CITY OF

BLOOMINGTON
MINNESOTA
Hyland Greens Task Force

October 28, 2015
6:30 — 8:30 p.m.
Haeg Conference Room
2"Y Floor, Bloomington Civic Plaza
1800 W. Old Shakopee Road, Bloomington, MN

Call To Order:
Facilitator Irina Fursman called the first meeting of the Hyland Greens Task Force to order at
6:30 p.m. in the Haeg Conference Room at Bloomington Civic Plaza.

Task Force Members Present: 14

Doug Bruce

Andrew Carlson

Eric Gabrielson (alternate for Mike Kolthoff)
Wayne Haeg (alternate for Virg Senescall)
Liz Heyman

Diann Kirby

Jim McCarthy

Randy Quale,

Cindy Rollins

Annie Schmidt (alternate for Rod Axtell)
Rick Sitek

Cary Weatherby

Larry Welte (alternate for Laura Perreault)
Roger Willette

Task Force Members Absent: 4
Rod Axtell

Mike Kolthoff

Laura Perreault

Virg Senescall

Other Staff Present: 1
Alison Warren, Office Support Specialist, Parks and Recreation Division (to take minutes)

Facilitators Present: 2
Irina Fursman, Huelife
Erik Juhl, Web Coordinator, Community Services Department, City of Bloomington

Members of the Public Present: 19 (including 1 Alternate Task Force Member)



Welcome and Introductions/Agenda Review - 6:30 p.m.

Irina welcomed the Task Force members and guests to the second meeting for the Hyland Greens
Task Force. She requested that the members introduce themselves, share their position on the
Task Force and, if they were in attendance at the previous meeting, one thing they remembered
from that meeting. The introductions were as follows:

e Irina Fursman introduced herself as the co-facilitator of the Hyland Greens Task Force.

e Eric Juhl is serving as a co-facilitator of the Task Force and is a member of City Staff.
(Communications)

e Roger Willette is serving as a Representative of the Planning Commission and
remembered the meeting being well organized and also noted that many items were
discussed, but many others were still waiting discussion.

e Cindy Rollins is serving as a member of City Staff (Budget Manager) and recalled
working in all different sizes of groups.

e Cary Weatherby is serving as a Representative of the Community and remembered that
everyone was interested in looking into lots of different ideas including maintaining golf
as an option for Hyland Greens.

e Doug Bruce is serving as a Representative of the Community and was not in attendance
at the first meeting.

e Rick Sitek is serving as a member of the City Staff (Golf Manager) and focused on
keeping an open mind for all of the options available as well as keeping golf viable
within the community.

e Jim McCarthy is serving as a Representative of the Parks, Arts and Recreation
Commission and remembered discussing the six existing options and adding a seventh
option of “other”.

e Liz Heyman is serving as a member of the City Staff (Planner) and recalled everyone
being interested in arriving at a sustainable option for Hyland Greens.

e Wayne Haeg is serving as Alternate Representative of BAA Golf and was not in
attendance at the first meeting.

e Andrew Carlson is serving as a Representative of the City Council and remembered the
group being very engaged, committed and well informed.

e Eric Gabrielson is serving as Alternate Representative of the Community and was not in
attendance at the first meeting.

e Larry Welte is serving as Alternate Representative of the Community and remembers
everyone being interested in coming up with a solution.

e Randy Quale is serving as a member of the City Staff (Parks and Recreation Manager)
and recalled the large attendance at the last meeting.

e Eric Gabrielson is serving as Alternate Representative of the Business Community and
was not in attendance at the first meeting.

e Diann Kirby is serving as a member of the City Staff (Community Services Director) and
remembered the room being very crowded with the large attendance. She announced that
future Task Force meetings would be held in the Haeg Conference Room to
accommodate the Task Force and audience members.

E. Juhl provided announcements. He stated that microphones were set up to improve the
experience for the audience. He thanked the audience for attending the meeting and reiterated
that this was an open process and that staff was open to all possibilities. E. Juhl also mentioned
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another upcoming task force regarding a potential community center and the possible connection
to the Hyland Greens Task Force. He noted that a sheet of paper was posted on the wall for
members to write down their ideas that will be shared with the Community Center Task Force.

