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Distribution of Maintenance Costs
ADOLPH F. SEUBERT, INVERNESS CLUB, TOLEDO, OHIO

lYith comments by 1l1essrs.Alan D. nrilson, Hugh 1. lVilson,
and lV. C. Ferguson.

I have had no experience in the practical work of greenkeeping.
){y business life has been devoted to the employment and handling of labor
:n factory management. I believe I was put on the Green Committee at
lnverness in the hope that I might contribute something out of my ex-
perience to the problem of regulating and controlling expense and ascer-
taining the proper cost of doing the work. This article, therefore, is
submitted more to "start something" than to state definitely what should
or should not be done, and my feelings will not be hurt in the least i£
some practical grcenkeeper or someone else takes issue with my conclusions.

Heretofore, as I understand it, labor costs on golf courses have been
kept in a very crude way under general heads, such as labor, mainte-
nance,_ new work, and the like, which mean very little. No attempt has
been made to break up maintenance costs in any way so as to get the
facts as to the costs of the different kinds of work. It is obvious that
there can be no comparison of the maintenance costs on different courses
until the figures are kept on a common basis.

The first step to be taken in the ascertainment of any costs is to
divide the work into natural di.visions, just as factory costs are broken
up into the operations. This division must be based upon the method of
doing the work and must be natural and not too complicated, so that
accurate records can be kept without much trouble .

. In order to keep oUr costs during the coming year, we propose to use
a separate time-card or time-sheet for each employee, so as to show the
k~nd of work done each day, the number of hours, the rate of pay, and
the totals in dollars. It should be easy enough at the end of each week
to combine the totals from these individual time-cards and put them on a
summary or resume sheet to show the totals for each week for each of the
different kinds of work. On page 125 is shown the time-distribution sheet
we expect to use, and on page 126 the resume or weekly sheet. Considering
the way in which our work is to be done, it is believed that our classifica-
tion is reasonably natural and not too elaborate, and it may be well to
explain the various items.

Routine work an putting-g;'eens.-This includes all the work ordi-
narily done as routine work on the greens. 'Ye expect to employ six men
to cut, roll, weed, and care for the greens, and to trim and take care of
the traps around and about the greens. An extra man "till rut and trim
approaches and edges of the greens with a power mower. All this will
be the daily routine, and all this labor will be put under this heading.

llIowing fairways, mowing l'ough, and mowing tees.-These need no ex-
planation. 'Ye shall haye one man running tractor mowing machines
practically all the time during the cutting season. A man will be used
where necessary in the rough, and one man will take care of the tees.

Cat'e of bunkers.-This will include the work on the bunkers and
traps other than those around and about the putting-greens.

Fertilizi1zg, seeding and top-dl'cssing grcens.- 'Ve expect to top-dress
our greens very frequentlr. Last year this wa.,; done about once a month
and it is planned to do it oftener this year. This item includes the
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CHECK NO. 
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preparation, hauling, and spreading of the top-dressing, and it will also 
include special fertilization, such as an occasional application of sulfate 
of ammonia, and will also include the seeding. There seems to be no 
occasion to separate the costs of fertilizing, top-dressing, and seeding the 
greens. Seeding, for instance, is done only twice a year and the labor cost 
is trivial. 

Fertilizing, seeding and top-dressing fairways.—This will cover about 
the same class of work on the fairways as is described above in respect to the 
putting-greens. 

Special weeding on greens.—This means just what it says; that in 
to say, the weeding not done by the regular greensuien. 

Labor on compost is intended to cover all the work in hauling materials 
and taking care of the compost piles, but will not include the screening of 
compost or the mixing of compost with other materials prior to application. 

Attention to tee boxes, moving holes, etc.—This will cover the items 
mentioned, such as changing the tee markers, changing the position of 
tee boxes, moving locations of holes, changing flags, picking up grass cut
tings, and the like. 

The other items in our schedule seem to require no explanation. 
Only experience will tell whether this classification is right or wrong. 

