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General Limiting Conditions
This report is based on information collected from direct NGF research completed for the City of
Rockville, Maryland (“City”) in 2018, along with general information and data collected during
our previous engagement with the City in 2010. The assessment is based on conditions at the
time of the analysis (e.g., economic and market conditions) and significant changes in those
conditions may affect the relevance of the assessment. National Golf Foundation Consulting,
Inc. (“NGF” or “NGF Consulting”) has not undertaken any update of its research effort since
such date. Because future events and circumstances, many of which cannot be predicted as of
the date of this study, may affect the estimates contained therein, no warranty or representation
is made by NGF Consulting that any of the projected values or results contained in this study
will actually be achieved.
Although we believe that the expectations in this report are reasonable, any or all of the
estimates contained herein could prove to be incorrect. To the extent possible, the NGF has
attempted to verify and confirm all estimates and assumptions used in this analysis. However,
some assumptions may not materialize as a result of known or unknown risks and/or
unanticipated events. Consequently, actual results achieved by any new golf facility during the
period covered by NGF projections may vary from our estimates, and these variations may be
material. As such, the National Golf Foundation accepts no liability in relation to the estimates
provided herein.
To protect you and other clients, and to assure that the research results of NGF Consulting's
work will continue to be accepted as objective and impartial by the business community, it is
understood that our fee for the undertaking of this project is in no way dependent upon the
specific conclusions reached or the nature of the advice given by us in our report to the City of
Rockville, MD.
Every reasonable effort has been exerted in order that the data contained in the written report
reflects the most accurate and timely information possible, and is believed to be reliable.
However, no responsibility will be assumed for inaccuracies in reporting by the client, client's
agents, or any other data source used in preparing the report.
The client agrees that the report is not to be used in conjunction with any public or private
offering of debt or equity securities or to otherwise induce investment without the prior written
consent of NGF Consulting, which may be conditioned upon client agreeing to pay an additional
fee in an amount to be reasonably determined by NGF Consulting.
This study is qualified in its entirety by, and should be considered in light of, these limitations,
conditions and considerations.
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Executive Summary
The following is a summary of significant findings made by the National Golf Foundation in its
study of the RedGate Golf Course in Rockville, MD. The supporting text and tables are found in
the body and appendices of the attached report. Some items are repeated from the full report.

INTRODUCTION AND PURPOSE
National Golf Foundation Consulting, Inc. (“NGF”) was retained by the City of Rockville (“City”)
in Rockville, Maryland to assist in evaluating the operational and economic performance of the
City’s golf facility – the RedGate Golf Course (“RedGate GC” or “RGGC”). The City required a
strategic review of the golf course, adjacent clubhouse and driving range operation, an
evaluation of the long-term potential of this facility, and recommendations to enhance economic
performance. The following report details findings on the RedGate GC, with analysis of the
physical and economic condition of the facility and the market environment within which it
operates. Based on these findings, NGF has provided a set of recommendations to the City that
we believe will improve overall operations and economics of the popular golf facility.
RedGate Golf Course is an historic and popular golf facility that includes a regulation-length 18hole golf course, a driving range and full-service clubhouse. The City has chosen to operate the
facility via lease contract with a private vendor (Billy Casper Golf - BCG) that is in charge of the
day-to-day operation of the facility and responsible for all operating expenses and the business
risk in the operation. The City’s income in the RGGC enterprise was intended to be a direct
lease payment from the operator to the City on a monthly basis. The lease amendment signed
in late 2013 modified lease payment amounts that BCG was to make to the City. Reports to
NGF indicate that as of 12/31/18 BCG is in arrears for payments on equipment, stormwater
management and utilities totaling well in excess of $26,000.
RGGC produced total top-line revenue of just under $845,300 in 2017, an amount significantly
lower than the $1.24 million in revenue generated in 2015. This 32% decline in revenue over
just two years is much more severe than the total U.S. golf industry and not in line with any
other local area public golf course. As a result of this rapid decline in revenue, the total on-site
operating expenses have also fallen from $1.2 million in 2015 to just under $770,000 in 2017.
This decline in expense has had a direct impact on the condition of the golf course and thus
further exacerbating the decline in revenue. Expectations in October 2018 suggest that total
revenue for 2018 will fall to about $544,000 with expenses down as low as $635,000, resulting
in an expected ($91,000) loss on operations for BCG. This level of performance is common in
municipal golf nationwide, as a large proportion of public agency golf operations are probably
not able to earn revenue sufficient to cover all operating expenses, although this is not certain
as there is no ‘standard’ for municipal golf accounting.
Of particular interest to the City is a review of options for the RedGate property going forward,
as the current lease operator has indicated they will terminate the lease effective January 1,
2019. As a result, the City is presented with considerable responsibility in the RGGC operation
and very little time to get it organized to effectively compete in the public golf segment by April
2019. In addition, the NGF’s review of the physical condition of the RGGC property shows
considerable deficiencies and needed improvement, all of which will now have to be funded
directly by the City. In this report, the NGF team has provided insight and recommendations for
how to maximize the economics of the operation and provide a plan for changes (both
operational and physical plant) that could lead to a sustainable public golf course.
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NGF REVIEW – 2018
In 2018, the NGF was retained by the City of Rockville to evaluate the golf facility, and to make
recommendations to help establish the long-term viability of the facility. The project included a
thorough review of RGGC on an ‘as-is’ basis, as well as an examination of the facility’s lease/
management structure and capital needs. It is expected that the results of this NGF study will be
used by the City as a guide for the future of the golf course, and to help identify whether the
facility is sustainable for the long-term future and if so, what changes are needed in physical
plant and operating structure to ensure this viability. The review includes an evaluation of the
facility as it is presently operated, the long-term potential of this market to support a public golf
course in Rockville and what changes could be made to the RGGC facility and operation to help
improve overall performance.
The findings and recommendations presented by NGF in this report are based on NGF
Consulting experience, knowledge of golf industry best practices, and a review of the RedGate
GC facility. NGF activities completed to date include meetings with City staff, interviews with golf
course management and staff, visits to and profiles of other area golf courses and a
comprehensive review of operating data. The NGF team also completed a comprehensive tour
of the facility and all its components. The key components and issues of this report include:
•

