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DANNY JUTRAS
HEAD PROFESSIONAL MANAGING SUPERINTENDENT
COOKE MUNICIPAL GOLF COURSE

PRINCE ALBERT, SASKATCHEWAN

The basis of this thesis comes from my experience as an amateur, professional, turf manager, and
a food and beverage consultant over the past forty- four (44) years.

In its ninety-two (92) year history, only three Professional — Superintendents have been employed
at Cooke Municipal Golf Course. During my twenty — six (26) year tenure as Professional
Managing Superintendent, the yearly number of rounds of golf played on our course has
increased from twenty ~ one thousand (21,000) to forty- four thousand (44,000). The operation
now entails a 1.2 million dollar budget, which includes preparing and executing all administrative
policies and procedures, all capital and design work, all golf course maintenance and the
operation of a Pro Shop (Danny’s Golf Shop LTD). I also serve on the board of the Prince Albert
Golf and Curling Club, a separate entity located on the golf course property.

Being involved in a hands on basis with all aspects of the golf course operation and observing the
various disciplines of other golf operations in their struggle for power, have been the guiding
lights in our search for harmony and Holistic Management. This dissertation does not result from
bias, but rather from years of experience, experimentation, questions, lecturing, surveys,
conferences, panels and serving on boards (Canadian Professional Golfer’s Association of
Saskatchewan, Prince Albert Golf and Curling Club and Saskatchewan Turf Grass Association).

The foundation of our holistic process is based in general on developing diversified principles,
concepts and knowledge through analytical and creative dialogue. That shared dialogue will then
bring forth guidelines that are specifically structured toward an orderly and “Holistic” change.

The linguistic composite of this thesis puts us in touch with the moral and logistical structure of
the “whole” needs of a golf operation. This means that success comes to the forefront only by
balancing human values and concepts with materialistic objectives.

I would like to submit a thesis “The Holistic Approach To Golf Course Management™ to the
CPGA for the purpose of acquiring my Master Professional and sharing its dialogue and
ideologies with all other members. The thesis is about a strategic business plan, which is based
on strong principles, values, beliefs and a code of ethics. It took many years to merge the contents
for the disclosure of my thesis. On the other hand, our strategic plan with its infinite objectives
has set the foundation for the understanding of Holistic Management, we believe, for generations
to come. '
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1.History and Background

The intrinsic part of this thesis comes from the historical background of Cooke Municipal
Golf Course (originally known as the Prince Albert Golf Club), which came into

existence in 1910 as a nine -hole golf course.

In its 90-year history there have been only three Head Professional Managing
Superintendents. Hubert Cooke was the first. His tenure lasted 41 years from 1924 to
the spring of 1965. Clayton Robb followed him from 1965 to 1974 and |, Danny Jutras,
assumed the position in 1975 and am currently completing 26 years as the Head
Professional Managing Superintendent at Cooke Municipal Golf Course.

In the 41 years Hubert Cooke was here, he established the leadership and pride felt at
Cooke today. His dedication, hard work and love for the game and all aspects of the golf
operafion, set the foundation for the other head professionals that followed. This
inherited spirit of pride helped owners, stakeholders, management and staff to address
the ongoing multiple philosophical and structural changes and challenges that have

been occurring in the golf domain throughout the years.

A second part of this thesis comes from my 29 years experience as a Head
Professional and Turf Manager as well as having experience in the food and beverage
services. Having had the opportunity to develop my skills and knowledge of the various
professions that contribute to the great game of golf, | have a broader perspective and
deeper appreciation of the need for continuous change that is an exciting part of this

sport.




Because of the growing autonomy of golf professionals, superintendents and club
managers, there is the opportunity, responsibility and authority to develop, adopt and

implement improved management styles.

2. Hypothesis
Golf associations and golf course operations should implement a Holistic approach to
golf course management that can meet the needs of all the interrelated components

that make up the game of golf.

3. Holistic Management

Holistic management is an approach to management that incorporates and enhances all
(human, environmental, social, cultural, physical, etc.) interconnected facets that relate
to golif. This definition of Holistic Management and its application to golf course

management will be explained in more detail in later sections of this thesis.

4. Overview
This thesis will outline some of the shortcomings with existing or more traditional
management styles, qlarify how Holistic Management can address some of these

shortcomings and explain the process of implementing Holistic Management.

5. Shortcomings of Traditional Management Styles

As the golf industry grew, golf organizations and associations searched for new
management styles. The management styles that developed appeared to be based
more on apprehension and the quest for power than on leadership based on principles.
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Partly because of this, a paradoxical style of management prevailed throughout the
industry leaving behind many fears, and little by way of a clear statement of values and

of a shared vision.

