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January 13, 2012 

 

Members of Brewster Golf Committee 

c/o The Captains Golf Course 

1000 Freeman Way 

Brewster, Massachusetts 

 

Re: Comprehensive Operational Analysis of The Captains Golf Course 

 Brewster, Massachusetts 
 
Town of Brewster: 
 
Per your request, we have completed a comprehensive operational analysis of The Captains Golf 

Course (CGC, subject).  The scope of our work consisted of a physical inspection of Captains, an 

inspection of the local golf market, and interviews with on-site management, members of the 

Golf Commission, and a survey of area residents.   

 

Our scope also included a golf pricing and volume survey of competitive mid- to upper-tier daily 

fee golf clubs located on Cape Cod, and beyond, as well as upper-tier competitive clubs in areas 

off-Cape.   

 

After researching the existing supply of golf courses, GCG interviewed planning departments, 

developers, and golf course managers throughout the area, to gather information regarding 

proposed golf courses that may affect the rounds, and green fee matrix for the golf course. 

 

In addition to the market analysis, we reviewed and analyzed the historical and budgeted 

operating statements for the club and compared them to the income and expenses of comparable 

daily fee facilities in the region.  Other aspects of this operational analysis included an evaluation 

of the agronomic program at the property, the current marketing campaign, merchandising, and 

food and beverage lease/opportunities.   
 
The following report provides an evaluation of Cape Codôs mid- and high-end daily fee golf 

market and an operational analysis of The Captains Golf Course.  The report will outline our 

recommendations regarding changes in policies and procedures. 
 
The opportunity to assist you in this operational analysis is greatly appreciated.  If you have any 

questions, please call us at (614) 486-8992. 
 
Respectfully submitted, 

 

THE GOLF CONSULTING GROUP, LLC 
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EXECUTIVE SUMMARY  
 

PROPERTY OVERVIEW  

Name: The Captains Golf Course 

Property Location: 1000 Freeman Way, Brewster, MA 

Site Area: Approximately 312 acres; 151 acres are maintained 

Type of Operation: Daily-fee / Semi-private municipal course 

Golf Course Specifications:  

 Port  

 Number of Holes: 18 

 Yardage: 6,724 

 Par: 72 

 Course Rating / Slope: 73.5 / 130 ï Blue Tees 

 Starboard  

 Number of Holes: 18 

 Yardage: 6,776 

 Par: 72 

 Course Rating / Slope: 72.6 / 130 ï Blue Tees 

Other Improvements: In addition to the golf course described above, the facility 

includes the following improvements: 

¶ A pro-shop / administrative building, and a food 

and beverage building. 

¶ A single loaded driving range with a maximum 

distance of about 300-yards.   

¶ A practice putting green, and a practice bunker and 

chipping green. 

¶ A maintenance facility that includes a maintenance 

building, satellite maintenance storage building, cart 

storage facility, chemical storage building, and a 

surrounding service yard area. 

¶ On-course comfort stations 
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INTRODUCTION  
 

Scope of the Assignment 

 

As part of this assignment, the consultants made a number of independent investigations and 

analyses.  The investigations undertaken and the major data sources used include the following: 

 

Market Analysis ï We conducted interviews with general managers and golf personnel at 

competitive golf courses and country clubs to uncover trends within the Cape Cod region, and 

southeastern Massachusetts golf markets. 

 

Operation Analysis ï Meetings were held at The Captains Golf Course with key personnel, 

consisting of Mr. Mark OôBrien ï General Manager and Mr. Steve Mann, Golf Course 

Superintendent, and members of the Brewster Golf Commission, and members of the Friends of 

Captains Golf Course committee.  Detailed interviews were held that enabled GCG to gather 

significant insight into the operational structure at The Captains Golf Course.  Finally, an 

inspection of the facilities was performed that included tours of the golf course, clubhouse and 

pro shop, and maintenance facilities. 

 

Revenue and Expenses ï We reviewed and evaluated the financial statements from Fiscal Year 

End 2007 through FY 2011, and the budget for FY 2012.  We were also provided data for 2001 

to 2006 fiscal years, and a preliminary budget for FY 2013.  In addition, we interviewed the on-

site management staff.  We also compared the actual and budgeted income and expenses with 

other comparable municipal (ñmuniò) course on the Cape, and comparable daily fee golf courses 

located in the New England region. 
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Assumptions and/or Limiting Conditions 

 

The following consulting report and the discussion and analyses contained herein is based on 

estimates, assumptions and other information developed from research of the local markets, 

knowledge of the golf industry, and interviews with representatives of The Captains Golf 

Course.  These data sources are known to be reliable; however, no responsibility, whether legal 

or otherwise, is assumed for their accuracy. 

 

This report may contain prospective financial information, estimates or opinions that represent 

The Golf Consulting Groupôs view of expectations at a particular point in time.  Such 

information, estimates or opinions are not offered as predications or as assurances that a 

particular level of income or profit will be achieved, that events will occur, or that a particular 

fee structure will be offered or accepted. 

 

Other than The Captains Golf Course, the Town of Brewster and its affiliates, neither the whole 

nor any part of this consulting report, nor any reference thereto may be included in any 

document, statement, or circular without GCGôS prior written approval of the form and context in 

which it is to appear.  Also the financial analysis provided herein is not to be used or construed 

as an appraisal, and GCG makes no guarantees to the ability to generate such revenues and net 

income. 

 

Report Format Overview 

 

The primary function of this analysis is to evaluate the existing improvements (golf course, 

clubhouse, and ancillary improvements) and current operation of The Captains Golf Course, 

compare with local market and nationwide golf industry standards, and make recommendations 

regarding potential improvements. To begin, we will describe, in a concise format, the history, 

location, and physical characteristics of The Captains Golf Course, followed by an analysis of 

local and regional demographics. With an understanding of the subjectôs physical, locational, and 

population demographic characteristics in hand, we will identify and analyze the primary golf 

market influencing operations at The Captains Golf Course. Additionally, the golf market 

analysis will include a delineation and discussion of the mid-tier and high-end daily fee golf 

markets in the Cape Cod region.  Lastly, the report will analyze the current operation, and make 

recommendations regarding future operations. 
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SITE ANALYSIS  
 

Location:  The subject site lies approximately 70 miles southeast of 

downtown Boston, and about 72 miles east of downtown 

Providence; the property is situated within the 

community of Brewster, on Cape Cod, approximately 27 

miles east of the Bridge.   