We have left spaces for other kinds of work as the items of classification 
will develop. Only experience will evolve a classification that can be 
used on all golf courses, and there seems to be no doubt of the desirability 
of the strongest kind of cooperation among golf clubs, looking to stand
ardization of accounts, standarization of methods, and the acceptance of 
a common classification, so that there can be a comparison of costs. 

It is more than likely that experience will show that golf courses will 
have to be divided into groups in order to get to a fair comparison of 
costs. It would hardly seem reasonable to keep the costs of a small nine-
hole golf course on the same basis and with the same detail as the costs on 
a fine, beautifully maintained, eighteen-hole course. There are a great 
many courses in small towns that are maintained at a cost of from $1,500 
to $2,500 a year. I t would not be reasonable to keep the costs on such 
a course on the same basis as on a course that is maintained at a cost of 
from $20,000 to $25,000 a year; so I anticipate that experience will show 
certain natural groupings; but the principle will be the same and the 
necessity for standardization of accounts will be just the same. 

In making up our time-sheet we started with a tentative sheet pro
posed by Mr. A. J. Hood, of the Detroit District Green Committee, and 
we have only added detail and have changed the arrangement. The classi
fication proposed by the Detroit Green Committee included items such 
as cutting greens, cutting tees, cutting fairways, cutting rough, bunkers, 
ditches, roads, and miscellaneous, and it does not strike us that this method 
is either natural or in sufficient detail. 

We have also examined a time-card used on the Maketewah Country 
Club, Cincinnati, which carries the following items: Watering greens and 
tees, cutting greens and tees, weeding greens, rolling and cleaning greens, 
preparing top-dressing, seeding greens and top-dressing, cutting greens, 
seeding fairways, care of traps, cutting slopes and long grass, repairing 
bridges nnd fences, repairs to equipment and odd jobs. Our objection 
to this classification is that it does not conform to our method of doing 
the work. It seems to us that the cost of work on the greens should not 
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be mixed up with the costs on the tees, unless of course the work is done 
by the same men and is not naturally capable of division. Seeding greens, 
unless it is special weeding, should come under care of greens, and so 
should the rolling and cleaning. Preparing top-dressing is as much a 
part of the cost of application as the spreading. Seeding fairways occurs 
but once or twice a year and does not amount to enough to bother with, 
and should be included in the general treatment of fairways. 

A great many systems of factory accounting have broken down be
cause the division of costs was too fine for practical use, and we have 
this objection to a cost-sheet which appears to have been used in Chicago, 
and wiiich classified the items as follows: 

Mowing fairways Power-house labor 
Seeding fairways Barn expense 
Disking and top-dressing fairways Mowing putting-greens 
Rolling fairways Worm eradication putting-greens 
Mowing rough grass Fertilizing putting-greens 
Mowing mounds Seeding putting-greens 
Mowing and top-dressing tees Weeding putting-greens 
Sanding bunkers Labor on drain-tile 
Raking bunkers Repairs to mowers 
Labor sprinkling Repairs to sprinkler system and 

sprinklers 
I t might be possible to keep the costs on the golf course in great detail 

if a competent cost-clerk were employed, but the object to be obtained is 
a simple, easy, workable form that can be handled as a matter of routine, 
day by day, by the ordinary greenkeeper. 

The salary of the greenkeeper is, of course, a part of maintenance 
costs, but the purpose of the time-distribution record now under discussion 
is to classify and record only direct labor. The manner of handling a 
greenkeeper's salary must depend upon the nature of his work. If he 
does nothing but give the work general supervision, then his salary is 
part of the overhead and should not be entered on the daily cards. If he 
devotes a part of his time to direct labor, then so much of his time should 
be entered on the daily cards and the balance which is devoted to general 
supervision should be treated as overhead. 