Many managers are not aware of the implications and the power associated with their
position. The title, "Director of Golf", implies a position of power and influence. Some
who are placed in these positions may lack the education, skills and practical
experience to sustain a secure and collegial atmosphere. Those who manage only on
empty traditions without universal traits will limit the ability of the organization to achieve
the objectives needed for success. This will in turn cause a chain reaction of human

insecurities, which inevitably will lead to paradoxical management.

5.1 The Syndromes
In order to understand some of the shortcomings of traditional management styles it is
important to recognize some of the different syndromes that have clouded the

management of golf operations.

The Despondent Syndrome is the inability to relate to or .y [ g "y e
communicate with other people because of one’s own self- e

consciousness about one’s own capabilities. This syndrome is
also exemplified by not wanting to share ideas with other staff - " e e

and management because of the real or perceived covetous - | &N

nature that exists in the organization.

Hiding behind insecurities and not sharing ideology and talents because of a lack of

3




confidence, reduces productivity. It also negates the chance of developing a collective
relationship with management, staff and other stakeholders. In this syndrome the

“spectre of despondency” may come back to haunt those affected.

In many operations, there is very little internal cohesiveness because of a lack of
personal recognition. Individual “id” that may be beneficial to an overall operation should
receive some form of acknowledgement. Staff will not likely share ideas with superiors
if the superiors monopolize the recognition. Changing the staff attitude of, “I work hard
so that | can make my boss iook good,” to the attitude of, “I| don't work FOR my boss,
but WITH my boss to make the organization work well,” will make the operation more

productive, friendiier and a happier place to be.

The Yabut/Robot Syndrome is a syndrome that paralyzes

T
restructuring. “Yabut we did that and it didn't work” and “Yabut we
can't do that” are only a few examples of this syndrome. The word I~YALUT
“but’ has strong connotations - it tends to limit thinking and :j_.-;

creativity. This syndrome is simifar to the physics equation: efficiency = output over
input. You only get out of an operation what you put in to it. In most situations, there is
not a 100% return because an operation is programmed in a robotic cycle of
complacency and of trying to hang on to the way things were. The biggest difference
between physics and holistic equations is that you can never achieve 100% efficiency in
physics while, with a holistic approach, the whole is greater than the sum of its parts,

which means efficiency may be infinite.




Creating a new mental approach to how an operation develops a shared strategic plan
that would deviate from our industry’'s entrapment of a paradoxical management style is
a challenge, a challenge that many organizations attempted with little or no success.
(5a,b) Positive attitudes can be created by replacing expressions like “Yabut’, “How
can?”, and “What if?” with expressions like “We”, “What is our best solution?”, “We
would like to recommend.” As the sayings imply: “You cannot change the direction of
the wind, but you can adjust the sails” and "Making a change just for the sake of a
change is a step backwards into pandemonium. Making a change for the sake of the

whole and its interconnecting parts is a step forward into the next millennium.”

The Me, Myself and | Attitude. Managers, who operate by the old rules
and are not looking for change and seek complete control, illustrate

The Walk in the Park Syndrome. - Those who choose to operate in this

manner often self-destruct. Unfortunately they may take everyone around

“How tome 1 never hear you say :
"Pleaise” end “Thank Yeu'

down with them. It may become a tragic situation when one individual
attempts to control another individual’s emotions and character. This is not about
anger. This is about the compliexity of connecting the hidden compassion of an
individual with reality. This complexity comes as a result of the rapid growth and wealth
that the game of golf is providing throughout the world. As the golf market becomes
more competitive so does the instability amongst the various principles of many goif
operations and associations. If change is not accepted in an organized manner and

shared with everyone, the very core of an operation may crumble.
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360 feedback a good tool for coaching

. Crmtinued from Poge |

intentions are updernyined by
bad execution, more times than
not, he added.

Randy Garret, senior consul-
tant with the Strategic Action
Giroup Ltd., an HR development
firm m Toronto, agreed that in
the past many companies that
tried 360 degree feedback were
disappoimted with the results, but
he expects a chasge in business
managernent styles will fead to a
niew demand for 360-degree-feed-
back systemns.

Many organizations have em-
braced coaching as a manage-
ment style and 360 degree feed-
back fits perfecily with that trend,
he said. To be an cflective tonl to
improve orgarizational perfor-
mance, feedback must be given
to recipients in such a way so that
they aren’t hust, or get defensive
about critical assessments, The
good communieation skills that

make this possible are the samg |

skills being tayght to managers 1o
improve their performance as
coaches.

"I think the two will become
synonymous,” he said. “There
has been a resurgence in coach-
ing and when that happens they
begin lovking for a 360-fype of
tool. Soalet of companics that
haven't used 360 in the past dre
looking for one aow,™

When companies don’e see an
improvement to thie bottom tine,
it makes sense they would not
want 1o spend the money -
sometimes as much as a quarter
of a riviflion dollars for a Targe or-
ganization - to ty it again,

In most cases there is sot a
problem with thie process #tself, or
the information it gencrates, said
Garrett. But the managers gener-
ally lacked the skills needed to
give the feedback in a constric-
tive manner. In the past, many
360 degree programs dida’t work
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well becayse the company didn't
train the people who were giving
the feedback.

