pra forma
projections as part of the Total Expenses line. In the more detailed Pro Formas included
in Part VIl, these fees are listed in the Gen Administration line under Other Expenses.
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“Best” Case Operational Scenario

SO
W

The Company believes that the revenue assumptions shown in the bhase line proforma
are a normative-case scenario for the reconstruction and rebranding of the Golf Course,
and may not represent the best-case scenario in terms of revenue/ EBITDA potential.

Fitad Ty,
G

If the re-branding takes hold more strongly than we anticipate, it is reasonable assuming
that annual rounds and revenue could be higher than projected herein. In addition, we
believe our estimates for merchandise {no increase over present day average sale per
person} and food and beverage (5% increases in sales each year) are on the
conservative, With synergistic collaboration with the City of Palatka, these areas have a
stronger revenue-generating potential.

®
2

We believe our assumption for an effective weighted-average green fee and market mix
in our baseline pro forma of $28 in year 5 may be low, given the anticipated increased
quality/condition of the course. Consequently, in a Best-Case analysis we believe that
fees would increase by 10% vs. 8% and the “Outside Market” rounds could be as high as
25% of the play. Thisis detailed in Year 5 of our Best-Case Scenario.

o3 We have also assumed that after two years of reconstruction and rebranded operations,

2 corporate memberships could be higher than originally budgeted as would daily-fee

h rounds,

] Best Case Pro Forma 2009 2010 2011 2012 2013 2014

A Tenisser

G o

OERT seRvICE: - .. 180,000.00° - 201,000, 00 201,000.00°,

NETiNcomefioss . (370,008.50) {193 4as.65) f1stes3er  (esios0p (16848.53) . - 131,596:60.

0 ;
¥

) Capitalized Costs:
& Maintenance 25,000.00 150,000.00 150,000.00 150,000.00 150,000.00
Capital Improvements 50,000.00 212,500.00 212,500,00

$1,100,600 Capitalized Cost added to Bank Note and Refinance a 52,800,000 note over 30 years @ 6%
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"Worst” Case Scenario

Based on its experience, the Company believes that strong revenue growth on the heels
of capital improvements is a very likely scenario in the short term {vears 2-4). However,
it is also possible that following these improvements, the market will not accept the
Company’s strategies over the long term.

Therefore, we present the following projections of cash flow from operations, assuming
in Year 5 after the reconstruction/redesign is completed that the Golf Course attracts:

« lower-than-expected annual rounds

« lower-than-expected effective annual green fee
* lower-than-expected outside market mix )
s [ower-than-expected food and beverage revenue

Under these assumptions EBITDA will remain higher after year 2 than would be the case
if the current operating structure and course conditions were maintained. In year 6, the
Company would likely cease its involvement with the Golf Course, which would further
reduce expenses by approximately $100,000 to the bottom line.

Worst Cast Pro Forma 2009 2010 2011 2012 2013

2014
Actual Year 1 Year 2 Year 3 Year 4 Year 5

Capitalized Costs:
Maintenance 25,000.00 150,000.00 150,000.00 150,000.00 150,000.00
Capital Improvements 50,000.00 212,500.00 212,500.00

$1,100,000 Capitalized Cost added to Bank Note and Refinance a $2,800,000 note aver 3¢ years @ 6%
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PART Vil: MARKETING

The mutually beneficial partnership between the City of Palatka and the Company should be
exploited with a clever marketing campaign that drives business to both entities. A
reconstruction and re-branding of the Golf Course will produce a flagship amenity that can
attract attention to the City for years.

The new branding of the Galf Course will be capable of drawing new players from Outside
Markets like Gainesviile, Palm Coast and even 5t. Augustine/lacksonville. In turn, the presence
of these Outside Market patrons in Palatka provides the City an opportunity to introduce them
to other offerings that might be available, attracting them to stay an extra night, to make a
return trip with their families, to come for a long weekend, etc. With proper marketing, the Golf

Course can serve as a flagship amenity that helps establish the City as a progressive, authentic
and enjoyable place to visit.

The Company will operate a clean, efficient and profitable facility that will capitalize on its
history, the notoriety of the “Florida Azalea Amateur”, and the reconstruction of the Golf Course
back to the original Donald Ross design. The Company will further leverage its unique
partnership with the City of Palatka and the regional reputation of Bobby Weed.,

To help establish this identity in the minds of consumers, we have generated the following list of
possible marketing angles, any or all of which may be expioited:

¢ Establish consistent signage throughout the property

* Develop anew logo with a more historical appeal

* Purchase unique tee markers, flags, etc. with the logo prominent

* Ensure the logo is on all direction signage

* Acquire and display the original Donald Ross routing plan for the golf course and have an

electronic image of it feature prominently in all collateral material,

* Leverage the Bobby Weed brand name and his success at other Ross courses {University of
Florida GC, Linville GC, Timuguana Country Club, New Smyrna Beach Municipal Golf Club).