Access:  Overall, local and regional access to the club is 

considered quite good, depending on the time of day, and 

time of year.  Obviously, in peak summer seasons, traffic 

in the region becomes quite congested.  In the shoulder 

seasons though, traffic lessens, and it is relatively easy 

and straightforward to reach the Captains property.  And 

this is not something that can be said for all of the 

subjectôs competition.   

   US 6, or the Mid-Cape Highway is the main artery 

leading east west through the Cape, and the SR 137 

interchange is just over a mile from the subject site.  

Once off US 6, SR 137, and other arteries in the 

immediate area, including Freemans Way which leads to 

the subject, are all two-lane roads. 

Site Size:  The site consists of a total of 312 acres.  Of these 151 are 

maintained acres, approximately 60 acres are fairways,  a 

relatively large amount.   

Topography:  Generally moderately level, to slightly rolling topography 

Site Features:  The site benefits from a lack of adjacent development, 

which enhances the overall golf experience. Additionally, 

hundreds of mature trees line the fairways and course 

perimeter, which further isolates the golfer from outside 

distractions, and adds to the physical beauty of the golf 

course.  
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Site Strengths: The subject propertyôs location on the Cape, only 1.2 

miles from the Atlantic Ocean, coupled with excellent 

local and regional access from the existing transportation 

corridors, are considered strong attributes which enhance 

the subjectôs competitive position. The parkland style 

setting with hundreds of mature trees of numerous 

varieties and lack of adjacent development are also 

considered strengths.  

 

Site Weaknesses: At 312 total  acres, the site is considered more than 

adequate, and possibly large in terms of the impact on 

maintenance costs.  Further, the siteôs location as the 

furthest east 18-hole public course in the region is a 

detriment when considering the number of high-quality 

courses found to the west, closer to the main customer 

base for the subject.   
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GOLF COURSE ANALYSIS  
 

Golf Course & Practice Facilities 

Golf Course Architect: Brian Silva; original 18 opened in 1985, with 18 

additional holes added in 1999. 

Type of Operation: Daily Fee / Semi-Private; municipal 

Par / Slope / Rating: Port - 72 / 130 / 73.5 ï Blue Tees 

     Starboard ï 72 / 130 / 72.6 ï Blue Tees 

Yardage:  6,724 ï Port Blue 

   6,776 ï Starboard Blue 

Course Layout: Core design with returning nines 

Turf:    Greens ï Bentgrass & Poa Annua 

   Tees ï Bentgrass & Poa Annua 

   Fairways ï Bluegrass & Poa Annua 

   Rough ï Bluegrass & Poa Annua 

Practice Facilities: Driving Range  

   Putting Green 

   Practice Bunker & Chipping Green 

Irrigation System: Double row Toro LTC irrigation system with central and 

satellite controllers, and pumping network capable of 

distributing up to 1,000 gallons per minute. The irrigation 

system was upgraded in 1999. 

Irrigation Water Source:  Onsite Wells & surface water runoff. 

Golf Course Strengths: With a core design and lack of adjacent development, the 

golfer is isolated from distractions that would detract 

from the overall golf experience. Additionally, a core 

design is the most easily maintained, which often 

translates to lower overall maintenance costs.  

   From the golfersô perspective, the course is fair and 

playable, without forced carries over hazards, and is 

easily walkable. The strategic design incorporates 

hazards (primarily sand bunkers and water hazards) 
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which are clearly visible from the tee or fairway, and are 

not considered unfair or too difficult.  

   The irrigation system was completely replaced in 1999, 

and the new system provides state of the art irrigation. 

This should allow the maintenance superintendent to 

provide optimal course conditions. 

Golf Course Weaknesses: The course is not improved with wall-to-wall cart paths, 

but offers asphalt or gravel paths adjacent to tees and 

greens only. The lack of wall-to-wall paths results in 

increased wear and tear of the turf, and also precludes the 

rental of golf carts during the wetter spring months, or 

during periods of inclement weather.  

   The course turfgrass is a combination of bentgrass and 

poa annua on tees and greens, and bluegrass and poa 

fairways.  
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IMPROVEMENTS ANALYSIS  
 

Overview: There a variety of building improvements at The Captains.  These include a pro-shop / 

administration building; the food and beverage building, snack shop, maintenance buildings, and 

on-course comfort stations.  In general the buildings appeared to be in fairly good condition at the 

time of our inspection 

Pro-Shop Building: ~3,000 Square Feet; in addition to the pro-shop retail 

space, Mr. OôBrien has his office in this space, along 

with additional office / storage space. 

F&B Building : This building houses the Galley Grille, a 90-person gill / 

bar area serving the golfers.  This space leads to the 

outside patio.  The building also houses restrooms, a 

meeting / board room, storage space, and the Ellsworth 

Pavilion.  The Pavilion is the banquet space and can 

accommodate up to 150 seats.  It is an open space, which 

appears to be quite functional.  The F&B building 

features a full kitchen ï we did not inspect the kitchen, 

and assume its functionality is adequate for the Grille, 

and all functions at the property. 

Snack Shack:  At the turn of the Port Course 

 

Maintenance Building Size: 4,000 Square Feet (Plus adjacent maintenance yard area) 

 

Maintenance Building Uses: Equipment Storage 

   Equipment Maintenance 

   Materials & Fuel Storage Areas 

   Offices & Employee Areas 

   Tools Storage 

   Maintenance Crew Bunkhouse (Under Construction) 

 

Chemical Storage: Chemicals and Hazardous Materials Storage 
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Golf Cart Storage: Fenced area adjacent to putting green and pro-shop 

building.  The space is adequate for cart storage, but is a 

less than desirable locale, and is the first thing one sees 

when parking in the front parking lot.   