To determine true maintenance costs the direct labor costs should be 
loaded with the overhead. The. loading of overhead charges is strictly a 
matter of accounting and should be taken care of by the books rather 
than the greenkeeper; and there would seem to be no difficulty in keep
ing proper records if a daily record is made of the greenkeeper's direct 
labor in sirjh form that the bookkeeper can understand how much of the 
greenkeeper?s salary is to be treated as overhead. 

At the end of the year or any period the total amount expended for di
rect labor for the various items" of work will be known, the amount of direct 
labor of the greenkeeper will be known, and the cost of supervision will be 
known. It will then be a simple matter for the bookkeeper to spread the 
supervision expanse proportionately over the direct labor items. Of course, 
the greenkeeper \s direct labor items should not be loaded a second time. 
The supervision expense should only be spread over the costs of the labor 
of others than the greenkeeper. 
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This may seem a little complicated at first glance, but any bookkeeper
ought to understand it.

'Vithout a doubt someone somewhere in the United States has worked
out a complete, sat.isfactory, and entirely practical distribution of main.
tenance costs, and whoever has anything that he considers worth while
should contribute it to the Green Section for publication so that by the
exchange of views and experience a standard system can be worked up in
such shape that it can be used on a great. many courses.

There are many courses that have special problems and special work
and any standard system will have to make provision therefor.

It goa'3without saying that there should be a complete separation
of the work on the golf course from the work around the house and general
grounds, dnd there should be a separation of maintenance and non-mainte-
nance work.

It ought to be made possible by standardization to lay the accounts or
two or a dozen courses side by side and see where the money went, just
exactly as a group of factories with ,vhich I happen to be connected are
obliged to compete with each other, and the figures are made comparable
by oper~tion on a common system. It is hoped that by this time next
veal' the Green Committee of the United States Golf Association will be
~ble to send out a full set of forms, with complete instructions for use,
about the same as the Interstate Commerce Commission prescribes for the
accouuting of railroads. 'rhis can hardly be done, however, until the
proper forms are evolved. The subject is an important one, and it is
hoped that everyone who has any suggestions to offer will not fail to let

. the Green Section,members benefit by them.

COMMENTS BY MESSRS. ALAN D. WILSON AND HUGH I. WILSON, PHILADELPHIA, PA.

We have carefully gone over the cards accompanying Mr. Seubert's article
on Distrib'ntion of Maintenance Costs and we feel that the author is on the
right track when he tries to reduce the number of items and so simplify the
card. But it seems to us that he should go still further in this direction, having
in mind the difficulties of the average club in the practical application and use
of such a. system. It is our opinion that items 2, 3, and 4 should be consolidated
into one item, which should read, Mowing fairways, rOllgh; and tees. This really
is one job, especially when it can be done with a tractor or triplex mower, an~
where the tees are so built that they do not have to be cut by hand. In any
event it is aU a rough mowing job.

We do not see why item 9 should not be combined with item 6 under the
heading, Fertiliziing, seeding, top-dressing, and eradicating worm.$ from greens.

We do not understand what item 12, barn work, means. If it is the care
of horses, we think it should be made clear, and if it is the care of equipment
we think it should be combined with item 15.

In regard to item 13, Repairs to water lines, these are so trivial on the aver-
age course that we think it might be well to combine this item with 15. Another
reason for this is that the watering systems of various clubs are of sueh dif.
ferent character that the cost of maintenance would not be comparable and
would give no valuable information.

In his discussion of the heading, Labor on com,post, Mr. Seubert says, "but
will not include the screening of compost or the mixing of compost with other
materials prior to application." The question arises whether the cost of screen.
ing compost should not be charged up against this labor. If you want to com.
pare. the difference between the cost of compost and commercial fertilizer of an~
sort, it seems to us that you should know the cost of the compost when it is com.
pleted and rea?~ to apply to t~e gree~~; in other words, .when it is in just
the same condition as commerCIal fertilIzer would be when delivered to YOU
ready to apply or to mix with other materials.
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We think the general lay-out is exceedingly good, but we do feel strongly
that for practical value we must get the plan so simple that a man of averag"
education will be able to apply it reasonably correctly and without undue labor.