Feedback is usyally retorned
to the organization in a qpantifi-
able forin with mumbers and
chans, But many orgunizations
make the mustake of simply
hariding it to the employee and
sessions with management are
scheduled for later. This is ex-
tretiely harmfuf because the em-
ployee reads the veport, focuses
immediseely on the negatives
and assuraes 2 defensive post-
tion. By then it & too Jate and the
damage is done.

Betier for the manages to sit
down with the employees before
they see the scorecand and have a
general discussion on the evalua-
tion criteria and guide them to-
ward realizing on their own what
they need to develap, said Garret.

Companies have also been
concerned about the time it took
to unkdergo a 350-degree evahia-
tion. Many compames are run-
ning sa fast just to stay compeli-
tive that they have found it -
cult to find the time to stop and
do 360-degree analyses, said
Zamy.

‘While masny companies were
disenchanted with 360 degree
fesdback because the process
took a Tot of timie and cost a fot of
toney, like tnost processes, 360
degree feedback has gone to the
Internet, making the  provess
quicker, much more affordable
and more appealing, said Gar-
rett

Phil Keller, presidest of
Saratopa Institute Canada, 2 per
formance measuremernt Him in

- Vancouver, cautioied compa-

nies congidering a 360-degres.

“feedback program fot-to expect
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¢l amohg employees and con-
vince them that honest feedback
and evaluatior wil} be construc-
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process into the culture and con-
vince the employees that it is not
simply a passing fad, taid Keller,
Drvid Cohen, president of
Strategic Action Group Ltd., of-
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that compariies should be aware
of when trying out a 360-degrec
program.
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nance management too quickly.
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improveinent,
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and whe will see the report,
=Anonymity is only possible with
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“When you're green you wiil grow tall, when you're ripe you rot and fall.”

"Greed with power = possessiveness. Equity with Strength = Harmony.”

If you combine possessiveness with harmony you create cynicism. Cynicism amongst
staff, management and stakeholders created by a potpourri of individual greed for
material gain and militant puissance, is an attribute commonly found in the walk in the

park syndrome.

There are two character types an operation has to be concerned about. The first type is
comprised of very hard - hearted individuals. These are shrewd individuals who will go
out of their way to undermine any kind of shared vision. The second includes people
who basically act before they think. We have seen too many golf professionals who
have been needlessly harassed, intimidated and professionally put down by these

individuals with their own political agendas.

Those who choose to take that “Walk in the park”, could inadvertently destroy the game
of golf by deteriorating and undermining the true professionals of the sport.
Consideration should be given for the implementation of a strict code of conduct to be
regulated by the various golf associations to resolve conduct matters such as these.

Professionalism survives on respect and awareness.

The Phobia Syndrome results from our own fears. This is the non- [ TR

achiever syndrome that is controlled by fear, which represses positive t;";

oo
s

initiatives. If fear is used as a driving force and not as a deterrent,




goals will be attainable with a much stronger feeling of achievement. Napoleon Hill
said, “Is it not strange that we fear most that which never happens; that we destroy our
initiative by the fear of defeat; when in reality, defeat is a most useful tonic and should

be accepted as such.”

The Bridle Syndrome exists when we bridle our efforts because of
previous failures and lack of achievement. How often have we I
restrained ourselves from chailenges because we did not do well the

first time? Confucius said, “Our greatest glory is not in never falling,

but rising every time we fall.” Compare our existence with that of a
newborn child’s efforts to walk. If a newborn child did not rise with _
every fall, it's not hard to imagine in what manner, we as humans, would be getting

around today.

The Holistic Syndrome is the graduating syndrome. As with
the martial arts, before you obtain a black belt, you must

progress through the various levels. This takes time, which is

a very important resource in itself. The sooner one is able to ,,
recognize and cope with these different syndromes the sooner one is able to create
“Stability with Definition”. We must realize that any actions, behaviour and the ultimate
consequences thereof, are the results of decisions. The ongoing decisions and choices
we make, will affect everyone now and in the future. What governs those decisions is
sometimes out of context with reality. Unfortunately, much of the foundation of today's
society is based on delusional and political rules that screen the true social dilemma of
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the realistic moral and logistical composites of which our society is comprised.

Institutions and management that do take the initiative to open the window to positive
change and let in some fresh air, create harmony. With a code of ethics, values and

shared vision, Holistic Power is possible.

The journey to Holistic Management usually starts as a game of tag and a process of
trial and error. It involves fumbling, frustration and excitement that can lead to a collegial
understanding amongst management, staff and stakeholders. It is through dialogue that
a system will have a better understanding of the essential ingredients needed to guide

them to Holistic change in a mutual exchange of trust pride and respect.