 

Improvements Strengths: The maintenance facility and yard is of sufficient size to 

accommodate the clubôs maintenance equipment fleet, 

and offers all of the uses necessary (e.g. equipment floor 

lif t, reel grinders, tool storage, etc.)  

   Chemical storage appears adequate, with appropriate 

storage and containment unit for the various chemicals 

and equipment considered necessary for proper golf 

course maintenance. 

 

Improvements Weaknesses: The location of cart storage, within a fenced yard, at the 

pro-shop area, is less than desirable in our opinion.  The 

cart storage canopy provides some shelter from the 

elements, but doesnôt totally protect the golf carts. Thus, 

the carts must be cleaned more frequently, wiped down 

after rainfall, etc., which increases the labor costs 

associated with maintaining the fleet.  The pro shop and 

F&B buildings are somewhat older improvements, which 

while in decent condition currently, will require increased 

maintenance and capital improvement expenses in the 

years to come. 

   The F&B operation is in the adjacent building, so that at 

the turn between nines or at the end of a round, the golfer 

is not near the pro shop, which limits the clubs 

opportunity to sell golf merchandise. 
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GOLF COURSE PHOTOGRAPHS 

  
  

  
  

  
  

Overall, the golf course was in very good condition at the time of our inspection 
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IMPROVEMENTS PHOTOGRAPHS  

  
VIEW OF CLUBHOUSE VIEW OF CLUBHOUSE 

  
MAINTENANCE BUILDING  VIEW OF CLUBHOUSE 

  
 COMFORT  STATION  GOLF CART STORAGE 

 

In general, our inspection of the improvements at Captains indicated little, to no deferred 

maintenance and buildings that are in relatively good condition. 
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DEMOGRAPHIC OVERVIEW  
 

General 

 

The Captains Golf Course is located within Brewster with fairly decent accessibility from the 

Mid-Cape Highway, Highway 6.   

 

 

 

Our demographic overview is completed in order to provide perspective to the golf market 

analyses to follow. 

 

Population 

The following table summarizes the historical and projected population statistics from 1980 

through 2010 within a 20-, 40, and 75-minute drivetime from the property.  We believe most of 

the play at the subject is coming from within the 40-minute drivetime region, as this covers most 

of the Cape, as shown in the following map.   The 40-minute drivetime is depicted by the red 

coloring on the map. 



 

 

THE GOLF CONSULTING GROUP, LLC  PAGE 13 

  

 

 

Population and Projections

2000 2010
Annual Rate 

of Change
2015

Annual Rate 

of Change

20 Minute Drivetime 90,989 88,858 -0.24% 87,361 -0.34%

40 Minute Drivetime 186,449 186,693 0.01% 184,934 -0.19%

75 Minute Drivetime 1,310,638 1,352,134 0.31% 1,359,384 0.11%

Source:  ESRI  

 

It is interesting to note that population on the Cape has stalled or fallen since 2000, and the trend 

through 2015 is not positive.  As such, increased play from population gains will not be possible 

at Captains.  In fact, the population of the southeastern Massachusetts region is expected to be 

flat through the next five years; again, indicative the gains in utilization at area courses will only 

come from competitive advantages, not increased numbers of customers / players. 



 

 

THE GOLF CONSULTING GROUP, LLC  PAGE 14 

 

Income & Wealth 

 

Another significant factor that affects golf demand and, in particular, the propensity to play, is 

the income levels of the population.  The following table indicates that the income level within 

the same drivetime regions discussed above. 

 

Minute Drivetime

2010 Estimates 20 40 75

Average Household Income $72,358 $78,187 $78,910

Median Household Income $57,900 $63,128 $64,468

Per Capita Income $33,310 $33,327 $31,030

Median Age 52.8 48.1 40.8

Source:  ESRI

INCOME CHARACTERISTICS

 

The closest area to Captains has the lowest income levels and the oldest population ï this is a bit 

misleading though, as an older population could indicate higher retiree levels, with income levels 

that do not match wealth considerations.  The following table summarizes housing characteristics 

for the three regions.  From a broader perspective, the income and wealth characteristics of the 

20-minute drivetime region are superior to the region as a whole. Thus, the affluence of the local 

market area is a bit more apparent. 

 

2010 Estimates 20 40 75

Median Property Value 2010 $334,893 $310,328 $274,677

Median Property Value 2000 $181,615 $173,203 $165,636

   Total %  Change Property Value 84% 79% 66%

Median Monthly Rent $630 $647 $528

Total Housing Units 2010 75,629 128,975 621,682

Total Housing Units 2000 70,594 119,879 582,936

   Total %  Change Housing Units 7% 8% 7%

Source:  ESRI

Minute Drivetime

HOUSING CHARACTERISTICS

 

 

The following chart provides a breakdown of the income distribution by household within the 

three applicable drivetime regions. 
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Minute Drivetime

20 40 75

Income Less than $15,000 8.30% 7.20% 9.40%

Income $15,000 - $24,999 9.10% 7.70% 8.20%

Income $25,000 - $34,999 9.70% 8.40% 7.30%

Income $35,000 - $49,999 14.40% 13.00% 12.50%

Income $50,000 - $74,999 22.60% 23.20% 19.80%

Income $75,000 - $99,999 14.40% 16.10% 16.30%

Income $100,000 - $149,999 15.20% 17.20% 17.70%

Income $150,000 - $199,999 2.90% 3.40% 5.00%

Income $200,000 and over 3.30% 4.00% 3.80%

Median Household Income 57,900$         63,128$         64,468$         

Total Population (2010 Est.) 88,858 186,693 1,352,134

Total Household  (2010 Est.) 40,407 78,841 525,068

Source:  ESRI

2010 ESTIMATED HOUSEHOLDS BY INCOME

 

 

The above chart indicates that the demographics of each region are fairly similar with 

distributions varying slightly between each, but slightly higher percentages of income above 

$75,000 are found in the areas further away from Captains. 
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Summary 

The following summarizes our conclusions regarding the demographic characteristics 

surrounding The Captains Golf Course. 