E. Juhl responded to the request from the last meeting to have a developer present options for the
Hyland Greens property. He stated at this time it would not be feasible to have an outside
developer present due to the amount of work and time it would take for a developer to create a
development scenario. He mentioned that the City of Bloomington’s Planning Division will
provide a good sense of the development opportunities for the land at a later meeting. Lastly, E.
Juhl responded to a question that arose during the last meeting about whether the City Council
could designate tax dollars for the golf courses; he stated that this is an option.

D. Kirby described the contents of the binders provided to each Task Force member. Each
binder has dividers for all six (6) planned meetings. The second tab, for the October 28, 2015
meeting, contained an agenda for the October 28, 2015 meeting, the minutes from the October
14, 2015 meeting, the updated Hyland Greens Task Force Charge, the financials for Hyland
Greens and Dwan golf courses, Business Plans for Hyland Greens and Dwan golf courses, a
summary of the October 14, 2015 meeting evaluations and an evaluation form for the October
28, 2015, meeting.

Overview of Financials — 6:45 p.m.

C. Rollins presented an overview of the financials for Hyland Greens and Dwan golf courses.
She shared information regarding the operating expenditures and revenues, pointing out the
adopted budgets for 2016 as well as noting large transfers into the budgets in recent years due to
capital projects. These capital projects included the roof replacement at the Dwan clubhouse as
well as the reconstruction of the Dwan Maintenance Building.

Next C. Rollins reviewed the financials for Hyland Greens. She pointed out that for the purposes
of this exercise, the golf courses’ working capital was budgeted to Hyland Greens in 2011. C.
Rollins provided an explanation of working capital which is what is left when the current
liabilities are subtracted from the current assets. She noted that this does not include land,
equipment or depreciation. C. Rollins said that each year a working capital goal is set. It is
created by using long term models. The actual working capital is then compared to the working
capital goal and is rated. A green box appears when the actual working capital is 90% or above
the working capital goal, a yellow box when it is 80 — 90% and a red box when working capital
is 80% or below its goal. The financials for Hyland Greens showed a red box for working capital
for the past four years.

C. Rollins then reviewed the revenues and expenditures for Dwan Golf Club. She reminded the
Task Force that in this presentation, all working capital for the golf courses was provided to
Hyland Greens in 2011. She stated that although the next two years show a net loss, the long
term model shows Dwan meeting its working capital goals.

C. Rollins then reviewed the financial statement for both courses combined. She noted that in

2011 there was $396,000 in working capital. She stated that based on projections, the working
capital total for both golf courses combined will be -$26,000 in 2016.
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Next in the packet were charts and figures regarding rounds played at both courses and driving
range revenues at Hyland Greens. R. Sitek commented on the frequent player card revenues at
Hyland Greens. He stated that in 2008, 650 frequent player cards were sold; in 2015, only 312
were sold.

C. Rollins summarized the financial review by stating that Dwan has been subsidizing Hyland
Greens and, due to the capital expenditures at Dwan as well as decreased golf revenues, this is
not a viable option for the future.

L. Heyman inquired about the driving range at Hyland Greens. She asked if the driving range
revenues cover the driving range expenses. She also wondered what type of revenues would be
needed just to sustain the driving range. Staff stated they would look into this question.

L. Welte inquired about a transfer of funds from golf to the Bloomington Ice Garden. He asked if
the money has been transferred back into the golf course fund. Staff stated they would research
this topic.

Table Discussion — 7:00 p.m.

Fursman asked the Task Force to discuss the following questions at their tables:

1.

Key information that you learned from the presentation

2. What are you please to see or hear?

3. What raises concerns for you?

4.

5. What are the insights and understandings that emerged for our group about the financial

What questions did the messages, numbers or facts rise within in our group?

situation of the Hyland Greens Golf course?

The following responses were received.
e From D. Kirby, Annie, R. Quale, Larry and E. Gabrielson:

1.

2.
3.

Learned about the internal charges that Hyland Greens and Dwan incur as well as major
capital expenditures.

Pleased to hear that City Council made a budget commitment through 2016 for golf.
Concerned that the courses are not profitable. Also concerned that the Ice Garden budget
was at risk as well. Concerned about the long term investment to maintain the facility.
Concerned about the loss of community green space and the loss of multi-generational
recreation.

