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August 2015 - An NGF - GolfSAT Survey was conducted. There were 739 Braemar Golf Course patron
responses. This survey helped structure the Master Plan Task Force objectives and mission statement. Key

findings are below.
Sept. 8 — 10, 2014 - Master Plan Task Force conducted golf course architect interviews.
Sept. 16, 2014 - City Council selected Richard Mandell Golf Architecture to complete the Master Plan.

October 2014 - Mandell conducted multiple site walks with community residents (over 75 residents
participated), environmental agencies and the Master Plan Task Force as well as held an open house to

gather feedback for the Master Plan.

January 2015 - Mandell once again met with community residents (over [00 residents participated),
environmental agencies and the Master Plan Task Force to discuss preliminary concepts for the future of the

Braemar Golf facility.

Jan. 13, 2015 - Mandell presented the Park Board preliminary concepts for consideration.

Feb. 17,2015 - Mandell presented the City Council preliminary concepts for consideration.

April [4, 2015 - Mandell submitted the final Renovation Business Plan for Task Force and staff review.
May 6, 2015 - Master Plan work session with City Council, Park Board, staff and Master Plan Task Force.

May [2, 2015 - Staff recommended Option #5 of the RMGA Renovation Business Plan to the Park Board.

The Park Board members all voted in favor of the staff recommendation.

MASTER PLAN TASK FORCE INFORMATION

The following Master Plan Task Force information was provided to staff by the Master Plan Task Force for

inclusion in this document.
Master Plan Task Force Mission Statement:

To create a premier Minnesota public golf course that provides access to a friendly, enjoyable, and playable golf

experience for golfers of all ages and abilities, now and for future generations.

MASTER PLAN TASK FORCE CONCLUSIONS

Decision Making Attributes

e The Task Force looked at several important attributes when evaluating a 27-hole or [8-hole option.
o Accessibility
» Golf Leagues - Braemar has one of the largest league programs in the state for
both 18 and 9-hole men and women golfers.
*  Youth Program - Braemar is grooming future golfers with one of the most
developed youth golfing programs in the state.
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* Special Needs Programs - Braemar has a very successful program for special
needs golfers.
» Nine-Hole Golfers - Braemar has a very high percentage of 9-hole golfers. The 9-
hole rounds last year (29,153) exceeded the number of 18 hole rounds (26,158).
o Financial - We looked at how course utilization, expenses, cash flow and profitability might
be impacted by the different options.
o Environment - Braemar is a unique urban golfing experience because of our beautiful
parkland property. We looked at how our re-design options could enhance the current
park environment now, and also how it could impact future generations of golfers.

27-Hole Option

o Accessibility - Accessibility is best addressed by a 27-hole option. Golf leagues, youth programs,
special needs programs would not only be maintained but would also have room to grow.

e "Fix Clunie" - The number one request by most golfers in our listening sessions was "Fix the
Clunie Nine!" When existing golfers avoid the Clunie Nine, it creates all kinds of problems
financially and operationally for the staff. We believe that the planned re-design of Clunie is such a
significant improvement that it will drive higher course round utilization than what staff has
forecasted (68%).

e Nine-Hole Golfers - These golfers are often seniors, couples, and parents playing with a child. To
some people, golf is too long a process and 9 holes is all the time they can afford from a busy
lifestyle standpoint. We believe that with the 27-hole option, course utilization increases with
maintaining and growing these 9-hole rounds rather than losing them.

e Financial - Clearly, the 27-hole option is more costly and would never reach the profitability of an
I8-hole course option. It takes more staff and resources to manage 27 holes.

e Pace of Play - The re-routing of some holes on | - 18 will equal out the yardages which should
speed up pace of play on those nines. In addition, the re-design of Clunie significantly speeds up
pace of play on this nine by eliminating some of the forced carries and correcting problem holes.

« Corporate Events - The 27-hole option gives Braemar the ability to stage more corporate events
and tournaments to increase course utilization.

18-Hole Option

o Financial - The 18-hole option would have higher utilization resulting in improved profitability and
reduced financial risk. Expenses with 18 holes would be lower because of reduced labor and
supplies.

e Premier Course - A re-designed 18 hole course would be one of the best municipal courses in
the region. Edina residents and patron card holders would be given preferential treatment in terms
of tee time availability.

e More Amenities - This option would leave more room to provide other amenities like a nature
center and other practice amenities.

e Accessibility - With increased utilization of an 18-hole course, tee time availability to league,
youth, and special need golf programs could place some of these programs at risk.

e 9-Hole Golfers - An [8-hole option would force staff to financially favor 18-hole over 9-hole
golfers. We would most likely lose most of these golfers.
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TASK FORCE CONCLUSIONS

The written conclusions of the task force are included as attachment G: to this document titled “Master
Plan Task Force Comments”. The task force did not reach a consensus on an option, but all provided
valuable feedback along with their recommendation.

Task Force Recommendation Summary:

27-Hole Option #1 — Richard Brozik

I8-Hole Option #4 — Rick Ites, Paul Presthus, Pacy Erck
I8-Hole Option #5 — Joseph Hulbert, Brenda McCormick

PARK BOARD CONCLUSIONS

At the May 12, 2015 Park Board meeting, the Park Board received a presentation from Joe Abood, Braemar
Golf Course General Manager regarding the Braemar Golf Course Master Plan, including a recommendation
from staff. The Park Board also received statements from several members of the Master Plan Task Force.
Members Paul Presthus, Pacy Erck, Joseph Hulbert and Brenda McCormick were all present, stated their
opinions about the process and renovation options and answered Park Board questions. Since the City
Council will take final action on the selection of a renovation option, the Park Board was asked to provide
review and comment. Chair Gieseke asked each member to comment on a preferred option. All eight Park
Board members present recommended Option 5. The unapproved minutes are included as an attachment to
this document titled “May 12, 2015 Park Board Item VI.C. Braemar Golf Course Master Plan.”