 

Ç The Cape and surrounding area is experiencing declining permanent population, and this 

trend is expected to continue for the foreseeable future. 

Ç The Cape is nearly or essentially built out, with little available vacant land for new 

development. 

Ç Income characteristics surrounding The Captains Golf Course are favorable, but overall trail 

the larger regions analyzed, in terms of household income levels.  Conversely, overall 

wealth for the closer area could be slightly superior given the higher property values nearby. 

Ç Overall, the demographics of the surrounding region indicate relatively high levels of 

disposable income, but a population base that is not likely to improve in the near-term.  

Thus, improvement to course utilization is likely to come from competitive advantages of 

the course / operations as compared to the other courses nearby.  
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MARKET OVERVIEW  
 

GCG researched general market conditions for public / semi-private golf on the Cape and 

surrounding golf market.  Our analysis focused mainly on the current mid- to upper-tier market 

niche targeted by the subject property, including the other municipally-owned courses on the 

Cape.  The following discusses the general nature of the golf market presently, and likely in the 

near future, as it affects the subject. 

 

In most markets, the daily-fee market has evolved into four distinct market segments ï premium, 

high-end, mid-tier, and affordable/municipal facilities.  With the influx of new courses through 

the 1990ôs and 2000ôs, and deteriorating economic conditions over the past several years, these 

segments have become less defined in most regions, and that is the case on the Cape, and all of 

Massachusetts in our opinion.   

 

As such, courses that at one time were not competitive with each other, because of exclusivity, 

pricing, difficulty, or all of these, are now competing with each other for rounds, memberships, 

or both.  Clubs that were at one time all-private have begun to open to the public, and public 

courses have expanded their offerings of annual memberships, and member-perks to attract more 

customers to their facility.  And as mentioned previously, the population of the Cape, and most 

of southeastern Massachusetts, is not expected to grow in the near future ï thus, these 

competitive forces will continue to affect all courses and clubs on the Cape.  Based on our 

research, we have summarized the subjectôs market influences in the following table. 

 

GOLF MARKET IDENTIFICATION  

Market Identification Boundaries Comments 

Primary  

The Cape itself, and the areas south and 

southwest of Boston, leading toward 

Providence ï generally within a 40-

minute drive of the subject. 

This area contains the mid- to upper-

tier daily-fee and semi-private courses 

that compete directly with The 

Captains Golf Course for local resident 

daily fee and seasonal pass golf 

demand.  We recognize though that 

drivetime can vary greatly depending 

on time of year, and time of day. 

Macro 

(Extended) 

The primary market area plus the 

adjacent suburban areas lying within 

75-minutes of the club. 

The macro market includes alternate 

daily fee clubs targeting the transient 

daily fee golfer. 

Source:  The Golf Consulting Group, LLC 

 

The Captains Golf Course consists of a very good-quality golf course and practice facility, with 

modest clubhouse amenities.  The physical characteristics of the subject property are consistent 
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with the expectations of the discerning daily fee player from the region, and also provides a 

strong amenity and golfing opportunity for the residents of Brewster.  However, the property is 

located the furthest east of any of its main competitors, as shown on the following map.  For this 

reason, in order to continue to draw play from the larger region, the course must be maintained at 

a very high level.   
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COMPETITIVE SUPPLY LOCATION MAP  
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Green Fees 

The following chart illustrates the comparison of 2011 weekday and weekend green fees at the 

primary competition.  For comparison, weôve also included a couple properties off-Cape, both of 

which are considered high-quality public courses.  Waverly Oaks and Shining Rock are two 

courses which Boston-area residents will consider when making a trek to play a high-quality 

public course.  Waverlyôs asking rates are the highest in the competitive set, but we note that 

their effective green fee per round (rates actually achieved) was approximately $66 in 2011, 

reflecting the discounting that takes place at all courses (compared to an effective rate of $45.23 

in FY 2011 for Captains. 
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When compared with the non-resident rates at the competitive facilities, the subject falls at the 

upper end of the fee range. Overall, GCG believes that The Captains Golf Courseôs green fees 

are supported by the market given its quality, condition and appeal, and cognizant of its lack of a 

resident rate plan.  

 

Green Fee Trend: Growth in green fees is an excellent indicator of the overall health of a golf 

market.  If green fees are steadily increasing and rounds are stable or increasing, this typically 

indicates that a market is in balance or possibly under-supplied, whereas the reverse tends to 

indicate the contrary.  As with most areas of the country, and the region, effective green fees 

have been fairly flat over the past five years on the Cape, with only minimal increases noted in 

the asking / rack rates.  This is clearly shown in the following table of the subjectôs rates over the 
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past five years ï both in terms of peak Weekend Green Fees for public players, and the effective 

rate achieved over the entire year for public players. 
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Membership Pricing: The following table summarizes membership fees for residents at the 

surrounding muni courses, as well as the comparative high-end courses off-Cape.   

 



 

 

THE GOLF CONSULTING GROUP, LLC  PAGE 22 

$850 

$699 
$750 

$685 

$3,200 

$2,950 

$750 

$0

$500

$1,000

$1,500

$2,000

$2,500

$3,000

$3,500

Hyannis & Old

Barnstable -

Barnstable

Dennis Highlands

& Pines - Dennis

Bayberry Hills &

Bass River -

Yarmouth

Cranberry Valley

- Harwich

Waverly Oaks Shining Rock The Captains Golf

Course

A
n
n
u
a

l 
S

in
g
le

 G
o

lf
 M

e
m

b
e

rs
h
ip

2012 Annual Membership Fees - Single

 
The subject offers resident and non-resident rates, as does the other muni courses, as shown 

below (2012 rates).  As compared to the other muni courses on the Cape, the Captainsô rates for 

annual memberships are within the range, and are even near the higher end of the range.   

