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BACKGROUND 
In the fall of 2015, Mayor Beutler appointed 13 community leaders to serve on the Community 

Committee on Lincoln City Golf Sustainability, charging the Committee with one primary task:  to 

identify and recommend funding streams that would adequately fund the infrastructure repair and 

replacement needs of the City’s public golf courses (see attached Memo from the Mayor to Committee 

members).   More specifically, the Committee was asked to identify approximately $750,000 annually to 

keep the golf program’s infrastructure in serviceable condition.  As part of its assignment, the 

Committee also explored related issues, including the City golf program’s management structure and 

whether to close any of the City’s courses.  Both of these topics were addressed in the 2013 National 

Golf Foundation study, which the Committee revisited in its February meeting.  Mayor Beutler asked 

that the findings of the committee be discussed during a facilitated community meeting to seek advice 

and guidance from additional community residents. 

 

The Committee met five times as a group between November 3, 2015 and March 2016.  Each facilitated 

meeting lasted approximately four hours, except for the final meeting where his report was adopted.  In 

addition, small groups met regularly between meetings, individual Committee members conducted 

extensive research, and staff prepared responses to questions generated during committee meetings and 

worked with the facilitators who coordinated the process.  The Committee meetings were public, and a 

number of citizens attended all or a portion of several meetings.   Public comments were accepted at the 

beginning of each meeting, and agendas and meeting information were posted on the Lincoln City Golf 

website.   

 

Two committee meetings (November 24 and December 9) involved small group discussion sessions 

where ideas for generating additional revenue and for reducing operating expenses were developed and 

discussed.  During the December 9 meeting discussion groups projected the cost of implementing 

strategies and estimated potential new revenue or cost savings.  In addition, the discussion groups 

considered the relative potential impact of each strategy, and how easy or difficult the strategy might be 

to implement.  Information generated during the small group discussions is included as an attachment to 

this report.   

 

In short, the process demonstrated that many individuals across the community are dedicated and 

committed to finding a long-term sustainability solution for the Lincoln City Golf Program.  

 

FINDINGS 

1. AFFIRMATION OF LINCOLN CITY GOLF 

It was the strong consensus of the Committee that the City’s golf courses are a highly valued 

community recreation asset.  The four Lincoln 18-hole courses are strategically located in the four 

quadrants of the City.  Each course is well designed and maintained, and the system offers golfers a 

variety of opportunities to learn and enjoy the game.  Pioneers, the oldest and the favorite course of 

many Lincoln golfers, is in immediate need of improvements to both the course and the clubhouse.  

Such changes are necessary for Pioneers to remain at the pinnacle of Lincoln City golf.  Highlands, 

the newest and the most challenging City course, is on par with the revenue produced by Pioneers.  



The Committee agreed, however, that golf managers need to reduce expenses on this larger links 

tract, if possible, because the course does not generate sufficient funding to cover annual operating 

expenses.  Mahoney is performing very well and adds substantial benefit to the Golf Fund.  

Currently the lowest performing City course is Holmes, due to a variety of factors, including 

repeated flooding of the course during fiscal year 2014-2015 (October, May, and August), as well as 

competition from privately-owned golf courses in the area.  Finally, the Jim Ager Course, situated 

near the geographical heart of the City, provides a unique resource for Lincoln’s youth to learn golf.  

New leadership at Jim Ager has already shown great promise for the youth and beginner golf 

program, helping to grow the game for the future.   

 

In short, the Committee affirms that each of the City’s municipal golf facilities is a valuable 

community asset.   

 

2. SUSTAINABILITY FUNDING 

Mayor Beutler’s primary charge to the Committee was to identify funding to meet the capital repair 

and replacement needs of the City’s golf courses, estimated to be $750,000 annually.  Recognizing 

that the scope of the needs would likely require an incremental approach, he directed the Committee 

to identify a strategy that could be implemented over a six-year period.   

 

The Committee discussed potential areas of revenue or savings that would both improve the overall 

financial standing of the golf program as well as provide revenue specifically earmarked for capital 

needs.   Funding streams are identified below, and City staff provided specific dollar amounts in 

each instance.   