STAFF CONCLUSIONS

Staff recommends the 18 Hole Option 5 — New 18-Hole Regulation Golf Course with minimal disturbance.
This is the 18-hole option that stays within the 27-hole footprint of the existing golf course, with an
alternate use for the remaining park property. Staff believes that an exceptional 18-hole course can be
constructed within the 27-hole footprint, without expanding the footprint of golf at Braemar Park. The
alternate use park concepts include, but is not limited to, year-round multi-use recreational trails, an
environmental education area, winter sport use, a four/six-hole practice course, a putting course, a putting
and chipping area, a foot golf course, a disk golf course, grass fields, a playground and the like. The ability to
reinvest profits for future capital improvements from within the golf enterprise is a substantial reason staff
recommends the 18-hole option. While Richard Mandell has shown an option for renovating and improving
the Clunie Nine that would expand into the hill on the east side of Braemar Park, due to the decline in golf

locally and nationally, staff is reluctant to recommend expanding the footprint of the golf course.

Staff findings are based on the directive for 100% cost recovery of the Golf Enterprise facilities and provide
the City of Edina the least amount of financial risk. A 27-hole option is potentially viable; however, there is
substantially more financial risk involved based on the state of the golf industry and Braemar historical

information.

Along with the financial considerations, staff believes that reasonable accessibility can be maintained with an
I8-hole option. In 2014 there were 55,311 rounds played on the Braemar 27-hole regulation course. With

proper tee sheet management, these rounds can be accommodated on the 18-hole regulation course with
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additional room for growth. Additionally, staff believes that an 18-hole regulation course and par 3 course
will provide ample opportunities to continue its extensive league participation and continued junior
development programing. Edina residents would be given priority tee times so that access can be achieved

by residents.

The renovation of the Braemar Executive Course to a brand new par 3 course is also expected to provide
an exceptional amenity for golfers of all ages and abilities. The course will be redesigned to provide fewer
forced carries, fewer bunkers, wider fairways, larger greens and several tee boxes on each hole to better
match player ability for success. Staff also intends to provide two pin placements on each green, one of
which will likely be a larger cup for younger or less experienced golfers to have more success and a more

fun golfing experience.
Future Schedule:

July 7, 2015 — Driving Range Expansion/Par 3 project will begin. Construction will be approximately 10
months and at its conclusion will make Braemar the premier practice and instruction facility in the Twin
Cities. The Driving Range will almost double its practice turf area and the new Par 3 course will mimic
some of the more attractive features of the Fred Richards course. Wider fairways, larger greens with the
ability to utilize two flags and fewer forced carries are just some of the improved features of the renovated
course. Approximately 30,000 rounds were played on the Executive Course and Fred Richards in 2014.
Once construction is completed, all these rounds can be accommodated on the new Par 3 course with

additional room for growth.

Upon conclusion of the Braemar Golf Course Master Plan process, staff recommends completing a Master

Plan of the entire 450-acre Braemar Park site.

Staff requests the approval of an agreement with SEH to provide wetland delineation and permitting
services. These services include wetland delineations, wetland permitting, wetland mitigation design and
watershed district permitting. SEH'’s fee for this work is not to exceed $23,300. This includes the time to
complete the field work, prepare the reports, complete Minnesota Routine Assessment Method (MnRAM)
assessments, coordinate with Nine Mile Creek Watershed District and U.S. Army Corps of Engineers,
complete the mitigation design, complete the permit applications, and facilitate the agency review.

Equipment, travel, and document preparation costs are included.

Action Requested

» Select a Master Plan concept. Concepts were provided to the Master Plan Task Force, staff, Park
Board and City Council by Richard Mandell Golf Architecture (RMGA) within his Renovation
Business Plan.

» Direct staff to enter into contract negotiations to provide design and construction documents and
to oversee bid and construction administration for a renovated golf course on the current Braemar

Golf Course property.
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» Approve contract with Short Elliott Hendrickson Inc. (SEH) to complete the wetland and water
resource services for the proposed golf course modifications. These include wetland delineations,
wetland permitting, wetland mitigation design and watershed districts requirements.

» Direct staff to include a Braemar Park Master Plan in its 2016 budget and Work Plan.
» Conclude service with gratitude of the Braemar Master Plan Task Force.
ATTACHMENTS:

Staff Pro Forma
Customer Demographics and Survey Information

A

B:
C: Ehlers Report
D:
E
F:
G
H
I:

Renderings
Brenda McCormick, Braemar Master Plan Task Force — Key Considerations
Master Plan Task Force Comments

: May 12, 2015 Park Board ltem VI.C. Braemar Golf Course Master Plan
: Braemar Golf Course Wetland Service - SEH

Richard Mandell PowerPoint Presentation













LEADERS I PUBLIC FINANCE

Status Quo Model
Revenues | 2011-2014 Compiled | 2015 Proposed | 2020 Stabilized

Concessions/Sales| § 580,974 | $ 303,075 | $ 260,760
- Golfbome|$ 326276 |$  332801|$ 385808
Green Fees| $ 1,534,510 | § 1,468,535 |§ = 1,543,445

~ Driving Range| $ | 243625|%  246,061|% 258,613
" Miscellaneous| $ 559,437 | $ 582,000 | $ 832,178
" Total Revenue| $ 3,244,821 |$  2932,472|$ 3,080,804

Expenditures| 2011-2014 Compiled [ 2015 Proposed | 2020 Stabilized

Cost of Goods Sold| $ 313,477 |$ 180,024 | § 171,700
Personal Senices| $ 1,521,625 | $ 1,340,175 |$ 1,553,630 |
“Contractual Senvices| $ 544,356 | § 493,703 |$§ 545088
Commodities| $ 337,851 288,945 319,018

Capital Outlay| $ 3355 ¢ manals 3,778

Central Senices| $ 134,809 | § 137,505 $ 151,817

" Depreciation| $ 411,470 | $ 456,000 | $ 556,000

" Total Expenditures| $ =~ 3,266,942 |$ 2,899,773 |$ 3,301,031
Operating Income (Loss)| $ @2,1201 $ 32,6991 % (220,227)

Excluding debt service and non-recurring capital expenditures, the status quo projected 2015
budget for expenditures is over $360,000 less than recent historical levels. This is primarily due to
reductions in commodities, staffing, and contractual services spending related to Fred Richards, along
with contracting with Tin Fish for operation of the Grill. Including 2015, the City's projected expenditures
include 2% inflationary factor for all line items except for personal services at 3% to be consistent with
the City's budgetary practices for other departments. The City’s 2015 status quo budget has a sound
basis given the City's experience and is in line with the level of expenditures of similar municipal golf

enterprises within the metro area.