 
ANNUAL FEE PLAYER PASSES Captains - 2012 Dennis Yarmouth Harwich Barnstable

Brewster Resident 750.00$            699.00$    750.00$    685.00$    850.00$    

Dependent of Brewster Resident (ages 19 to 25) 750.00$            425.00$    125.00$    

Non-Resident Brewster Taxpayer 750.00$            

Junior of Brewster Resident (18 years or under) 175.00$            140.00$    125.00$    100.00$    250.00$    

Charter Non-Resident (Renewals only) 1,300.00$         

Non-Residents - Individual 1,500.00$         1,075.00$ 1,050.00$ 985.00$    1,150.00$ 

Junior of Non-Resident (18 years or under & dependent of non-res. member) 250.00$            195.00$    150.00$    300.00$     

 

However, it is important to recall that these are non-resident rates at the competitive facilities, 

and they are generally priced at a premium over the resident rates, thereby enhancing the 

apparent value of the resident season pass program. GCG believes that although the subject 

cannot technically offer a discounted rate to residents of Brewster, the season pass program at 

Brewster is still compared with the resident programs at competitive facilities, and thus faces 

intense public scrutiny and resistance to fee increases.  

 

Regardless, and as will be demonstrated in the subsequent operations analysis, the season pass 

holder at Brewster accounts for approximately 48% of the total rounds played at the facility, but 

accounts for only 25% of total golf fee revenue from both daily fee and season pass categories. 

Thus, GCG believes the season pass fee should be increased in light of this disparity. Alternately, 

another means of accomplishing the same goal would be to limit the season pass holderôs access 
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to the course. For example, currently, the season pass holder plays on average 36 rounds per 

year. The season pass could be structured so that the pass has a set cap on the number of rounds 

played, or by restricting the season pass holderôs access to the course during specified 

timeframes. Enacting these measures, although certain to be unpopular with the existing pass 

holders, will increase the average revenue achieved per season pass holder round, as well as free 

up additional tee times for the more lucrative daily fee player.  

 

Lastly, GCG recognizes that the reason a golfer purchases a season pass is so that he or she can 

play at a discount. If the number of rounds the golfer wishes to play is less expensive if 

purchased individually, then that is the option the player will select. Alternately, if purchasing a 

season pass is cheaper than buying individually, then that option will be selected. Thus, the 

average rate achieved (per round) from season pass holders will not typically be as high as that 

achieved by daily fee rounds, unless the season pass package includes other privileges which add 

value to the package (i.e. preferential tee time reservations, guaranteed tee times, etc.). In 

summation, GCG believes that the existing gap between the daily fee vs. season pass holder 

revenue per round be narrowed through the institution of the aforementioned strategies, in some 

form or fashion. 

 

Prior to analyzing the historical play levels at the subject property and competitive facilities, we 

will now address the potential for new competitive supply in the market.  

 

Annual Golf Rounds 
 

Now that we have examined the supply and demand characteristics of the local market, we will 

analyze historical play levels at the subject property and competitive facilities. However, when 

estimating the optimal round count for any golf course, it is important to select the applicable 

average green fee in order to maximize revenue.  Logically, the highest round counts are typically 

associated with those courses with the lowest prices.  However, location is also a very important 

factor.  Because of these factors, there is usually an inverse relationship between green fees and 

rounds.  This relationship is shown in the following chart.  Please note that the chart does not 

account for differences in location, quality, etc., and rounds are reflected based on an 18-hole 

equivalency basis (i.e. 60,000 rounds played on a 27-hole course equate to 40,000 18-hole rounds). 
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The chart supports the inverse relationship between green fees and golf rounds to a certain 

degree.  A similar relationship can be found at the area municipal courses in terms of 

membership fees and the rounds that members play, as shown below. 

 

Harwich Yarmouth Dennis Barnstable Brewster

member rounds/18-holes 14,000 20,139 25,358 19,425 17,811

$/Member round $32.83 $16.27 $20.23 $20.16 $23.96
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In general, the following summarizes our impression of The Captains, vis-à-vis the competition. 

 

¶ Superior golf course quality and appeal. This can be a subjective difference, but on 

balance, the golf courses themselves are of superior quality (e.g. bentgrass greens 

throughout), than the other public-access, and especially muni courses on the Cape.   

¶ Adequate clubhouse and ancillary amenities (i.e. locker facilities, etc.), but nothing that 

necessarily sets it apart from the competition (this is more pertinent for non-golf function 

business). 

¶ Adequate practice facilities. A full length driving range, along with a decently-sized and 

well-maintained practice tee. 

In order to continue to compete at its current levels, the subject must continue to offer a superior 

level of course quality and at least comparable ancillary amenities, to go with itsô location and 

access.  The market is relatively soft, and many, if not most, tourists are coming from west of the 

subject, so there need to be a strong draw, and value-perception (quality vs. price) to come play 

Captains.   We will now turn our attention to an analysis of the subjectôs historical operations, 

with a comparison of historical operating results with market data. 
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AGRONOMIC ANALYSIS  
 

Overview 

The next part of the engagement involves an analysis of the maintenance department and the 

agronomic programs.  This analysis included an overview of the Superintendentôs (Steve Mann) 

standard practices, effectiveness and appropriateness of the annual maintenance budget, water 

usage, and the like.  In addition, a few questions were raised by the golf committee and from the 

phone surveys we completed, that warranted additional analysis and explanation.  These 

questions centered on the amount of equipment on hand and the number of employees on the 

maintenance staff. 

 

Overall Agronomic Program 
 

The overall agronomic program that Mr. Mann and his staff have implemented appears very 

sound.  The Superintendent uses the building blocks of agronomy: water management, nutrition, 

sunlight and air flow and adds the cultural practices that help to ensure long-term turf health.  

During our visit in November the golf course was in very good condition, which is to be 

expected after the good fall growing conditions of 2011.  Our interviews of the members of the 

golf committee and others indicate that the golf course has been well-maintained all year -- a 

testament to the agronomic program in place.  With a solid foundation of turf health and 

agronomic practices, there may be a struggle with turf conditions at times during the year but 

overall the turf will be healthy and be able to recover in short periods of time once the 

environmental conditions become more favorable. 