  
EXISTING SOURCES OF REVENUE 

a.  Cell tower lease revenue     $   90,000 

b.  Holmes Clubhouse surcharge     $ 124,000 
1
 

 

NEW POTENTIAL SOURCES OF REVENUE/SAVINGS 

c.  Designated CIP surcharge of $1 per 18-hole round  $ 124,000 
2
 

d.  Increase green fees at Highlands $2 per 18-hole round $    49,500 
2, 3 

e.  Increase green fees at Pioneers $2 per 18-hole round  $    53,400 
2, 3 

f.  Increase cart fees 25-cents    $    19,000 
2, 3

 

g.   Renegotiate water rates (Highlands, Holmes, Pioneers) $    24,000 

h.  Eliminate electricity demand charge at Highlands  $      4,000  

i.  Renegotiate range revenue with an additional 10% to City $    22,000  

j.   Improved net revenue from increased marketing  $    23,000 

k.   Reduction of Central Service Fees    $    34,800 
4 

     (under management company model)
 
 

l.   Shift Ager to Parks & Recreation Department Budget  $    45,000 
5
 

TOTAL         $  612,700 

                                                        
1 Holmes Clubhouse bond payment is about $172,000 annually and will be retired in 2021. 
2 Based on 165,000 annual rounds of golf played. 
3 City staff indicated that at least a portion of such revenues may be necessary to fund operations of the City golf program, 
depending on the number of rounds played in a given year.   
4 Such savings would be realized if the City golf program contracted with a private management company to operate the City golf 
courses and clubhouses.  
5 This action essentially requires additional City general fund dollars.  The City Parks and Recreation Department has identified 
approximately $1.72 million in annual unfunded repair and replacement needs across its programs (excluding golf infrastructure). 



Richard Singer, the National Golf Foundation consultant who presented to the Committee on 

February 6, noted that golf courses across the country are struggling to fund both operational and 

capital needs.  He indicated that public funding support is likely essential to the long-term 

sustainability of the Lincoln golf program.  The Committee agreed with this premise and identified 

that public support could include the following: 

a. Community capital campaigns for specific projects (e.g., the Pioneers Clubhouse and Course 

Improvements, which are estimated at $2 million; Highlands improvements to the lake wall 

and cart paths; Holmes Lake improvements to address flooding issues) 
6
 

b.   Planned giving campaign by the Lincoln Parks Foundation 
7
 

c.   Designating Keno funds for golf courses annually or for approved golf course infrastructure 

renovation projects 

d. Voter-approved bonds for Parks and Recreation Department capital improvement needs, 

including those of the golf program 

e. Other public funding options (such as moving the cost of golf program employee benefits to 

the City general fund) 

 

The Committee recognized the challenges of identifying the “right” sustainability package.  Some 

Committee members noted that if the golf program placed the full cost of capital needs on golfers, 

fee increases may drive golfers to other courses.  Other Committee members noted that although 

City general fund/Keno support of golf courses would be viewed favorably by the golfing 

community, others competing for those limited City general fund dollars may not support such an 

approach.   There was general consensus that a reasoned and balanced approach is critical to the 

long-term success of the City’s golf program.   

 

3. MANAGEMENT OF CITY GOLF PROGRAM 

While determining the best option for managing the Lincoln Golf Program was not necessarily part 

of the Committee’s charge, it was the consensus of the Committee that there is an urgent need for 

more robust management of the City’s golf program.  As one member of the Committee succinctly 

explained:  “We need someone who wakes up every morning, and his or her first thought is about 

the City’s golf program.”  At this point, the management function is divided among several 

individuals.   

 

Under the current model, the City contracts with four golf professionals.  Highlands, Mahoney and 

Pioneers are operated under a “concessionaire” model  whereby the contracted golf professional 

collects greens fee and cart revenue for the City, pays the cost of operation of the clubhouse (except 

utilities and repair and replacement) and driving range, and derives a large majority of revenue from 

food and beverage, merchandise and the range.  Because of bond funding requirements, Holmes is 

operated under a management model whereby all revenues go the City, and the manager initially 

pays for and is reimbursed by the City for costs (staffing, food and beverage, and merchandise) for 

clubhouse operations.  These contracts are administered by Parks and Recreation staff, all of whom 

                                                        
6 Representatives of the Lincoln Parks Foundation’s fund development team met with the Committee and outlined the process for 
identifying a fundraising project.  The representatives also noted that an active volunteer campaign committee of golfers would be 
needed for a capital campaign to succeed. 
7 The Lincoln Parks Foundation has been working towards an increased planned-giving program.  At this point, the Foundation 
does not have staff resources dedicated to planned giving.   
 



have a number of other responsibilities. Jim Ager is operated by the City.   The five courses are 

maintained by City staff.   