* Engage the DPonald Ross Soclety to closely track and publicize the revitalization of the
course,

*  Align with notable charities to ensure that their golf fundraisers and dinners are hosted at
the facility.

* Ensure that the City of Palatka and various community events are driving awareness and
potential business in the form of golfers, leagues, tournament and banquets,

* Facilitate banquet events at the club for large groups such as school functians, sentor
groups, city events, rotary, etc.
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Market the activities of the City of Palatka throughout the golf course and utilize the Golf
Course’s marketing infrastructure, including its website, e-mail blasts, newsletters and golf
carts. These mechanisms can provide synergistic exposure to the existing 25,000 rounds
played at the Golf Course each year.

Undertake regional advertising that publicizes the “Donald Ross Course” and the “Florida
Azalea Amateur” to touch untapped markets in attracting business travelers, golfers and
groups that come to Palatka. The legacy and heritage of this event is unparalled. Consider

possible marketing efforts in conjunction with the Sally, a women'’s event held each year in
Ormond Beach, FL.

Partner with the City of Palatka to create packages to include golf, lodging, and dining to City
sponsored events (Blue Crab Festival, etc).

Past winners of the “Florida Azalea Amateur” will be honorary members of the Club. They
will not pay guest fees and are encouraged to play often and will promote the new direction
of the Palatka Golf Club. Consider markers along the golf course that provide unique insight
into the illustrious championship and prominent players who created this historical event.

Ensure that “Florida Azalea Amateur” logo merchandise is for sale in golf shop and on
website at all times.

Assist in the marketing of the Florida Senior Azalea.
Drive business to City of Palatka community events via Golf Course website.

Utilize off-peak times on the course by offering special junior golf rates and junior golf
events at the course.

Utilize off-peak times on the course offering special nine hole leagues for area businesses
and targeted player segments {women, juniors, etc)

Incorporate local schools into any Juniar Program.
Establish a Direct Mail database
Distribute regular E-Mail & Newsletter marketing

Target Regional Newspapers {Gainesville, Palm Coast, St. Augustine, Jacksonville)
throughout the improvement of the course.

Place Strategic Billboards announcing the Golf Course along highway 207 and in other
Outside Markets.

Establish an Online Golf Shop.
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e Utilize Bobby Weed industry contacts to inform them about the project and keep them
engaged throughout the process.

¢ leverage the unique entry of a golf course architect into the management arena to drive
publicity of the Golf Course.

® Enlist Friends in the Media and Florida members of the PGA Tour to play or comment on the
goif course, Leverage Bobby Weed’s 13 year tenure with the TOUR.

Synergistic Operational Programs

In conjunction with the Marketing programs, the Company would consider implementing
additional operational initiatives that may include, but are not limited to:

LITTLE AZALEA CLUB

Our concept is to take the off peak time and create the “Little Azalea Club”. This concept would

be a family oriented 9-hole course and program that stresses teaching the game to the kids and
promotes a family golf experience.

Ideas for aligning with local schools
Camps and clinics for Little Azalea’s

New golfer introduction series

Little Azalea golf tournaments and league

Ticket vouchers on special days for “Take your child to the golf course day”.
Special “Little Azalea” tees

* & & & & B

DEVELOPING WOMEN'S GOLF

In today’s challenging economic climate, where growth in the game of goif is stagnant, the
potential to grow the women's market is a higher priority than ever before, and efforts to
cultivate and expand this segment are being considered and executed widely across the
industry. While women's golf presents a major growth opportunity for the industry, several
roadblocks must be overcome to consistently increase women's participation in the game. There
are many factors that continue to challenge the growth of Women's golf. In a recent Goif
Datatech survey, one in three female respondents considered the average golf course to be "a
very male ariented place," which inhibits more frequent play. While over 50% of the U.S.
popudation is female, less than 25% of total golfers are women. Combine the cost, time and
family pressures with their overall perception of the male orientation at the golf course, and it's
not surprising that women leave the game as often as they enter. This is ultimately the basis for
the women's golf population to be at a near standstill,

The Company believes that the “Women’s Azalea Club” at Palatka Golf Club will allow for the
development of Women’s golf promoting specific tee times for women, clinics, and leagues.
Combined with the plans for “The Little Azaleas Club”, we believe that working to develop
women’s golf will benefit the Palatka Golf Club in the years to come.
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