  

That said, the past two years have been very difficult for growing turf due to extreme weather 

conditions regionally, and nationally.  In each of the last couple of years, large amounts of rain in 

the spring gave way to above-normal precipitation and temperatures in each summer.  In 2010, 

there were extreme temperatures late into the fall in many areas, making turf recovery difficult.  

But in 2011, the fall provided good growing conditions, making turf recovery possible in most 

areas of the country.  When weather extremes occur, the only way for the turf to survive is to 

have a sound agronomic plan in place and accompany it with good cultural practice such as 

aerifying, topdressing and verticutting when necessary. 

  

Soil testing to ensure that proper nutrition is available to the plants is necessary on an annual 

basis.   Making adjustments to the fertilization program based on these soil tests is highly 

recommended.  Foliar testing of turf leaf tissue can also be done to ensure that the plants are 

taking up the nutrients in proper amounts.  It is our understanding that appropriate soil testing is 

being completed, but testing of the turf leaf tissue is not. 

  

Aerification is currently being done in the spring and fall on greens and tees and in the fall on 

fairways.  For cool season grasses such as the ones at The Captains this is adequate provided 

they are performed at the proper time of the year.  Often, golf course superintendents are asked 

to delay the fall-aerification until late in the season because the turf is excellent and the weather 

is perfect for playing golf.  But delaying too long can have very dire consequences on the turf 

that will not show up until the following spring or possibly even the following summer.  When 
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completed at the proper time, which is right after Labor Day in Brewster, the holes will typically 

heal within three to seven days.  If aerification is pushed past September, an additional three to 

five days of healing time for every week delay can be added (these recovery times are weather 

dependent).   

 

In addition to hollow tine aerification to the greens in the spring and fall, many superintendents 

will use solid tines throughout the summer to create air and water channels into the soil profile. 

These channels help with the exchange of gases that can build up and be detrimental to the health 

of the turf.  This solid tining process is typically done every two to four weeks throughout the 

summer stress months.  Hydrojet machines do the same thing by using water in place of the solid 

tines.  It is our understanding that appropriate use of solid tines is being completed, and periodic 

hydrojet use is completed as well, which is reasonable. 

 

 
 

A good root zone profile is very important for healthy turf. 

 

 



 

 

THE GOLF CONSULTING GROUP, LLC  PAGE 28 

Greens aeration should be done at least twice per year in Brewster, and it appears that the 

Superintendent is following a solid aeration plan. 

 

 
 

Light, frequent applications of topdressing are important to keep organic matter in balance.  

Topdressing is the process wherein sand is added to a playing surface in order to smooth the 

surface.  A bigger advantage of a good topdressing program is the reduction of organic material 

in the rootzone.  Organic material is dry and water repellant by nature and makes it very difficult 

for water to penetrate through to the roots and the soil profile.  Topdressing material is typically 

added during aeration in adequate amounts to fill all of the holes and is added in light frequent 

amounts throughout the year to help break down organic material. This light frequent topdressing 

is typically done every ten to fourteen days.  Topdressing this often does bring with it the cost of 

the sand but also staff time in sharpening the reels and replacing bedknives and the cost of the 

bedknives and eventually the reels of the mowers.  It is our understanding that topdressing is 

completed during aeration, or about once per month at Captains, which appears reasonable. 

 

 
A worn bedknife that needs to be replaced. A new bedknife installed on the same 

mower. 
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Verticutting is a process that is completed when organic matter builds up beyond what a 

topdressing program can remove or reduce. Many of the new varieties of bentgrass produce 

much more organic matter and if a very aggressive topdressing program is not possible, 

verticutting or dethatching may be needed to keep the organic matter under control. With the 

good topdressing program that takes place at The Captains, verticutting is needed sparingly.  As 

mentioned, the overall agronomic program is sound and should be continued in its current state. 

 

 
Great turf density on one of The Captains Golf Course fairways is due to a good agronomic 

program. 

 

Fertilizatio n and Chemical Use 

 
Proper fertilization and chemical use is necessary to grow high-quality turfgrass.  Our analysis of 

Mr. Mannôs operation indicates he has a very good program in providing the turf what it needs to 

be healthy while adhering to the strict rules of applications in Massachusetts and on Cape Cod; 

no easy task given the changing weather patterns and golfer demand.  All of the wells are 

monitored and tests are done on the wells periodically and according to Mr. Mann, there has 

never been a case of contamination to the groundwater from fertilization or chemical use on the 

golf course.   

 

The products that golf course superintendents use are applied by trained, professional staff and 

they are applied within the guidelines of the labels that have been approved by the EPA and 

Department of Agriculture.  Most of the products used by golf course superintendents, fertilizers 

and pesticides, do not move in the soil profile when applied properly.  As such, the result is that 

the turf becomes healthy and holds fertilizers in place, such that monitor readings bear-out these 

good practices.  The healthy, maintained turf becomes, or is, one of the most effective filter 

systems available. 

 

It is important to remember that turf is a living organism and in order for it to perform its 

functions, proper nutrition is needed for the plant just as humans need proper nutrition for our 

bodies to be healthy. Proper nutrition is not applied at a single point in time, it is applied in small 

amounts throughout the growing season.  This ensures good healthy turfgrass without excess 

nutrients being applied or wasted.  
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During certain times of the year pests attempt to weaken the turf by using it for their own 

nutritional needs.  Weakened turfgrass comes in the form of disease or increased insect 

population, and weeds will typically compete for the nutritional and water needs of the turfgrass 

plants.  An example of the current agronomic program addressing such issues is in application of 

specific pesticides or fungicides for specific turf issues. 

  

One area in the budget that has seen a significant increase for 2012 is the fungicide line item. 