Despite the projection of a slight positive operating performance in 2015, aging of the course will
likely create larger negative cash flows in the short term prior to payment of non-operating expenditures
like existing debt and capital replacement needs. For example, the status quo scenario will require at
least $2,000,000 in irrigation improvements by 2017 plus annual improvements of over $200,000 per

year which exceed projections for depreciation expense.

Status Quo 2015 2016 2017 2018 2019 2020
Revenues| § 2,932,472 | § 2,897,815 | § 2,942,181 | § 2,987,452 | § 3,033,652 | § 3,080,804
_Expenditures| $(2,899,773)| $(2,937,050)| $(3,000.475)) $(3,165,583)| $(3,232,419)| $(3,301,031)
~ Operating Income| $ 32,699 | §  (39,236)| $  (68,294)| § (178,130)| § (198,767)| $ (220,227)
Add:  Depreciation| § 456,000 [ $ 456,000 | $ 456,000 | $ 556,000 | $ 556,000 | § 556,000
Less: Existing Debt| $ ' (84,215)| § (97,490)| $  (95540)| $ (93,590) §  (96,565)| § (94,465)
Capital Expense| § (849, 500)| $  (191,000) $(2,208,000))'$ (298,000)( § (283,000)| $ (200,000)

' $

$

New Debt| § - s - $2ooo 0007]'$ (158,400)|'$ (158,400)| $ (158,400)
“Annual Cash Fiow| § (445,018)| $ 128,274 |'$ 04,166 | § (172,120)| § (160,732)| $ ~ (117,062)
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Driving Range and Par 3 Improvement Model

Projections for revenues adding the impact of improvements to the range and par 3 during the
summer of 2015 build upon the status quo model. Key differences are the impacts of proposed
construction starting in July, 2015. This event is expected to limit utilization of the range and executive
course for the remainder of the season. Upon completion, staff expects increased driving range and par
3 stabilized revenues, and modest increases in membership revenue due to improved amenities. The
proforma anticipates range revenues nearly doubling from historical levels once stabilized after
construction, and Par 3 .green fees recovering by 2017 to a stabilized level 14% higher than the status
quo projections. Conservatively, the model does not assume any increase in 9-hole or 18-hole
regulation course utilization during Par 3 construction, nor any-increases above status quo levels

afterward.

New Driving Range & Par 3 Model
Revenues| 2015 Proposed | Stabilized 2020
Concesszons/Sales $ 303,075 | $ 260,760
Colf Dome; $ 383,953 [$ 385,808
Green Fees| $ 1,300,489 |$ 1,577,118
 Driving Range| $ 77,960 | $  433,740]
'~ Miscellaneous| $ 582,000 3 641,636 |
 Total Rewenue| $ 2,647,477 |$ 3,299,062
Expenditures| 2015 Proposed | Stabilized 2020
Cost of Goods Sold| $ ) 180,024 $7 171,700
$ 3
$ $
$ $
$ $
$ $
$ $
$ $
$ $

‘Personal Senices| 1 ,297 597 1 ,552 192
 Contractual Senvces| $ 493,703 545,088
Commodities 272 515 318 662

* Capital Outlay 3,422 3,778
Central Senices 137,505 151,817
Depreciation " 456,000 676,000

" Total Expenditures 2,840,765 | $ 3,419,238
Operating Income (Loss) (193,289) (120,1786)

Expenditures are expected to decline slightly in 2015 compared to the Status Quo model due to
reorganization and temporary closure of the range and Par 3 during construction. However, City staff
expects to carry forward this level of expenditures with only inflationary adjustments mentioned above,
as well as a projected $120,000 increase in an accounting depreciation expense directly related to the
new capital improvements. Not including depreciation, the projections for total operating expenditures

are at or below Status Quo projections.
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2020
53,299,062
$(3,419,238)
$ (120,176)
$ 676,000

2019
$ 3,247,803
’ $?'('3' 350,674)
$ (102,872)
$ 676,000

(96, 565)[ § (94, /465)
'$ (200,000)
'S (348,400)
(87,041)

2018
3,1 $ 3,197,592
$(3,118,824)| $(3.283,886)
29580 | $  (86,293)
$ 676,000

2017
$ 3,148,405

2016
' $ 2,961,655
K (2 995,444)

(33,789 $

2015
$ 2,647,477
$ (2,840,765)
$ (193,289)| $
$ 456,000|'$ 516,000 % 576,000
$ (84215)[$  (97,490)| $  (95,540)( § (93,590)| $
$(2,649,500)| $ (191,000)| $(2,208,000)| $ (298,000)| $ (293,000)
$ 2,400,000 | $ (190,000){ $ 1,810,000 | $ (348,400)| $ (348,400)

(71,004)[ $  3721|$ 112,040 |$ (150,283)| $ (164,837)| $

Range/Par 3
Revenues
Ekbénditﬂfes
Operatlng Income
Add:  Depreciation
Less: Ex;stmg Debt
Capital Expense'
New Debt
Annual Cash Flow| $

27-hole Regulation Course Renovation Model

The next model builds upon the range and Par 3 improvements, and includes projections for
revenues assuming 27-hole renovation to occur in three 9-hole phases from 2017-2019 to allow for
continuous 18-hole operations during construction. City staff expects green fee, cart rental and retail
revenues to temporarily decline due to 33% reduction in utilization during the construction period.
Revenues return to stabilized levels in 2020, with green fee revenues recovering to a level 5.7% higher
than the status quo projections. Membership revenue also declines during course renovation, but does
not fully recover to stabilized levels immediately afterward. Similar to the previous model, the model
conservatively does not assume any increased utilization of the Par 3 course during construction of the

27-hole regulation course.