COMMENTS BY MR. W. C. FERGUSON, GLEN ECHO COUNTRY CLUB, NORMANDY, MOo
With reference to the daily time-card I would say that I have never been

in favor of a daily time-sheet. I think a time-card for each man covering a
period of two weeks is more satisfactory. Keep these time-cards in a loose-leaf
book and have them turned in semi-monthly. This is also convenient when a
man quits the work in the middle of a pay period, as his particular time-card
can be taken out of the book, checked up, and vouchered. It also gets away from
the necessity of writing a man's name daily on the time-card. This is merely a
matter of opinion, however, as the data desired can be obtained by either
method. I am submitting herewith a form, on page 131, showing the. pay-sheet
suggested by a committee of the St. Louis Greens Section. This is~ a weekly
sheet, and there are a number of features which I do not like in it. I am having
some prints made up for my own use which are considerably different from
these sheets.

With reference to the distribution record, I would say that I do not think
this is complete. There is no provision made for showing supervision, nor main-
tenance items on the club grounds other than on the course itself. I believe this
to be of enough importance to warrant subdivision. I do not believe the daily
distribution of time as shown in the Inverness Club record is of much value for
comparative purposes, and the work necessary to subdivide the pay roll for eacb
day into various items is quite considerable.

The report, in my opinion, should show not only the expenditures for labor,
but for material; for the weekly, fortnightly, or monthly period. It should also
indicate the total expenditure on any subdivision of the work up to date of the
report and mayor may not show the amount expended up to that time for the
previous year; but above all, it should show the total budget allowance. I am
also submitting a form, on page 132, showing the record recommended by a com-
mittee of the St. Louis Greens Section, which can be used either as a fortnightly
or monthly report. This shows all the items I have mentioned above. I
used something of this sort, which was not subdivided in such detail, last year,
and found it very helpful, the items detailed in this budget allowance being
made up from the budget expenditures of last year. The advantage of having
the budget allowance on each report is that one can immediately see when
one is beginning to approach the end of one's "string."

As for the Resume of Time Distribution, I cannot see what advantage that
would have. I may not understand the purposes of this report, but at the pres-
ent time I do not see how it would aid in the organization or direction of
grounds work.

The St. Louis Greens Section is having printed forms which are identical
with this monthly maintenance report and expect to make comparisons of costs
on the subdivision basis as shown. The committee is aware of the fact that this
record is not anywhere near perfect; but something must be done; and it is
hoped that by the end of the year some e."'Cperiencewill have been obtained on
which to draw up an intelligent record for the succeeding year .
. 'Yith. refe:ence to the ~rticle i.n get;eral,. I think it is very good, and be-

heve It wIll brmg out some mterestmg dISCUSSIonswhich will be very beneficiaL

EDITORIAL NOTE

The. comment~ illustrate and enforce the writer's point that a standard
system IS a neceSSIty, and that there must be a compromise between too much
detail and too little, and that the system must be natural and workable. The
clubs must work together on a standard system though it may not exactly suit
everyone.

The article relates only to labor costs and leaves for future discussion other
r:natters of accoun.ting, such as material costs, budgets, etc. The most important
Item of expense IS labor, and there can be no comparison of figures until the
fig-ures are made up so as to show where the labor is used and what it costs.
The Green Committee of the U. S. Golf Association will value the cooperation
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Trees, Shrubbery and Flowers 

Lawns 

Tennis Courts 

Watering Greens and Tees 

Weeding Greens and Tees 

Cutting Greens and Tees 

Surfacing Greens and Tee* 

Fertilizing Greens and Tees 

Seeding Greens and Tee* 

Cutting Fairway and Rough 

Seeding Fairway and Rough 

Fertilizing Fairway and Rough 

Traps 
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Balance of Links 

Maintaining Implements 

Supplies and Miscellaneous 
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Form Approved by Greens Section of tha St. Louis District Golf Association 
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.'.__ COUNTRY CLUB 

Grounds o r Green* Department 

MONTHLY REPORTS TO CHAIRMAN 
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Form Approved by Greens Section of the St . Louis District Golf Association 
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of member clubs in adopting some system of distributing labor costs, whether it 
is their own or some other club's system, so that the experience of many can 
be available as a basis for the construction of a standard system next year. 