 

The Committee identified two alternative management models.  In the first model, the City would 

recruit a golf business coordinator who would be responsible for the overall performance of the golf 

program, including administration of the golf professional contracts, marketing customer relations, 

and long-term planning.  The golf business coordinator would be a City employee within the Golf 

Fund.  The clubhouses would continue to be managed by contracted golf professionals, and the 

courses would continue to be maintained by City staff under direction of the Golf Maintenance 

Coordinator.  Recent strong hires in the golf program suggest that this model could be successful if 

“the right person” is hired.  Staff estimates a cost of approximately $80,000 (salary and benefits) 

annually for this new golf business coordinator position. 

 

In the second model, the City would contract with a professional golf management company to 

manage and operate the City golf program.  (City staff would no longer maintain the courses, and the 

City would no longer contract with golf professionals, who currently operate the clubhouses.) This 

model would utilize the professional expertise of companies whose sole business is golf.  These 

companies have trained staff in marketing, course management, operations, and concessions.  City 

staff would be responsible for oversight of the management contract, including monitoring finances 

and performance measures. 

 

When it conducted its sustainability study in 2013, the National Golf Foundation recommended that 

the City consider the golf management company model.  The Committee met via telephone 

conference with Richard Singer, one of the individuals who conducted the 2013 study.  Mr. Singer 

advised the group that although moving to a professional management company is not “a silver 

bullet,” that will fund the golf program’s capital improvement needs, he again recommended that the 

City consider this option.  Golf management companies typically charge a fee equating to 

approximately 5% of total golf revenues.  Mr. Singer indicated that this management fee would 

likely be covered by various savings and increased revenues resulting from the new model.   

 

4. GOLF ADVISORY BOARD  
The Lincoln golf community is passionate about their golf.  The Committee discussed creating a new 

golf advisory board or restructuring the current golf advisory board that is a subcommittee of the 

Parks and Recreation Advisory Board to include representation from all segments of the City’s 

golfing community.  Such an effort would provide an important structure to build upon the positive 

work of the Committee.  The Committee agreed that positively harnessing the energy and 

commitment of Lincoln golfers will be critical in helping to grow Lincoln Golf. 

 

5. NEW APPROACHES TO MUNICIPAL GOLF 
Small group discussions generated ideas to attract additional utilization of Lincoln’s municipal golf 

courses.  Suggestions included evaluating opportunities to offer different types of play on the golf 

courses, such as “horse course” areas, foot golf, and other trending activities that appeal to a broader 

demographic.  There were also suggestions regarding enhancing facilities to encourage additional 

use such as converting Elks Field into a driving range next to the Ager Golf Course, provided heated 

hitting bays for winter use, and creating virtual golf areas within one or more clubhouses for winter 

play. 



6. RECOMMENDATIONS 
Please note that this section will include prioritized recommendations from the Committee 

regarding funding options and parallel efforts. 

 

CONCLUSION (subject to review and discussion by the Committee) 

The Committee appreciated the opportunity to discuss and analyze strategies to fund the Lincoln 

Golf Program’s capital repair and replacement needs.  There was consensus that Lincoln’s golf 

courses are tremendous recreational assets for our growing City, and the City cannot afford to allow 

these assets to deteriorate.  Lincoln’s golf facilities are certainly worthy of the community’s best 

efforts to preserve and improve them, ensuring their use for years to come.  The community 

suggested that the operating model for the Lincoln City Golf program, and the relative acceptability 

of the identified funding strategies be discussed during the upcoming facilitated community meeting. 
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ATTACHMENT A:  Processing of Ideas, November 24, 2015  
 

Group: Doug, Clancy, Dan, Larry  

Best ideas: 

 Contract management 

 Capital campaign 

 Utility rate changes – establish low demand periods for utilization of utilities 

 Golf commission – oversee operations, address concerns 

Worst ideas: 

 Close or sell Highlands 

 Cutting maintenance staff 

 Free bottled water on the courses 

Didn’t make the list: 

 Raise rates 

 

Group: Karen, Rod, Brad B., Bill 

Best ideas: 

 Single management structure 

 Restructure agreements with golf professionals to capture more revenue for the City 

 Review expenses line by line 

 Utilize golf courses at non-peak times – special rates, other uses 

 Raise fees 

Worst ideas: 