27 Hole w/ New Driving Range & Par 3
Revenues| 2015 Proposed |Stabilized 2020
Concessxons/Sales $ 303,075 % 260,760
~ Goif Dome| $ 383,953 [$ 385,808
GreenFees| $ 1,300,489 | $ 1,651,666
- Driving Range| $ 77,960 | $ 433,740
Miscellaneous| $ 582,000 $ 653,188
- Total Revenue| $ 2,647,477 |'$ 3,385,161
Expenditures| 2015 Proposed | Stabilized 2020
Cost of Goods Sold $ 180,024 $ 171,700
Personal Sences| $§ 1,297,507 | $ 1,552,192
~ Contractual Senvices| § 493,703 | § 545,088
" Commodities| $ 272515(% 318, 562
Capital Outlay| $ = 3422 § 3,778
_Central Senvices| $ 137,505 | § 151,817
“'Depreciation| $ 456,000 | $ 976,000
" Total Expenditures| $ 2,840,765 | $ 3,719,238
Operating Income (Loss)| $ (193,289)| $ (334,076)

The proposed 27-hole renovation model builds in reduced operating expenditures related to
limited operations during the 2017-2019 phased construction, however stabilized expenditures are
expected to be identical to prevmus models save for the added depreciation expense related to the over

$8 million project.
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27-Hole Ren.

2015

2016

2017

2018

2019

2020

Revenues
Expenditures

$ 2,647,477 |
$(2,840,765)

$ 2,961,655
$ (2 995,444)

$ 2,513,014
$(2 570,558)

$ 2,553,771
$(2,771,482)

§ 2,595,405
$(2,973,756)

$ 3,385,161
$(3,719,238)

Operatlng Income
AAdd Deprec;atxon 3
Less Exxstmg Debt| $

‘ Capital Expense

New Debt|

$ (1 93 ,289) $
$ 456,000
(84,215)| $
$(2 649 500)
"$ 2,400,000 |'$

(33 789)
$ 516,000
(97 490)
$ (191 000)
“$  (190,000)

$ (57,545)| %
$ 576,000 | $

$ (95540)| $

$(8,556,383)| $
"$ 8,158,383 |'$

(217,711)
726,000 |
(93,590)| $
(98,000) 3
(864,000)|

$ (378 351)
$ 876 000

$ (864,000)f

$ (334,076)
$ 976,000
(96,565)| §  (94,465)
(93,000 -

"$  (864,000)

Annual Cash Flow] $

(71,004)] $

3,721

$ 24915]%

(547,301)

$ (555,916)

$ (316,541)

18-Hole Regulation Course Renovation Model

The final revenue model exchanges the 27-hole renovation for an 18-hole renovation that includes
the elimination of 9 holes from the golf facility. Construction is expected to occur in 2017 and cause a
full shutdown of the regulation course that year. In addition to zero 18 or 9-hole green fee revenue, City
staff expect 90% reductions to rental and retail revenues during the year-long construction period.
Revenues return to stabilized levels 2018, with green fee revenues recovering to a level 7.8% higher
than the status quo projections. Membership revenue also declines during course renovation, but
stabilizes immediately afterward with modest increases. As with prior models, the pro forma
conservatively does not assume any increased utlhzahon of the Par 3 course during construction of the

regulation course.

18 Hole w/ New Driving Range & Par 3
Revenues| 2015 Proposed |Stabilized 2020
Concessxons/Sales $ 303, 075 $ 260,760
 GolfDome|$ 383,953 |$ 385,808
Green Fees|$ 1,300,489 | $ 1,679,416
Dnvmg Range' $  7790($ 429, 445
Miscellaneous| $ ‘582,000 $ 670,508
Total Revenue| $§ 2,647,477 | $ 3,425,937
Expenditures| 2015 Proposed | Stabilized 2020
Cost of Goods Sold $ 180 0241 % 171,700
Personal Senices $ 1 297 597 $ 1,241,?5&
Contractual Ser\nces $ 493 703 s 436,070
Commodities| $ 272,515 $ 254,930
Capital Outlay| $ 3,422 | $ 3,778
Central Senices| $§ 137,505 |§ 151,817
Depreciation| $ 456,000 | $§ 891,000
Total Expenditures| $ 2,840,765 | $ 3,151,049
Operating Income (Loss)| $ (193,289) $ 274,888

The proposed 18-hole renovation model also assumes reductions in expenditures related to the
regulation course closure in 2017 for construction. Upon reopening in 2018, City staff expects a
reduction in stabilized expenditures related to personnel, maintenance and commaodities atiributed to the
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elimination of 9 regulation holes. The leaner operating budget is estimated to be $480,000 less than that
of the 27-hole models prior to inclusion of depreciation.

18-Hole Ren. 2015 2016 2017 2018 2019 2020
Revenues| $ 2,647,477 | $ 2,961,655 | $ 1,136,974 | § 3,321,826 $ 3,373,349 | $ 3,425,937

" Expenditures| $(2,840,765)| $(2,995,444) $(‘1’ 408,805) $(2 882,726)| $(3,094,915) $(3 151,049)

© Operating Income| § (193,289) $  (33,789)| $ (271,831){ $ 439,101 | § 278,435 |$ 274,888

Add:  Depreciation| $ 456,000 [ $ 516,000|$ 576,000 | § 733,500 [$ 891,000 | $ 891,000

Less: Existing Debt| $ (84, 215)|$ (97,490)| $ (95,540)| $  (93,590)| $ (96, 565)[ $  (94,465)
Capital Expense| §(2,649,500)[ $ (191,000)| $(6,566,179)| $  (98,000)[ $ (93, 000)| $ -