This is due to the treatment for a turfgrass disease called Summer Patch (reference materials are 

included in the addendum to help the readers better understand this disease). The best 

recommended treatment for Summer Patch is through the use of fungicides such as Banner and 

Heritage. These two products are combined in one product called Headway. The product is 

typically applied for Summer Patch at a rate of 3 ounces per 1,000 square feet, which equates to 

1 gallon of product applied for every acre.  There are 60 acres of fairways at The Captains 

between the two 18-hole courses.  Headway is agency-priced (many chemical manufacturers will 

set the price at which all distributors must sell their products) at $411 per gallon, which equates 

to a cost of $24,660 for only one application. Two applications are typically needed per year for 

Summer Patch, and thus this makes up the increased fungicide expense in the budget.  Headway 

is also considered a broad-spectrum fungicide so it also provides control of other diseases that 

might be present during the time that it is applied. 

  

In the Brewster area there are two insects that most concern golf course superintendents and that 

can cause extensive damage to turfgrass ï these are Annual Bluegrass Weevil and the European 

Crane Fly (information contained in the addendum) Aloft insecticide is a good choice for both of 

these pests however the timing of the applications will be different and must be made based upon 

the proper time in the insectsô life cycles.  The weevil application will be in the spring and the 

crane fly application will be in the fall although researchers are testing fall applications for the 

weevil to see if they will be effective. The test results are not in at this time.  The cost of Aloft is 

approximately $142 per acre, which equates to a single-application cost of $8,520 for 60 acres.  

It is important to note that all pesticide products should be rotated in their categories to reduce 

the possibility of resistance so that continued successful control by the products can be obtained.   
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Damage caused on a Captains Golf Course Green by European Crane Fly larvae. 

 

Water  

 
Irrigation efficiency and proper water use are extremely important. 

 

Water is an important resource throughout the world, as it is necessary to provide life to plants 

and animals alike. When it comes to golf course use it is extremely important to find the perfect 

balance between what the plant needs and what the soil needs to be able to transfer to the plant to 

help it survive through each day.  Mr. Mann has the irrigation system and knowledge to 

accomplish this balancing act in a very professional way.  Turf managers want to provide a firm 

dry surface for the game of golf to be played upon. Those conditions are also the best for 

growing healthy turf. Over-irrigated turf produces a soft, slow surface that is not golfer friendly 

and produces an optimum environment for disease, insects and weeds to survive (i.e., poor turf 

health).   

 

In over-irrigated turf, grasses tend to produce very shallow roots and cannot transpire (breathe) 

properly which leads to a weakened plant that thins and is set up for invasion by pests. Water use 

at The Captains appears to have historically been appropriate, considering the amount of play the 

course receives, and the weather conditions that affect the region.  

  

It is reasonable to assume that irrigation water is required from mid-April to mid-October (24 

weeks).  The normal or reasonable application rate is one inch per week, which would equate to 

24 inches over the period, assuming coverage of 155 acres (this is more than is irrigated but is 

being used for reference).  At this coverage, the amount of water required would be 

approximately 101 million gallons of water.  The largest percentage of this water comes from 

rainfall however there are times when rainfall is lacking and supplemental irrigation must be 

used (from the on-site water sources).  Water use records were obtained dating back to 2006 and 

compared to historical weather records  it would appear from this information that irrigation 

water at The Captains is being used wisely.  
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The records are as follows: 

 
Year Water Usage Rainfall 

2006 33.44 MG 43.70 Inches 

2007 41.86 MG 33.06 Inches 

2008 40.95 MG 39.54 Inches 

2009 33.33 MG 46.26 Inches 

2010 57.63 MG 46.83 Inches 

 

As shown above, as the rainfall amount increased the water usage rate fell, with the exception of 

2010. Further analysis of 2010 indicates that while it was the year with the highest amount of 

rainfall, the months of April through September the golf course received 16.92 inches; many of 

those rains were on back to back days and were very significant. 

 

On the heavy rain days and when the heavy rain takes place ñback to backò, such as was the case  

in 2010, much of the water runs off or pushes through the root zone and is unavailable to the 

plant itself.  The superintendent may not need to water the days following such rains, but soon 

thereafter additional water is again needed. 

 

Month Rainfall Amount  Oddity Remainder 

April  1.39ò   

May 3.16ò 2.55ò 2 consecutive 

days 

.61ò 

June 1.73ò   

July 1.75ò   

August 4.24ò 3.65ò 3 consecutive 

days 

.59ò 

September 4.65ò 3.52ò 2 consecutive 

days 

1.13ò 

 

Budget 
Our next step involves analysis of the maintenance budget at The Captains, and comparing it to 

other municipal golf operations on the Cape.  While this type of benchmarking is important, and 

a normal operational-audit step, it is often very difficult to compare line items, or total, because 

of how some expenses are categorized.  While an ñapples-to-applesò analysis is often not 

possible, comparing coursesô budgets on a percentage basis, or other metrics does provide a 

framework by which The Captainsô budget can be discussed.   

 

Additionally though, while pure ñnumbersò provide this framework, there are many variables 

which affect overall costs.  For instance, we can analyze maintenance budgets on a $/hole basis, 

but this metric alone must be viewed carefully, as some golf courses may maintain very narrow 

corridors while others may maintain very wide corridors. Another metric to consider is the 

maintenance cost/acre-maintained which usually provides a closer comparison since it takes in 

clubhouse grounds and any entrance areas that may be maintained as part of the budget.  
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However cost/acre and cost/hole donôt take into consideration the level to which the golf course 

is maintained.  For instance, courses maintained with ñhigherò levels will feature lower mowing 

heights on greens or preventative spray programs, both of which can elevate maintenance costs 

very quickly.  Additional cost-factors to bear in mind is the level of ñhand maintenanceò such as 

walk-mowing greens, hand-mowing bunker faces that one golf course may be required to 

complete because of relatively small greens or steep bunker faces.  