6. Holistic Management
Earlier in this thesis, a brief definition of Holistic Management was provided. This

section will define it more fully and describe the potential of this management style.

Holistic management is a process that allows people and organizations to make
decisions based on deeper values that are economically, socially and environmentaily
sound. [t is a management system that focuses on teamwork, consideration for the well
being of all interconnecting parts or functions, and the “whole”. It is a system that
encourages the development of a healthy and productive environment within the
respective golf associations and golf operations and is congruent with those basic
values and resources needed for the betterment of the game of golf. Holistic
Management recognizes, respects and responds to all aspects of the whole which the

organization or business is made up of. It includes human, organizational and

8




environmental components.

6.1 The Holistic Wheel

The Cooke Municipal Golf Course Holistic Wheel provided us with guidelines for
subsuming an awareness of respect and pride. The interconnecting principles gave us
the unequivocal balance of “trust’. A “balance of power” cannot be substituted for a

“balance of trust”.

Holistic Wheel (9a)

We developed our holistic wheel based on the axiom of “form follows function”. The
form that Cooke Municipal takes is a reflection of its designed function. If these
functions or principles work in harmony to create a partnership with the core (nature,
people and the interconnecting parts), these values of trust, pride and respect wiif be
the holistic wheel's basic foundation for achievement, stability and sustainability.

Positive change can only come through a vision shared by all stakeholders.

7. A Process for Posiiive Change {Changing Negative Perceptions into Positive
Reality)

Accepting change can be a challenge for any organization, particularly when
complacency has set in. The slogan, “If you continue to do what you have always done,
you will continue to get more of what you have always got’, sums up complacency.

Nothing succeeds like success and success is attainable through reconciliation and a
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shared vision in planning for the future. Negative perception will, over time, become

reality.

The impact of a process for change will depend, in large part, on a shared vision and on
the quality of the organization’s leaders, staff and stakeholders. The most effective
initiator of change is someone in a leadership position, and in a golf organization it very

well could be the head professional.

7.1 Facilitating Change

As noted above, the person in the best position to bring about positive change is the
head professional. This person has an intrinsic leadership role in golf course
management and can act as a facilitator. The facilitator must recognize negativity and
create positivism. This is done through a two-part process called metamorphic
feedback. The first phase deals with negative feedback and facing the challenge of
confronting any hostiiity and distrust that may exist. The second phase accentuates
positive and constructive feedback. In this phase the facilitator recognizes that you
cannot punish people who are trying to improve. To insure congruency, he or she wili
delegate responsibility and authority within the various disciplines and expect
accountability within the limits of mental and physical capability.

To balance accountability and proficiency the facilitator will prompt positive feedback-
by:

< Appropriate feedback,

< Encouraging input from all stakehoiders,

< Providing professional training,
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< Providing material incentives, and

< Ensuring personal achievement.

The leader who wishes to bring about positive change and move towards a holistic
management style can impact on the organization. However, a number of changes

must be effected to bring about metamorphic development.

7.2 Philosophical Change
In order to bring about positive change in any business or association, it is necessary to
effect a change in the philosophy of the organization. Harmony only comes to each

individual and the organization by adapting philosophical change with dialogue.

If any system wants structural tranquility then equity, equality and morality cannot be
placed and judged on the same playing field as partiality. Partiality comes as a result of
poor communication, education, greed, power and the reluctance to develop a shared
vision. Finding equality, strength and balance in developing shared ownership comes
from the process of manifesting a common understanding and acceptance of:

< The mission or purpose of the organization,

< Ashared vision of common beliefs and values (philosophy),

< Guiding principles (how we will do things), and

< Acollegially developed plan for moving the organization toward its vision.

At Cooke Municipal Golf Course, we developed a chart that illustrates the need for all
key aspects related to philosophical change. If all the ingredients (a shared vision, a

code of ethics, a system of values, positive ieadership and creativity of staff,
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management and stakeholders) are present, the operation will experience collegial

SUCCess.

Managing Philosophical Change Chart (12a)

if there is no shared vision, then collegial success is not achievable. Without a vision
there is confusion. At Cooke Municipal Golf Course, we have developed a written
“Vision Statement” which is shared by all stakeholders.
The vision of Cooke Municipal Golf Course, Danny’s Pro Shop and the
Prince Albert Golf and Curling Club is to be the most prestigious facility
that builds on its history and tradition while continually striving to create

new standards through teamwork and leadership.

Establishing a code of ethics is an operation’s lifeline. It should be reviewed at weekly
and monthly meetings. Without continual revision and review there is a danger of
slipping into a possessive and defensive complacency that can destroy the operation’s
goals and principles. Without a shared code of ethics, cynicism will destroy any hope of
achieving a positive relationship amongst staff, management, patrons and stakehoiders.
There is nothing more degrading and destructive than to be humiliated or negatively
intimidated because of personal differences. Benjamin Franklin said, “The heart of a

fool is in his mouth, the mouth of a wise man is in his heart.”