' " New Debt['$ 2,400,000 ['$ (190,000)['$ 6,168,179 ['$ (704,000){'$ (704,000)('$ (704,000)

Annual Cash Flow| $§  (71,004)] $ 3,721 | % (189,371)| $ 277,011 |$ 275870|% 367,423

Revenue Considerations:

Coupled with national frends in declining golf participation, the marketplace for golf in the
metropolitan area during the limited spring, summer and fall seasons is fairly competitive with the
majority of pressure coming from alternative recreational activities. Regional weather pattermns also
induce volatility into annual golf enterprise revenue performance. While price is an important factor, the
most significant a risk of flight from core users is o a superior product because of limited supply with
recent course closures throughout the metro area. Within its relative control, maintaining Enterprise
revenue levels will primarily depend upon the ability of the City to provide a competitive product to
maintain a variety of core golf users and successfully market the product to ultimately grow utilization.

[tis our understanding that the majority of miscellaneous and sales revenue projections also
reflect limited year round use of the golf amenities. The City expects to explore opportunities to promote
more year round use of the facilities in the future. Also, it is assumed Golf Dome revenues will stabilize

at current levels due to recent improvements and performance.

We are relying on statements from staff that there is capacity available within all models to support
current utilization levels while reducing from a 27 to 18-hole regulation course. However, the City should
consider its reliance on increases to green fees revenue within the renovation models. While it may be
reasonable to set an expectation of no drop off in rounds purchased once operations are stabilized, it is
inconsistent with the City’s overall conservative approach to rely on the higher levels of projected
revenue within the 18-hole model without engaging in a more detailed market analysis to validate it.

Expenditure Considerations

While the City models project a reduced operating footprint from historical levels, it is reasonable
to assume a sustainable level of reductions can be obtained due to recent changes within the golf
enterprise. The pro forma also includes a 3% inflation on personnel costs, despite its reliance on part-
time and seasonal labor whose costs may not historically increase at that rate. One consideration is de-
coupling when reductions in operating costs will occur relative to reductions in course use during periods
of construction. It is absolutely reasonable to assume that commodity, goods, some personnel and '
maintenance expense will be reduced during these time frames, however a cash flow consideration
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should be given to whether a lag will exist between when reductions in revenues and expenditures are
realized.

Non-Operating Pro Forma Considerations

In addition to the operating assumptions, City staff has also anticipated non-operating
expenditures for existing debt on the Braemar Golf Dome, new debt service related to the proposed
Master Plan improvements, and planned capital outlays to evaluate annual cash flow activity. The City
has incorporated a long-term plan for capital improvements for the golf enterprise within its 5-year
Capital Improvement Plan. The plan includes detailed line item expenses identified for equipment
replacement, repairs and facility renovations. Prior to any renovation, the status quo capital outlays
average $674,000 per year primarily identifying major irrigation upgrades needed within the 3-5 year

horizon.

Under a special legislative authority, the City has considered the issuance of General Obligation
Bonds to finance major capital improvements to selected recreational enterprises like the Golf Dome
and Braemar Ice Arena. This debt requires a pledge of existing enterprise revenues, but is backed by
the City’s levy authority which ensures low interest costs relative to other forms of debt. The City’s
existing golf debt service averages $94,000 per year. Using current market “AAA” rates inflated by half
a percent, Ehlers estimates annual debt service at $190,000 for the range improvements, $674,000 for
the 27-hole renovation, and $514,000 for the 18-hole renovation. These estimates are based on a 15-

year term of repayment.

The City has utilized options fo pay for operating deficits, capital and non-operating expenses
using operating cash, capital reserves, Braemar Memorial Funds and transfers from either of Liquor or
General Fund surpluses. These projections do not assume any income related to transfers or potential
interest earning, and are included for illustrative purposes. The City should consider funding long-term
capital improvements through use of a capital reserve for the Enterprise. Future capital costs are difficult
to predict, but additional attention should be placed on maximizing revenues and/or reducing operating
expenses in order to accrue additional funding for this Enterprise’s capital reserve.

Comparison to Peer Municipal Golf Operations

When comparing the Enterprise fo similar municipal golf operations, the total projected revenues
are achievable but are on the higher end of what we see within the metro area. Comparable golf
facilities operated by municipalities in the metropolitan area perform in the range of $2.0 to $2.8 million in
annual gross revenues. However, Edina’s Golf Enterprise is larger than most due to operating a domed
golf practice facility, driving range and 36-hole golf course. Other like municipally operated facilities
typically contain only a single 18 to 27-hole course and outdoor range. Operation of the Golf Dome
alone enables Edina’s revenues to be potentially $300,000 higher than a typical municipal golf operation.
We have no reason foday to doubt the ability of the City to achieve $3.0 to 3.4 million per year revenues
for its operation, but we believe that examining revenues from other facilities is helpful to provide context

for risk and sensitivity analysis.
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Likewise, comparable golf enterprises share recent history of operating expenditures at or
exceeding operating revenues. Typical operating margins range from levels of -10% to 4% of revenues
due primarily to reduction in rounds purchased and the inability to adjust costs commensurate with

reduced utilization. .

Background on Ehlers

Ehlers is a financial advisory firm experienced in assisting local governments with the financing of
a variety of assets, including recreational facilities. Ehlers is not an accounting firm nor was this report
prepared by certified public accountants or according to general accepted accounting principles. This
report is not intended to be construed as an appraisal, a feasibility study, nor as a review of the City’s
capadity/business plan for the Braesmar Golf Improvements. We are engaged in a limited scope
primarily to raise questions about the proposed operating and capital budget, and offer insights given our
experience with the City’s finances generally and with operating budgets for other recreation enterprises.
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Attachment E

Braemar Golf Task Force

Key Considerations
8-Apr-15

The expected utlilzation of the course is expected to be approx. 55,000 rounds for both 27-hole and 18-hole option.
- The 27 hole option assumes similar level of play (50% 18 hole / 50% 9 hole), which is not the most efficient revenue mix.
- The 18 hole option assurmes a shift from 9 hole rounds to more profitable 18 hole rounds. This mix change will result in a more profitable revenue model, but

requires changes to league play, timing of juniors training, etc.