I t is hoped that the article will induce many clubs to attempt something in 
the way of a cost system and that there may be a general discussion of the 
subject through the columns of T H E BULLETIN and otherwise, so that at the end 
of the year we shall have the material to use in making up something in the 
way of forms that can be accepted as standard. 

Questions and Answers ! 
All questions sent to the Green Committee will be answered as prompt- | 

ly as possible in a letter to the writer. The more interesting of these I 
questions, with concise answers, will appear in this column each month. If j 
your experience leads you to disagree with any answer given in this ? 
column, it is your privilege and duty to write to the Green Committee. I 
Please bear in mind that the recommendations given apply specifically to } 
the locality designated at the end of the qttestion. f 

• I : 
1. Economizing in seeding by use of mixtures for northern greens, fair

ways, and rough; wheelbarrow seeder vs. hand-sowing; rate of seeding; red 
fescue, bent, redtop, bluegrass, Pacey's rye-grass, orchard-grass, tall meadow-oat-
grass, meadow-fescue, sheep's fescue.—You advise for fairways bluegrass. 4 
parts, fancy recleaned redtop, 1 part; for greens, German creeping bent and 

•fancy recleaned redtop in equal proportions. As you know, prices are unusually 
high this year, and I would like to cheapen this a bit if it can be done without 
great harm. Red fescue at 50 cents a pound is much cheaper than creeping bent 
at $1.40. Could I use 25 per cent fescue, 25 per cent bent, and 50 per cent 
redtop? Our soil is a fairly rich clay-loam, not a bit sandy; I know fescues are 
sand-lovers. Will 5 pounds to 1,000 square feet be heavy enough? We are 
seeding new greens, not reseeding old ones. Is there any mechanical hand-
sower that will insure sowing this seed more evenly and more economically than 
simply by hand-sowing? I presume a wheelbarrow seeder would be inadvisable 
for greens. Now, as to the fairways, can I cheapen my mixture a little by 
adding English rye, meadow fescue, or orchard-grass ? If I use rye-grass, would 
the short-seeded or Pacey's rye-grass be better than the other grade ? I am 
quoted the same price for either grade. What is the very cheapest seed I can 
use for new rough ? I had thought of orchard-grass, meadow-fescue, and redtop. 
I am not striving to get a hard rough, but just grass on it so the general ap
pearance will be good and so that should we want at any time to change fair
ways we could do so without much trouble. White clover is native to this sec
tion, and on old sod we find it abundant, and it will naturally creep into all our 
fairways.—(Pennsylvania.) 

Our advice would be to effect your economy by using some redtop, 
but not to use fescue. In our exper ience i t has been almost useless to 
seed fescue mixed wi th the bents , as in the end the fescues never endure 
in competition with the bents. You can reduce your bill therefore by 
seeding with a mix tu re of 75 pe r cent r ed top and 25 pe r cent bent. The 
r e d t o p will eventua l ly d i sappear so t h a t you will have pure bent . The 
fescue, we feel sure , will not give y o u th is resul t . The ben t seeds, includ
ing redtop, are very fine seeds, abou t 4,000,000 to a pound . Bear in mind 
t h a t the ra te we advise means about 20,000,000 seeds pe r 1,000 square 
feet, or 20,000 pe r square foot. Real ly one can get a long with much less 
seed than this, bu t in our experience it is not advisable to reduce the 
seeding to a smaller amount , as it m a y t ake much longer to get a dense, 
wel l -kni t ted sod. 