 

Our analysis of the maintenance expenses at the five municipal golf courses in the area 

(including The Captains) shows that two of the municipalities break out their fringe benefits 

while the remaining do not, further complicating a ñapples-to-applesò comparison.  The best 

method of comparison then is to analyze the overall budgets and look for trends. The expenses 

stack up as follows: 

 

Golf Course Harwich Yarmouth Dennis Barnstable Brewster 

# Holes 18 45 36 36 36 

# Acres 140 200 166* 163* 151 

Expenses $1,726,032 $2,572,741 $2,014,325 $2,258,202 $2,651,971 

Cost/Hole $95,890 $57,172 $55,953 $62,728 $73,666 

Cost/Acre $12,329 $12,864 $12,134 $13,854 $17,563 

 

As the above table indicates, The Captains Golf Course is the second most expensive to maintain 

when comparing cost per hole but the most expensive by a wide margin when comparing cost 

per acre. When looking at profitability for the golf operation, this becomes a concern and an area 

that will need to be addressed so that future financial needs can be met by the facility. 

 

Golf Course Harwich Yarmouth Dennis Barnstable Brewster 

# Holes 18 45 36 36 36 

# Acres 140 200 166* 163* 151 

Wages/Fr 2010 $948,623 $1,499,789 $1,268,299 $1,384,173 $1,490,759 

% of Budget 55% 58% 63% 61% 56% 

 

*For Dennis and Barnstable golf courses, we did not receive any feedback after numerous attempts to 

contact them. For this purpose we used estimated numbers based on course yardage and assuming a 60 

yard wide corridor, 30 yards for fairway and 15 yards on each side of the fairway for rough so that 

logical comparisons can be made. 

 

While these numbers do include all wages and fringes for the entire golf operations, we can see 

that The Captains is on the lower end from a percentage of total budgets by comparison.  The 

labor part of a typical maintenance budget (average for all types of courses) tends to be between 

45% and 55% and that includes fringe benefits.  

  

One trend that is driving up costs at The Captains is the process by which the golf course must be 

prepared each morning prior to play.  Since golfers tee off of each nine holes at the same time the 

maintenance crew is forced to prepare four separate nine-hole golf courses daily.  If the back 

nine on two of the golf courses could be staggered by an hour and a half this would allow the 

maintenance department to start on only two nines and flow into the back nine once the front 

nine maintenance was complete and still be able to stay ahead of the golfers. The maintenance 
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department is very productive when they are out ahead of play, but once play catches them or 

they are forced to work within the play, productivity drops off very quickly. Most golfers at 

higher end facilities would prefer not to see the maintenance staff performing their duties and so 

they need to be performed ahead of play.   The potential trade-off of this practice is the number 

of rounds that are played each day, but it is our opinion, there should be a balance of rounds 

going off of the back-nines and maintenance staff efficiencies that equate to the best results 

financially for The Captains. 
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The maintenance equipment breaks down as follows: 
Equipment Item # On Hand Year Purchased 

Greens Mowers 9 4-1995,  4-1999,  1-2000 

Rough Mowers 6 1-1997, 2-2001,1-2005, 2-2006 

Fairway Mowers 4 2007 

Tractors 3 1-1984, 1-2001, 1-2010 

Sprayers 4 1-1991, 3-2008 

Utility Vehicles 7 1999 

Greens Aerifiers 4 1-1986, 1-1989, 2-2003 

Fairway Aerifiers 2 1-2000, 1-2002 

Reel and Bedknife Grinder 1 1995 

Hydrojet Aerifier 1 1994 

Topdresser 1 1999 

Fairway Verticut Unit 1 2005 

Leaf Sweepers 2 2004 

Tee/Approach Mowers 7 2011 

 

For a 36-hole operation, the amount of equipment on hand is considered adequate and proper.  

Under an ideal situation on a typical day when all mowing operations are being performed ahead 

of play, 9 greens mowers would be used, 4 fairway mowers, 6 rough mowers, 7 tee/approach 

mowers, 7 utility carts would be used (some may be used by the greens mowers), 4 cup cutters 

would go out and at least 4 bunker rakers per side. This would mean that at least 41(again this 

number is under an ideal situation and is for comparison purposes only) staff members would be 

needed in addition to the superintendent, 2 assistants and a mechanic. This staff size would be 

adjusted as the season progresses to peak season and reduced as fall approaches.   

 

A typical full time year round staff would consist of the golf course superintendent, 2 assistants 

and a mechanic. One or two other staff members could be used if winter projects are typically 

done in house every year. The current maintenance staff at The Captains Golf Course is made up 

of 9 full time year around employees, 4 - 40 hour 40 week employees, 2 - 40 hour 32 week 

employees (these two categories are union employees with union benefits), 4- 40 hour 25 week 

employees, 4 - 40 hour 20 week employees and 3 - 40 hour 15 week employees. At the peak of 

the season The Captains Golf Course has 26 employees. 

  

This number seems to be the appropriate amount for the golf course and the ramping up of 

employees along with the ramping down in the spring and fall is good budget management. In 

tough economic times a good practice would be to reduce the number of full time year round 

employees but increase the 40 hour 40 week employees so the number at the peak of the season 

is the same but the financial impact during the off season is abated. 
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Deferred Maintenance ï Items to be Addressed on the Golf Course 

 

 
Damaged cart path by the first tee of The Captains Golf Course followed by damaged path out 

on the course. 

 
 

Sink holes and cart path maintenance seem to be issues that need attention immediately. The sink 

hole repair is costing about $13,000 per sink hole with much of the work being done in house. If 

the original contractor is still in business, the town should contact him and ask if he is willing to 

share in the cost of repair or provide the labor to do the repairs as this would have fallen under 

his original contract. This would also ease the burden on the maintenance department and the 

maintenance budget.  

 

If outside contractors are used to correct these problems they should be done in the most efficient 

manner possible and that is usually doing as many sink hole repairs as possible while the 

contractor is on site. This keeps the cost down for the contractor as well as for the golf course. 

Cart path repair needs to be done immediately as well as not only is there an appearance issue 

but there could potentially be a liability issue. Extensive repairs should be done using an outside 
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contractor but for minor repairs throughout the year it may be possible to do them in house with 

the assistance of the town public works department. 

   

 
A sign by the first tee to help speed up play at The Captains Golf Course. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 