Capacity  Utlilization %

27 hole capacity 80,000 54,500 68%
18 hole 50,600 27,500 55%

9 hole 30,000 27,000 90%

18 hole 65,000 55,050 85%
18hole 45,000 40,050 89%

19 hole 20,000 15,000 75%

Current 80000 52000 65%
18 hole 50000 25000 50%

9 hole 30000 27000 90%

The historical high for number of rounds was 67,000 - This is not expected to occur again. If we thought golf would rebound to these levels, the 18 hole option would

not be able to accommodate the demand.

This review does not consider the viability of the Driving Range/Par 3 Project or the expense associated with the upgrade sprinkler system (assumed to be

maintenance)

The financial return is highly dependent on the utlization, pricing and expense assumptions.  Based on Finances alone the 18-hole option is best.

Overtime, both options have a loss because expenses are assumed to grow faster than revenues.

Joe's Model 2020 2025 2030
27 hole (185)  (401) (604)
18 hole 328 89 (341)

The 27 hole model

Incremental Capital Required $ 6,556
WACC = 5%
Joe's The 27-hole option is only viable if higher utlizaiton can be assumed along with
Best Case Moderate . . o . . . e
Estimate more sustained annual price increases. This option provides more flexibility
Utlization 78% 71% 68% and less chane in the golf habits of the customers Is needed.

Annual Pricing 18-hole| 7% First YR/ | 7% First YR/ | 1%FirstYR/
3% annually | 3%annually | 1% annually
Annual Pricing 9-hole| 3% First YR/ | 3% First YR/ | 1% FirstYR/
2% annually | 2% annually | 1% annually

Expense Inc| 2% 2% 2%
nNev| § (5,034) (6,358) {7,505)
IRR -10% NA NA
Financially viable Maybe NO NO
Free Cash Flow 2025 237 56 (101)

The 18 hoie model

incremental Capital Required $ 4,358
WACC = 5% .
Bast Case Joe's Worst Case The 18-hole option is less risky financially, but requires a chan.ge in golfer
Estimate habits at the course. The downside is alos less risky if golf utilization drops off,
Utlization 85% 85% 65% This option does not provide flexibilty if golf rebounds a more rounds could be
Annual Pricing 18-hole{ 7% First YR/ | 1% First YR/ | 1%First YR/ secured given the 85% assumed utilization rate.

1% annually | 1% annually | 1%annually

Annual Pricing 9-hole] 5% First YR/ | 1% First YR/ | 1% First YR/
1% annually | 1% annuaily | 1% annually

Expense Inc, 2% 2% 2%
NPV (1,283) (1,808)| $  (2027)
IRR 0% -4% NA
Financially viable 0K Maybe NO

Free Cash Flow 2025 376 304 26

























ATTACHMENT G: May 12, 2015 Park Board Item VI1.C. Braemar Golf Course Master
Plan

VI.C. Braemar Golf Course Master Plan
Joe Abood, Braemar Golf Course General Manager, gave a presentation to the Park Board.

Member Good asked if Mr. Abood could explain why the 27-hole course option drives no increase in
operating revenue. Mr. Abood stated it will increase eventually, but it is a three-stage process.

Member Good stated he meant relative to the 18-hole course option why would it drive no increase in
operating revenue. Mr. Abood stated what they have to look at is they did 55,000 rounds in 2014 which
can be accommodated on an 18-hole golf course and they did not project out a huge increase in people
coming back to the facility because there are other options out there. There are not a lot of new golfers
out there so any round they would have to get would have to be stolen from different facilities around
the area and other facilities are also updating their assets as well. It is a very tough market and only
based on the fact that the amount of rounds they have now is similar to what would be on a 27-hole
course,

Member Jacobson stated they were under the assumption that if they were going to close Fred Richards
they would move the usage over to the nine-hole extra. Mr. Abood noted they will still have the nine-
hole executive par three golf course and did increase the rounds over there. Between the Fred Richards
and the existing nine executive holes, they did 30,000 rounds. They projected to bring half of those
rounds over to Braemar.

Chair Gieseke stated that when they decided as a city to close down Fred Richards Golf Course, there
was concern about having full access for everyone in trying to serve the full community. What issues
would be foreseen if they decided to go with 18 holes? Will that limit them somehow in trying to serve
youth, senior groups and everyone else? Mr. Abood thought they will be able to accommodate all of
the golfers on an 18-hole property. They are improving the city’s golf asset and making it better and
more sustainable, going into the future.

Chair Gieseke asked if they were going too far with not enough capacity for the course. Mr. Abood did
not think so, to get to capacity on an 18 and a nine-hole course they will need to get to 80,000 rounds so
it is a long way away.

Member Good asked on the six options that were shown, was there a meaning behind the “best” word
in the presentation. Mr. Abood stated when they say the best 18, they are going to take the entire
property and hole 16 may not be the same hole 16 that it was before because they are going to use the
entire golf course to make the best 18 holes that they can.

Member Cella stated they have a lot of golfers that like to play nine holes and they are going to an 18-
hole course, will that still accommodate people who only want to play nine holes? Mr. Abood stated
what they are seeing right now is those nine-hole rounds are on the 18-hole golf course.

Member Cella asked if they are going to be upgrading and making the 18-hole course better will they
still be able to accommodate people who only want to play nine holes. Mr. Abood noted it’s a matter of
programming.




Member Strother stated when looking at the 27-hole versus the 18-hole option, it does state that an 18-
hole option would force staff to financially favor 18 holes over nine and they would likely lose most of
the golfers. Mr. Abood indicated that’s one of the task force observations and he did not necessarily
agree with that. He did not think they would lose those golfers. He thought it was just a matter of
managing.