Staff and management have jointly developed a “code of ethics” at Cooke Municipal

Golf Course.
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COOKE MUNICIPAL GOLF COURSE

12a




If common values are not evident, there will be scepticism. Each and every organization
needs values to live by and to be successful. The deeper values of compassion,
honesty and humility are synergetic in defining goals toward managing any golf

operation under the concept of holism.

Our Strategic Plan includes a statement of our “Beliefs and Values”.

There are so many organizations and businesses that have not reached their optimum
potential and goals because of a fack of leadership. This may lead to dissolution. Panic
in political management takes away individual identity resulting in professionals being
victims of hypocritical bureaucracy. There are three basic emotional factors of weak
management that lead to total dissolution. They are fear, anxiety, and guiit. Managers
need to develop tolerant policies and procedures in order to provide consistent

treatment for each staff member or stakeholder.

At Cooke Municipal we feel a leader is someone with specific goals and holistic values
who is capable of directing the development of a strategic plan that would provide a
balance among:

< Customer service,

< A collegial work place,

< Financial equity, and

< A balance between people, nature and the environment.

if there is no creativity within an organization, then complacency will set in. “If you

snooze you loose.” “Success does not come to those who wait...and it does not wait for
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anyone to come to it.” Success comes with proficiency and dialogue.

At Cooke Municipal Golf Course we encourage creativity among all staff through a

process of involvement in planning and ownership of processes.

The efforts that have been made at Cooke Municipal Golf Course have already had
positive results. Staffs are happier and more willing to accept a role in improving the

operation.

7.3 Structural Change
It is also necessary to implement structural change in order to bring about positive
change in any organization. These changes are primarily in the way we do things and

reflect a holistic style of operation and management.

At Cooke Municipal Golf Course we developed a “Managing Structural Change Chart”.
If you have all the elements (a clear statement of mission or purpose, professionalism,

incentives, resources and a strategic plan), structural change is possible.

Managing Structural Change Chart (14a)

Without a clear written mission statement, which outlines the purpose of the
organization, you will be operating in a void. At Cooke Municipal Goif Course we have
a written “Mission Statement” that was developed as part of our Strategic Plan with

input from and acceptance by all stakeholders.
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The mission of Cooke Municipal Golf Course, Danny’s Pro Shop and
Prince Albert Golf and Curling Club is to operate an exceptional golf
course, pro shop and clubhouse which will, in a professional manner,

provide accessible and pleasurable service to people of all ages.

It has been documented that apprehension and anxiety develop because of poor
professional skill. Ongoing staff development and training is important. We attempt to
meet the training needs of all our staff and management.

Inadequate resources (both human and material) result in frustration. While there is
never an over abundance of human, financial and natural resources in any operation,
the degree of inadequacy will be reflected in the degree' of frustration experienced by
the stakeholders. We, in our operation, attempt to direct our available resources

towards the priorities we have set as a group.

if there are no incentives, change comes very slowly. Our operation attempts to provide
incentives in many forms including:
< Recognizing accomplishments.

< Involving all stakeholders in planning and decision-making.

Without a strategic plan, there will be many false starts. It is like trying to construct

a golf course without a master plan.

7.4 The Holistic Management Flight

To better understand “Managing Philosophical and Structural Changes” in a holistic
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management style, let us compare it to a “ Flight Model” in a match play golf

competition.

Holistic Management Flight (16a)

When playing in a match play competition in golf, the ultimate goal is to eliminate the
competition to win the big prize. The opposite is true in holistic competition. In holistic
competition, we are all winners working together as a team to create a strategic plan
that will give a sense of achievement, stability and sustainability in order to fuffill our

mission and achieve our vision.

The top half of the flight relates to our vision and the ingredients necessary to bring
about collegialism.

The code of ethics and our values combine to give us strength. If an organization has
no code of ethics or values it is like rebuilding a rudderiess Titanic. As can be imagined,

it would not take long before the ship would strike another iceberg and sink once again.

Leadership and creativity combine to set direction. A good leader will bring out the best
in people and in organizations by creating a positive atmosphere through holistic

direction.

We all have dreams and goals, and our passion for success dictates how far we go with
them. The degree of success is predetermined by the shared direction and bonding of
the Holistic Wheel’s interconnecting parts. A code of ethics and values will give strength
to accept change. Leadership imbues creativity, which gives us our direction. Strength

and direction give us the human bonding needed for collegialism.
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The other half of the draw relates to the impact of the “Mission” on Holistic

Management.

Professionalism and resources engender responsibility. Professionals, with their
multitude of skills, can be very strong and influential leaders. They are the ones who
can determine an operation’s development. They are the ones who guide and manage
each organizational level of progress. They are the ones who are able to make their
domain a fun and happy place to be by being a facilitator in developing shared goals
and skills with their staff and stakeholders. They are the ones who can establish a
higher standard of uniqueness and long-term viability by creating proficiency and

responsibility from the staff’ s skills and resources.