Are we comparing true costs to other municipal courses? What might be absorbed by the
city budget that is not represented in the figures? Where are the budget details on
marketing and staff costs? Are there significant differences between Dwan and Hyland
Greens? Why is there such a significant difference in green fees? What do the employees
at Hyland and Dwan do in winter? Does the City use the Dwan Maintenance building for
things other than golf? What are internal charges? Is merchandise for resale profitable? Is
the Dwan restaurant profitable? What are the difference in the profit of the restaurant
during the on and off season?

Could there be other budget short falls that we aren’t aware of? Are there alternative uses
that we could consider like cross country skiing, tubing or a sliding hill? Is there a way to
create a complimentary use or turn the facility into a multi-use facility?

e From R. Sitek, J. McCarthy, L. Heyman, W. Haeg, A. Carlson:
1. Learned that expenses are mostly fixed and fluctuations seem to be weather dependent.
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2.

3.

4.

5.

Pleased that revenues are up in 2015 and that Dwan has had a lot of capital projects
completed and it seems like they have caught up financially.
Concerned that funds for capital projects show up as revenue even though it may not be

true revenue brought in from the facility.

How do wages as a percent of other costs compare between courses? Do Dwan and
Hyland Greens share any costs that aren’t shown? How would closing Hyland Greens
affect the Dwan expenditures? What if any capital improvements are need at Hyland
Greens? Would an improved food and beverage service bring in more golfers at Hyland
Greens? Is there a teaching expense or income for teaching golf?

If Hyland Greens closed, it seems that more expenses would be shifted to Dwan Golf
Course.

From R. Willete, D. Bruce, C. Weathby, C. Rollins:

1.

2.

Learned that there is a lot of “red ink™ in the financials. We felt that some of the deficits
followed the general economic conditions during those years.

Pleased to see an increase in revenue at driving range. It was noted that the driving range
needs to stay at Hyland because Dwan does not have room. There is a need for a driving
range. Pleased to see the large numbers of foot golf and pleased to see a good year for
2015.

Concerned about a waning interest in golf. Concerned about an aging population in
Bloomington as well as fewer families and young children in the area. Should we be
targeting our parks and recreation facilities for more of an aging population?

What is our target demographic for Hyland Greens? Are we going to be look at senior or
family usage? What alternative uses there might be for Hyland Greens? Is subsidizing
golf a good idea? Would more marketing enhance revenues at Hyland Greens?

Golf is losing money and we need to keep finances in mind when we think about any new
uses. Also noted that there is a lack of marketing at Hyland Greens.

Key questions that arose from table discussions:

Is subsidizing golf a good idea?

Is there a waning interested in golf?

What do we need for capital expenditures at Hyland?

What would happen to Dwan if Hyland closed?

Are we taking advantage of the fact that we have two golf courses?

What is staff doing during the off season? Or during the season as well to help out with
revenue?

Is the lack of marketing affecting the revenues at Hyland Greens?

What is the offset of automation and use of certain technologies?

In response to the question regarding capital expenditures at Hyland Greens, R. Sitek stated that
in the near future there are no capital expenditures needed if the course stays as is. If any
expansion is considered, that may change the needs.

In response to the question regarding a waning interest in golf, L. Welte quoted from an article in
the Star Tribune on September 27, 2015, stating that as of July 30, 2015, golf in the Twin Cities
was up 13.8%. R. Sitek questioned what time frame the data was being compared against due to
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the poor weather in 2014 and the optimal weather in 2015. L. Welte stated that the increase was
from July 2014 to July 2015.

The Task Force took a break at 7:42 p.m. and reconvened at 7:52 p.m.
Business Plan Review — 7:55 p.m.

R. Sitek shared the key elements of the Golf Course Business Plan. Within in the market analysis
section, he noted how things have changed over the past decade. He stated that although
Minnesota still has the most golfers per capita, in 2009 there were more golf courses closing than
opening in the U.S. for the first time in history. He mentioned some initiatives that have been put
together to increase the numbers such as Bring Your Kids to the Course Day, Family Month,
Bring Your Daughter to the Course Day and many others. R. Sitek also commented that new
technology may be a way increase numbers at the City’s golf courses and are currently being
researched by staff.

R. Sitek described the marketing was conducted in 2015, including advertisements in City Pages,
articles in the Bloomington Briefing and targeted advertising on Facebook.

R. Sitek discussed footgolf at Hyland Greens, noting that the course was one of the first to offer
the sport in the Twin Cities metro area. He said there were over 7,500 players the first year. Now
that more than 20 other golf courses in the metro area have implemented footgolf, business has
decreased at Hyland Greens with 4,500 players expected in 2015. He noted that this is still a
significant number of customers who might not otherwise patronize the course.