Member Jacobson asked who would use the four-hole practice course. Mr. Abood stated it would be
used heavily by the High School and people who want a quick outing of golf. He could see that being
used heavily but did not see a return on the investment as much and is more of an amenity for the
constituents.

Member Jones stated she wanted to speak a little bit about the 18-hole course and make sure that it
does not go into the Oak Savannah. She wondered if the rest of the Park Board has gone out to see
exactly what it looks like. She indicated it is a gorgeous area that is natural and if they were to do option
4, they would be cutting a swath 60 feet wide and at least 500 yards, maybe more through it, which she
was against. Mr. Abood stated it is going up into the hill and is a fantastically designed golf hole and
would be a great golf hole but it is up to the Park Board and City Council whether to go up into that area.

Member Jones indicated she has walked up there and there is quite a bit of elevation change and felt
this might be a challenge for elderly players and should be considered as not necessarily an
improvement. She did not understand why that would make sense to add onto the golf course. Mr.
Abood stated it’s a very good golf hole that would be designed, whether it is the best use of the
property is another decision to make. He thought the golf hole itself would be very nice. Member
Segreto noted from an environmental standpoint it would be a disaster.

Member Jones stated there are trails there and they need to look at this property, not just the golfers
that could use the entire Braemar so this is changing the use of the park that will affect the
neighborhood that is currently using it as a trail. On the needs assessment, the number one item
residents want is additional trails. She was not sure where the course came into play on the needs
assessment but it was not anywhere near as high. She would listen to what the residents would want
and recommend that they do not increase the footprint of the golf course into that area.

Member Jacobson asked if there were plans to improve the trails in any of the options. Mr. Abood
stated that's where the next step would be going to the Braemar Master Plan entire park area. Some
trails were put into the plan but they are not that far designed out. That would need to be something
that would be done in the future.

Member Segreto stated the staff recommendation is option 5 and she wondered if they were looking for
the Park Board to make a motion supporting one of the options. Chair Gieseke thought what the City
Council was looking for was to have the Park Board take a roll call vote stating opinions so the City
Council can weigh those.

Member McCormick updated the Park Board on the financials on this project.
Member Segreto stated on the irrigation system, she noticed on the chart there was a long distance, up

to 30 years, for useful life of the irrigation system. She wondered why an irrigation useful life would
vary so much. Mr, Tom Swenson, Braemar Golf Course Maintenance Superintendent, stated that is just




a matter of how long they want to try to stretch it out. If they shorten the amount of time, they will use
less labor and if stretched towards 30 years they will continually be replacing irrigation parts.

Member McCormick stated the other thing she was going to mention was the increases they were
assuming in the models. Itis a one percent increase on the pricing side, which is pretty conservative but
it does line up with what the National Golf Foundation suggested and the cost is actually increasing by
two percent. In that model they should probably have them going up the same rate but at least itis
consistent in both of the different models so the two can be compared pretty easily. Another thing she
wanted to mention is they have not maintained this course and that is why they are at this stage. She
looked at it as the 18-hole is allowing them to have some cash flow that they can put back into the
course so they are not in the same situation 30 years from now.

Mr. Paul Presthus, member of the Braemar Task Force, gave his comments to the Park Board. He stated
out of the six options he would suggest either number 1 or 4. Number 1 is the best 27-hole option and
number 4 is the best 18-hole option. Either of these options would add tremendously to the golfing
experience at Braemar and position them competitively to compete with anybody in the Metro and
Regional areas. He noted he favored the 18-hole option over the 27-hole option because there is less
risk. He felt there is more uncertainty with the 27-hole option and with proper management they can
come close to satisfying the accessibility needs. He stated he would endorse the 18-hole option because
of the financial concerns but they have two wonderful options to consider based on the work done by
Richard Mandell.

Chair Gieseke asked what Mr. Presthus’ opinions are on the four-hole practice loop. Mr. Presthus
believed that the best plan is for the city to make a selection on which option they want, 18 or 27-hole
first. Mr. Mandell has done some other options and discussed golfing and non-golfing options for that
area. If they did not have the par three, he would say it is a great idea. They will not be able to get any
revenue out of it and he thought it sounded quirky to him. It is worth considering but as an alternative
to the four-hole, they have the opportunity to do some short game practice type things that can be
welcomed to go with what is going to be a state of the art driving range and other things there and they
have the ability on some of the other golf options such as a three-hole green configuration. They need
to do some creative thinking while looking at the options. They can generate some revenue out of the
non-golf course type amenities they will put on the course and everyone will benefit. He noted the four-
hole is not a favorite of his but he is not dead set against it,

Member Good asked if Mr. Presthus would use the four-hole practice round. Mr. Presthus indicated he
would probably not at this stage.

Member Good stated the flip side to that is if they put the four-hole loop in, the 18-hole course would
be shorter, would that impact Mr. Presthus’ view if it were a little shorter. Mr. Presthus stated that’s a
very good question, what every option they go with they will have a new set of tees on each hole,
widened fairways, fewer if any, forced carries so they have to provide a challenging opportunity for
golfers of all abilities and if they do the 18 as proposed, they can have a seven thousand yard from the
tips and that is going to appeal to the younger, better golfers. It is nice to have the distance option and
there are certain events that could be brought to the course with the longer distance.

Chair Gieseke wondered what the corporate activity and revenue generation would be from that. Mr.
Abood indicated there is a lot of potential and it goes back to how they manage the rounds they
presently have. They do not have a lot of opportunity there right now based on the way they have it




programmed out and that would need to change. There is a lot of potential for corporate outings that
do generate a lot more revenue than the daily fee golfers, which helps keep the greens fees down for
the daily golfers.

Chair Gieseke asked if they were potentially losing out on that by choosing 18 over 27 holes. Mr. Abood
did not think so. He thought they will still have to limit it to a certain number of days based on the
league schedules they have so they do not really have an opportunity to do it if they keep the
programming they have in place. They can change the programming in any scenario.