Incentives and an action plan provide opportunities. We, at Cooke Municipal Golf
Course realized that, by creating a strategic plan we had opened a huge window of
opportunity. To develop a strategic plan an organization needs openness at every level

of the organization, especially at the top.

Opportunities and motivation will result in positive change.

When the top haif of the draw (collegial success) is fused with the bottom haif (positive

change), the result is Holistic Management.

A strategic plan is the result of a collegial effort to develop a common mission and vision
(people working together toward a common goal). Mary Kay Ash said, “The two things

people want more than sex and money are recognition and praise.” The efforts of the
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participants in Cooke Municipal Golf Course strategic planning activities provided both

recognition and praise.

7.5 The Strategic Plan (Appendix A 26)

The following section provides a summary of the Strategic Plan, which was developed

with the input, and the acceptance of all staff at Cooke Municipal Goif Course, Danny’s

Pro Shop and Prince Albert Golf and Curling Club. This strategic plan is reviewed

annually to bring it in line with changes that have occurred over the past year.

Cooke Municipal Golf Course, Danny’s Pro Shop and Prince Albert Golf and Curling

Club Strategic Plan includes:

<

<

A “Mission Statement” (noted above),

A set of “Beliefs and Values”,

A *Vision Statement” (noted above),

A list of “Objectives” designed to move the organization towards its vision,

A set of “Guiding Principles” which clarify how we will operate,

A “SWOT” or examination of the strengths, weaknesses, opportunities and threats
related to our operation,

A “Scanning” of what other organizations are doing,

A listing of the “Issues” faced by our organization,

A “Focus” or set of priorities for the upcoming year, and

A number of “Action Plans” which are specific strategies designed to achieve the

objectives and lead us toward the achievement of our vision.
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The concept of holism and the structure of the strategic plan will become a reality when
those involved realize that the sustained high level of energy is derived from a set of
values. Success will be measured in terms of the achievement of the initiai focus for
action. This reflects the holistic philosophy in terms of how management approaches

those specific goals and values in their relationship with staff and stakeholders.

If a strategic plan and its objectives are based on a set of basic values, criticism will be
more constructive and directed toward positive change with an emphasis on teamwork.
To build a sound foundation, the basic human essentials of pride, trust, and respect
must balance with the various disciplines. This will give all stakeholders {owners, staff

and management) the incentive to be responsible and to feel important and needed.

Achievement and stability will depend, in large part, on the organization’s ability to
implement action plans. Each action plan includes:

< The objective which is to be met,

< A strategy that is designed to achieve the objective,

< An assignment of responsibility for each action,

< Atime frame in which the strategy is to be completed, and

< Alisting of success indicators, which measure the effectiveness of the strategy.

At Cooke Municipal Golf Course the Strategic Planning Committee selected the
following objectives as the initial focus for our operation:
< The development of a policy and procedure manual. Every organization should

have manual of this type to improve consistency and efficiency in solving challenges
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and for improved decision-making.

Communicating our historical traditions to all stakeholders.

Developing professionalism.

The more professional an organization is, the better the service. The more respect
and trust for each other, the more responsible and accountable everyone will be. In
general, tasks will be done better and the golf course will become a happier place.
improving communication.

One way to accomplish this is through staff and management evaluations,
newsletters and surveys on “How we are doing”. (20a,b)

Developing user responsibility.

To develop harmony among all staff, management and stakeholders, those values

outlined in the holistic wheel must be interactive.

8. Holistic Management - An infinite Strategic Plan

Renewal, through an annual review of the strategic plan, reduces threats and
weaknesses and builds on strengths and opportunities. The whole process of the
Holistic Management will engender a sense of common goals and responsibility
directed toward common aspirations. Those goals of trust and respect will ingrain a

sense of pride and joy.

Holistic Management is a form of “joy and re-creation” - people working together to re-

create “positive change.”

The journey may be infinite. This has been but just a tiny ripple created in the Red Sea
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HOW ARE WE DOING?2?7??

' 'WE CONSIDER THE FOLLOWING BELIEFTS AND VALUES TO BE ESSENTIAL FOR THE SUCCESSFUL OPERATION OF

COOKE MUNICIPAL GOLF COURSE AND DANNY'S GOLF SHOP LTD. HOW DO YOU FEEL WE ARE DOING WITH
EACH INGREDIENT FOR SUCCESS?

USING THE SCALE:
1 STRONGLY DISAGREE 3 AGRERE
2z DISAGREE 4 STRONGLY AGREE

RATE EACH OF THE FOLLOWING STATEMENTS BY CIRCLING THE NUMBER WHICH BEST PESCRIBES HOW YOU
FEEL.