In 2014, Hyland Greens also offered at junior season pass for youth ages 17 and younger. The
pass was $99 for unlimited golf. R. Sitek stated that in 2015, 107 passes were sold and only 832
rounds were played by those members. He noted that this is, on average, only 8 rounds per
player.

The next section of the business plan focused on capital improvements. R. Sitek highlighted the
reconstruction of the maintenance building as well as the replacement of the clubhouse roof at
Dwan. He stated there are currently no pending issues that he is aware of at either site that will
require significant capital expenditures.

R Sitek said that he is currently working on some staffing issues such as upcoming retirements.
He also pointed out that some positions have not been refilled such as parts room attendant and a
second assistant manager position due to budgetary constraints.

The next section of the business plan focused on fees. R. Sitek stated that the fees were increased
in 2015 but no increases are planned in 2016. He also pointed out the comparisons to
competitors’ fees and stated that since Hyland Greens is the only stand-alone, par 3 course in the
metro area, it can be difficult to find other facilities to compare against. Following the fees
section was a capital improvement plan as well as graphs and charts on rounds played and
financials.

Table Discussion — 8:05 p.m.
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Fursman asked each table to look in depth at separate sections of the business plan including
market analysis and golf trends, alignment with the City Council vision and objectives and the
financials and charts provided as an attachments. She gave five minutes for Task Force members
to review on their own and then additional time to work in small groups.

Fursman asked the Task Force members to discuss the following questions:
1. Where did you find yourself saying, yes — that’s good, right on track with how I
am thinking!
2. Where did you find yourself saying no — not sure | understand or like this.
3. What did you learn from the business plan?
4. What thoughts or ideas would you like to capture for our future work around
recommendation?

The following responses were received.

e From D. Kirby, Annie and R. Quale:
Is there analysis of the marketing initiatives including if they were successful or not? Is there
a demand base opportunity for increased green fees?

e From L. Heyman, W. Haeg, and A. Carlson:
While reading through the document, we liked what we saw but were wondering what the
outcomes were for 2015. It was noted that this work may not have been done yet considering
the golf season is still in operation, but would like some feedback as far as what was
achieved over one year and what still needs to be done. Also, wondering if the fees could be
raised a little bit to help cover additional marketing strategies. It was also noted that Hyland
Greens is near the bottom of the comparable courses as far as fees.

e From R. Willete, and C. Rollins:
Like the idea of preserving the course as a natural environment in line with the visions of the
City Council.

e From L. Welte and E. Gabrielson:
Impressed that capital improvement costs were so low compared to overall budgets. It was
also noted that Jefferson and Kennedy cross country ski teams are not allowed to practice
every day at the Three Rivers facility and maybe they could be allowed to practice at Hyland
Greens.

e From R. Sitek, and J. McCarthy:
Stated that marketing can be beneficial but there are many challenges and the product is tied
so much to the weather, which is out of the hands of staff. Stated that it would be hard to set
up a marketing budget and plan and have it wiped out by a couple days of bad weather.

e From D. Bruce, and C. Weathby:
Stated they would like to modify the course so foot golf and traditional golf are maximized.
Also would like to see modifications made to the desires of a younger generation.

Closing and Evaluation — 8:30 p.m.
Fursman encouraged the Task Force to come up with some core questions from the budget
spreadsheets and the business plan.

Closing questions included:

e Can golf be self-sustaining? If it cannot, what is the appetite to subsidize and at what level?

e |s the community of Bloomington committed to the sport? Or are we committed to a specific
population?
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e What can be done for the 2016 golf season as far as specific initiatives that can be brought
forth by the Task Force?

e |If Hyland Greens did not exist anymore where would children learn to play golf?

e Did they have a marketing plan put together when they made the business presentation for
20167

e What is being done to promote the golf course? For example, why isn’t there a sign on the
corner of Normandale and 102" Street promoting the course?

D. Kirby thanked the Task Force members and audience for attending the meeting. She stated
that the financial packet that was shared with the Task Force would be posted on the City’s
website by the end of the week.

The meeting closed at 8:34 p.m. Fursman requested that Task Force members complete meeting

evaluation forms found in the Hyland Greens Task Force binders. She stated the next meeting of
the Task Force is November 10, 2015.
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