Member Jacobson asked what the pros and cons were to adding a four-hole loop in regards to corporate
outings. Mr. Abood thought it helps with junior golf to have the different options. He did not think it
would give them a better market advantage on any of the corporate outings. It is always good for junior
golf to have more practice areas without a high cost to it.

Chair Gieseke stated it was his understanding with the economic downturn and the addition of so many
alternative things for the youth to do in the last 10 years, would it be beneficial to have the four-hole
loop to bring in non 18-hole youth to get an introduction into golf? Mr. Abood stated it will definitely
draw people in. It will not be huge and Edina has a great junior golf program already; it is one of the
largest in the state.

Ms. Pacy Erck, member of Braemar Task Force, gave her comments to the Park Board.

Chair Gieseke asked what option Ms. Erck would choose. Ms. Erck stated number 1 or number 4 would
be her options. She stated the Oak Savannahs have not been taken care of and would be even more
beautiful if they were taken care of better.

Mr. Hulbert, member of Braemar Task Force, gave his comments to the Park Board. He thought it was
automatic they would be looking at a 27-hole rerouting coming into the review of this course but when
the designs came back for the 18-hole course he thought it was really cool. He stated some of the things
in the park should have been repaired years ago and now is the time to correct the issues. They should
be striving to fill the tee sheet and should be hard to get on this course. If they do this, they need to go
back to the way it was 20 years ago and have a resident patron card. He noted he was excited about
option 5. He supported the closing of the Fred because he felt there was a give and take and this is the
opportunity to get back. He thought the four-hole practice loop was a waste of parkland and money.

He thought there were other things they could do with the land.

Member Jacobson wondered why Mr. Hulbert chose option 5 and not option 4. Mr. Hulbert stated it is
a change of use in that hill and he did not think they needed to go into that hill to create a spectacular
18-hole routing. He did not believe the will from the public is there to do that either and he thought
there were other uses that could be done in that area such as biking and walking and should not be left
the way itis. Chair Gieseke agreed and thought the area is an underused gem in the city.

Mr. Bob Kojetin, resident, 5016 William Avenue, stated he did a lot of research by visiting a lot of
courses in the city. He gave a history of how the Braemar Golf Course came about.

Chair Gieseke stated with Mr. Kojetin’s special history with the city what option would he choose and
why. Mr. Kojetin stated he would go with the 18-hole. Either option 4 or 5 are good ones. He thought
if they built the 27-hole there is not that much difference in price and the city is not going to make the




money to pay for it so the residents will need to pay for it. The driving range has always been the key to
making money for the golf course and the regular golf course has never made that amount of money. If
the driving range is improved, people from all over the Minneapolis area will come to it. They have to
look at that as a revenue maker.

Member Good wondered if there was any directive they can take from the work that has been done on
the strategy that would help them with this decision.

Member McCormick thought there was one clear direction, which was the enterprise facilities were
supposed to pay for themselves, which was one of their key financial objectives.

Member jacobson thought they need to invest in that site in general and she thought they needed to
improve the walking trails.

Member McCormick stated other things she has been considering are they need a separate initiative on
controlling the buckthorn and other invasive species with the city parks. They should have a
maintenance plan.

Member Jones stated with respect to the strategic plan, one of the pieces of that would be that all of
their parks would have a Master Plan. She thought this goes hand-in-hand with how they would use the
entire park.

Member Good liked the framework that Mr. Presthus offered up for the Task Force which was golf,
environmental, financial but as he thought about their Strategic Plan he would flip those around
because he felt their charge was to think financial, environmental and golf and yet still have a golf
course they are proud of as a community and better than what they have today. They have to answer to
those first two items because that is where their strategy is driving them and yet still have the best golf
course they can have for Braemar.

Chair Gieseke stated he would echo that and hoped as part of the discussion and design with all of the
groups that they can strike a pretty neat balance between those three items and they are all important
and he would hate to sacrifice a spectacular golf course if they do not have to. He did lean against going
into the woods or harming any trees but if there is a real reason for it and they can replace them
somewhere he might be open to that as well but he thought those three elements were the key.

Member Jacobson indicated she liked option 5 as part of the Strategic Plan would like to consider the
woods land as one of many lands they are going to talk about across the city and address that separately
and try to optimize the golf course to be as great as it can be on the land it currently is on.

Member Good preferred 18 over 27 holes and felt the financial aspect of it drives the city in that
direction. He preferred option 5 over option 4 because he thought it was the most environmentally

friendly.

Member Jones echoed everything just said and preferred option 5. She agreed with the ability to be
financially prudent so they will have money to reinvest in their golf and to reinvest in the rest of the
parkland so she would stick with an 18-hole golf course and would keep within the footprint of the
current golf course. She would like to consider the year-round usage of that park so making sure they
have the ability to have winter activity there that would fit other people is preferred. She would also




recommend that once this piece gets settled, they do a Master Plan once the golf course is even
designed because it is a puzzle and they need to figure out where all of the pieces need to go and what
they may be.

Member McCormick stated one thing she would mention is the passion and the amount of work the
Task Force has put in has been really outstanding and have really put all of their best work into this. She
stated she would prefer option 5, 18-hole, because she felt it was the best decision financially and she
also felt like they should be managing the woodlands area from an environmental perspective and not a
golf perspective. She felt option 5 really improves the course.

Chair Gieseke stated his opinions were pretty well known and he preferred option 5 for all of the
reasons previously stated. He would like to have a little more discussion on a pitch and putt.

Member Cella thought the financial favor is for option 5. She thought it was difficult to promote 27
holes. She thought they needed to have a Master Plan for Braemar from a park perspective.

Member Segreto stated an 18-hole option is the most financially responsible option to take. She was in
favor of option 5 because she was really concerned about going into the hillside and would like the City
Council to be very careful in looking at the options with the labels the golf consultant has been putting
on the options. She would like the City Council to step up its role as being a steward of the land for
future generations. Member Strother agreed that option 5 would be the best option for the park.

Ms. Kattreh thanked the Task Force for the hard work they have put into this the past year. She thanked
all of the members that were not at the meeting as well.
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