 Discontinue operation of Mahoney 

 Move golf operation to General Fund 

 Lower water and electric rates just for public golf courses 

Didn’t make the list: 

 Keno, lottery funds 

 Corporate sponsorships for Ager 

 

Group: Brad K, John, Dick, Carl 

Best ideas: 

 One manager, combine all golf operations – could be outsourced 

 Reinvent golf experience – Baby boomers will be aging out.  Millennials are not playing golf. What do 

Millennials want? – quick play, social experiences.  Dedicate one course to Exec Par 3 course.  Create a 

“horse course”  with no tee boxes. Frisbee golf.  Ager – give to Parks and Recreation General Fund or 

take advantage of growth in Downtown and East Downtown – upgrade for executive play. 

 Marketing and Event Planning – incentivize play during non-peak times 

 Fundraising – Pioneers Clubhouse renovation as poster child. Sponsorships. Fundraising for “retooling” 

of one or more golf courses. 

 Don’t sell the Highlands – best municipal course.  Could charge more for golf at Highlands. 

Worst ideas: 

 Increase rates 

 Partner with UNL Golf 

 Sell a golf course 

  



ATTACHMENT B: Working Group Reports,  December 9, 2015 
 
Larry, Clancy, Ann 

 Change management structure to reduce cost to golf program and results in added revenues to the 

program.  No specifics as to approach.  Could be single management contract, or three separate contracts.  

Streamlining, more revenue coming to the golf fund.  

 Establish a golf management position to assist in overseeing the golf program.  Tax funded or enterprise 

fund funded. 

 Golf user committee to work with golf manager to work with policy.  Give golfers more of a direct voice 

and input.  Commission versus advisory committee.  A commission with budget authority would require a 

vote of people. 

 Private management company contract include maintenance. 

 New marketing plan including social media, event planning.  Bring in a marketing person. 

 Pursue utility rate changes, particularly for water.   

 Move Ager to General Fund as a recreation facility and program. 

What is needed: 

Further information about golf management model? Pros and cons, financials. 

What does golf committee with additional involvement look like? 

 

Carl,  Dick, John 

 Different management model.  Would like to hear about options, perhaps from NGF. 

 Renegotiate concession income, particularly for food and beer.  Increase food and beverage options, to 

increase revenues. 

 Negotiation of favorable water and electricity rates. 

 Consider alternative energy sources – perhaps solar. Grant possibilities. 

 Discontinue fees paid to the City for administrative costs – central services. 

 Increase greens fees or surcharge. 

 Centralize management for programs (clubhouses) and facilities – self operation. 

 Develop youth golf.   

 Strengthen connections with UNL programs. 

 Renegotiate range income shares. 

What is needed: 

How are administrative costs assessed? 

What would NGF charge to come in and consult? 

Would professional golf management model result in reductions in Central Service charges?  (Likely yes.) 

 

Brad B., Rod, Karen, Bill 

 Single management structure over course maintenance and clubhouse operations. Utilize private Non-

City unionized employees to perform the work.   

 Reduce payout of keno prizes of about 1% and direct to golf fund, about $300,000. 

 Raise surcharge to be designated for CIP only. 

 Foundation fundraising. Would require a “sexy” project – such as Pioneers clubhouse renovation and 

add banquet facilities.  Needs to be a compelling project.  Concern about competition of banquet facilities 

with private sector. 

 Move Ager Golf Course to General Fund.  Emphasis on being a youth recreation facility. 

 Promote additional play at Ager as Exec Course, including development of a new driving range. 

 Line by line review of expenditures for utilities.  Consider requesting reduction in utility rates. 

 Raise property taxes 1/4 cent, about $3.75 per year on an average home. 

 



What is needed: 

Is asking for 1% of Keno feasible? 

If we eliminate staff, what is the cost for payouts, and is it legal? 

 
Common Themes from December 9 Working Group Reports 

 Single centralized management structure.  More information needed about professional golf management 

model. 

 Capture more revenues from clubhouse operations. 

 Explore possible options to reduce utility rates (i.e., water, sewer). 

 Move Ager Golf Course operations and program to the General Fund. 

 Additional surcharge for CIP. 

 

Other ideas: 

 Reduce percentage of Keno payouts and direct proceeds to the golf CIP. 

 Golf user committee/commission. 

 Fundraising for targeted project(s). 

 
 
  



ATTACHMENT C: Strategies, Impact, Ease of Implementation, December 9 2015 

 

 