1 2 3 4 AVG
A, TFEELLIKEIAM PART OF A TEAM HERE AT COOKE. 0 0 7 7 3.5
B.  IFEEL O TO DISAGREE OR TO BE DIFFERENT. 2 2 6 2 2.7
C. - IFEEL THERE IS GOOD COMMUNICATION AMONG STAFF, 0 2 9 3 3.1
MANAGEMENT AND GOLFERS.
D.  1FEEL THERE IS ADEQUATE TRAINING PROVIDED FOR STAFF. 1 5 7 ! 2.6
B.  1HAVE PRIDE AND RESPECT FOR FELLOW STAFF AND FOR 0 0 5 9 36
MY JOB. ‘
F.  1BELIEVE OUR STAFF HAS A STRONG WORK ETHIC, 0 0 9 5 36
G.  ICAN ADAPT TO CHANGE AND DEMAND, 0 0 4 0 37
H  1BELIEVE WE ARE SUFFICIENTLY ORGANIZED. 0 2 1l 1 2.9
L ] BELIEVE THAT STAFF AND CUSTOMERS ARE 0 4 7 3 2.9
TREATED EQUALLY.
1 THERE IS A FEELING OF PROFESSIONALISM AMONGST 0 1 1 3 3.4
STAFF AND MANAGEMENT.,
K.  THERE ARE REWARDS FOR WORK WELL DONE. 2 3 5 1 2.4
L WE OFFER FRIENDLY, COURTEQUS SERVICE. 0 0 2 2 a1
M.  WEBELIEVE IN HONESTY AND FAIRNESS. 0 0 8 5 3.1
N.  .WEACKNOWLEDGE THE HISTORY AND TRADITION 0 1 7 6 34
OF COOKE AND DANNY’S GOLF SHOP
0.  WEOFEREFFICIENT QUALITY SERVICE. 0 0 2 2 3.1
P.  ITISIMPORTANT TO ADHERE TO OUR CODE OF ETHICS TO 0 0 3 11 3.8
MAINTAIN AN ATMOSPHERE. OF TRUST, HONESTY AND PRIDE
WHEN WORKING WITH MANAGEMENT, FELLOW STAFF AND
OUR CUSTOMERS.
Q - ENJOY MY WORK. 0 0 3 11 38

COMMENTS;
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Survey

Danny's Golf Shop

How would you rate the following?

Pro Shop Overall

Pro Shop Staff Overall
Pro Shop Service
Selection of Merchandise
Cost of Merchandise
Club Repairs

Warranty Service

Cilub Cleaning and Siorage
Cart Rental Service
Demo Policy

Booking Policy

Bitling Practices

Driving Range Service
Marshalls Overall

Total

Percentage

Cooke Municipal Golf Course

Golf Course Overali
Greens

Fairways

Roughs

Bunkers

Aesthetics

Total

Percentage

Total Percentage

E G A F P
27 62 13 1 0
46 48 5 2 0
3 55 10 2 1
8 45 36 10 4
6 36 41 13 3
21 33 7 2 0
26 11 0 0 O
9 9 3 0 1
22 31 3 1 0
32 31 4 3 0
15 48 9 14 19
11 43 8 1 0
23 46 16 4 1
8 43 31 14 5
291 483 164 59 31
26% 49% 17% 6% 2%
E G A F P
53 51 3 0 O
50 46 11 0 O
31 54 19 1 0
14 49 28 10 4
11 41 31 13 11
39 53 11 3 1
177 264 86 22 15
31% 46% 16% 4% 3%
489 835 292 94 51
28% 48% 16% 5% 3%

20b

Total
103
104
104
103
89
64
37
22
57
70
105
63
o1
101
082

Total
107
107
105
105
107
105
564
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of antiquity. Attempting to move from an outdated management system to one that is

coexistent with success and excitement is an ongoing challenge.

Cooke Municipal developed the concept of “ Holistic Management”. Since it's
fundamental birth, it has rejuvenated a form of re-creation where people work together
to re-create positive change. With that creation there became a new definition of what it

has done and will do for us now and in the future.

9. Summary

Holistic Management has created:

< A “Shared vision” with input from all. Facilitators must be willing to listen to
constructive criticism and those ideas that are initiated by staff, the general public,
and peers. Without a shared vision there cannot be holistic management.

< The joy of workmanship. It becomes apparent that all the time and effort invested in
applying professional skills to a common goal echoed throughout our operation and
community.

< The joy of fellowship. All staff is part of meetings and gatherings.

< An equal appreciation of the work environment. Sharing responsibilities and being
accountable for actions is common to all.

< The joy of understanding the kind of needs people want from their work. (21a)

< The joy of service. The level of service is dependent upon the level of goals,

organization and training.
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What does a worker want from the job?

Below is a list of ten things that describe the kinds of things people want from their jobs. This
list was given to a sample of workers across North America and they were asked to rank the
items in order of importance. See if you can figure out how workers in your organization
would rank the 10 items,

Rank the items from 1 - 10 by placing a number in the space (Myself) to teli what you want
from the job. ‘

Rank the items from 1 - 10 by placing a number in the space (Others) to tell what you think
others in your organization want from the job.

Myself Others What people want Across
North America
Good wages 5
Job security 9

Promotion and growth

4

Good working conditions p

Interesting work 1

Personal loyalty of supervisors to workers 8

Tactful discipline y

Appreciation of work 5

Understanding and help with personal 10
problems

Feeling in on things 3
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< The joy of positive communication among and between staff, management and
stakeholders.

< The joy of universal operational education by integrating staff. Making staff familiar
with all aspects of the operation has given them an insight into the holistic nature of
our operation.

< The joy of stability. Trust, pride and respect amongst the disciplines, creates long-
term benefits and stability for everyone.

< The joy of scanning. Identifying other organizations aspects, which might be of
interest to our operation. (Appendix B)

< A balance between people and nature. As we keep infringing on nature's territory

we have the responsibility to ensure that we create balance.

Holistic Management encourages creation. Creating within a shared vision is to create
a balance in the respective disciplines of golf associations, golf operations, and the

natural environment.

10. Conclusion:

Everyone is a winner in Holistic Management - staff, management, pétrons,
stakeholders, nature, the environment and in particular our young people. Watching the
youth of today develop in a fun and healthy atmosphere to enjoy the game of a lifetime

is the greatest reward.
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GLOSSARY

PARADOXICAL MANAGEMENT: A term used to define the apparent contradictory
feelings that exists within the various disciplines of most golf course operations. This
summation was the result of many years of experience, being involved and listening to
national panels that involved a representative from the RCGA, CGSA, CCMA, CPGA and
a Member at large.

THE SYNDROMES: These Syndromes can only be recognized from the theory of the
BWS. “Only WHEN you understand WHO you are and WHAT you are and WHERE you
WANT tfo go with your goals based on collegial values will serenity prevail within the
proverbiai dialogue of fear doubt and the question WHY. The only fime you can achieve a
shared vision is when you better understand your inner psyche.

HOLISTIC POWER: This is one sense where the word “power” works for the whole and
not individualism and its material gain.

HOLISTIC WHEEL: Cooke Municipal Holistic Wheel was developed from the Golf
Architects Axiom “Form Follows Function”.

METAMORPHIC FEEDBACK: A phrase used to better describe and comprehend that
positive changes come in methodical and idealistic phases.

PHILOSOPHICAL AND STRUCTURAL CHARTS: Thege charts define the ingredients
needed to ensure changes takes place in an orderly and holistic manner.

STRATEGIC PLANNING: Strategic planning is the instrument used in developing a
business plan, that has values and beliefs directed toward the conceptual objectives of
posifive change.

HOLISTIC MANAGEMENT: Hofistic Management is a process that aliows people to
make decisions based on deeper values that are economically, socially and
environmentally sound.

HOLISTIC MANAGEMENT FLIGHT: This is a Philosophical link used to better
understand the interrelationship between business and sirategic planning.

FACILITATOR: This is a leader with a shared vision. This person is able o orchestrate,
with harmony a strategic plan that is reconcilable with all management, staff, patrons and
stakeholders.

DISCIPLINES: Disciplines is a universal term for an operation Head Professional,
Superintendent, Club Manager and Board Of Directors.

Danny’s Golf Shop LTD (Danny’s Pro Shop): Company name owned and operated by
Danny Jutras and contracted out to the city of Prince Albert to oversee the entire golf
Course operation.

Professional Managing Superintendent: Professional titles the City of Prince Albert
Identifies Danny Jutras and Danny's Goif Shop LTD with.

Prince Albert Golf and Curling Club: A non-profit organization on the golf course property

that has 10 sheets of curling ice, operates the food and beverage, banquet rooms, and
locker rentals. | have a permanent position on their board of Directors as a consultant.
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QUOTATIONS

UNKOWN:
“You cannot change the direction of the wind but you can adjust the sails.” (5)
“When you're green you will grow tall, when you're ripe you rot and fall.” (6)

“If you continue to do what you have always done, you will continue to get what
you always got.” (9)

“If you snooze you lose.” (13)

“Success does not come to those that wait...and it does not wait for anyone to
come to It.” (13)

KNOWN:

Danny Jutras: “Making a change just for the sake of a change is a step
backwards into pandemonium - Making a change for the sake of the whole and

its interconnecting parts is a step forward into the next millennium.” (5)

Danny Jutras: “Greed with power = Possessiveness. Equity with Strength =
Harmony.” (6) ' .

Napoleon Hill; “Is it not strange that we fear most that which never happens; that
we destroy our initiative by the fear of defeat; when in reality, defeat is a most
useful tonic and