A comprehensive review of the subject RedGate GC, its present physical condition,
identified capital needs and operational deficiencies.

•

Status of the broader Rockville/Montgomery County market area, with focus on
external issues that affect public golf operations, including the balance between
demand and supply.

•

A preliminary estimate of the cost of improvements that may be needed at RGGC.

•

Benchmarking RedGate GC golf operations with industry standards and norms.

•

Recommendations on the appropriate management structure for RGGC in light of
recent changes to the lease arrangement in place as of 2018.

•

Recommendations on the most appropriate amenity package, quality of services,
pricing and other “industry best practices” that could be employed at the facility to
help improve the operation.

•

Helping the City to understand the impact of a competitive local golf market and the
presence of one single entity operating the six most direct competitor golf facilities.

The NGF consulting engagement was managed by Richard B. Singer, Senior Director of
Consulting Services, and Edward Getherall, Director of Consulting Services, with assistance
from Associate Consultant Barry S. Frank and NGF Consulting Administrator Jodi Reilly. In
addition to meetings with City officials and golf course personnel, the NGF consultants collected
materials to aid in understanding the local market area, weather data, other regional municipal
golf operations, and golf operations in general. NGF also collects considerable information and
data on the golf industry as a regular part of our organization’s work, and much of this
information and data is presented throughout this report.
This executive summary provides an “at-a-glance” summarization of the NGF review, detailing
the main findings and NGF recommendations for the RedGate Golf Course. Additional details
and support data can be found in the full body of our report and its appendix.
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OVERALL SUMMARY OF FINDINGS
The following bullets represent a summary of NGF’s key ‘high level’ findings from our review of
RedGate GC. The recommendations NGF sets forth in this report are in consideration of what
will be needed to improve the overall economic condition of the golf course and establish its
continued viability as a City-owned public golf operation. This review and attendant findings and
recommendations must also be considered within the context that the economics of all golf
courses are subject to uncontrollable factors, such as yearly weather variations, competitive
factors and unexpected expenses.

Key findings on RedGate Golf Course
RedGate Golf Course is a well-known public facility in Montgomery County that has traditionally
been supported by Rockville resident golfers seeking an affordable round of mid-quality golf.
The course has been open for nearly 45 years and is very well-located in Rockville and is
convenient for Rockville residents and others in the Maryland market north of Washington, DC.
The course was City-operated from its opening until the end of 2011 when the City entered into
a 10-year lease with Billy Casper Golf, LLC of Reston, VA (BCG). Other findings from NGF’s
review of RGGC:
•

RedGate GC is located immediately proximate to, and convenient from, all areas of
Rockville and close to elements that should provide support to the golf course.
However, the heavy automobile traffic these elements generate also serves to limit
the market draw of the facility.

•

RedGate GC offers a unique golf facility with a mix of components that can correlate
well with economic success given appropriate management and maintenance.
RGGC offers a challenging golf layout due to topography and extensive tree cover,
although the current (2018) conditions show severe decline making the facility less
desirable to serious golfers. With features that can be too challenging for less-skilled
golfers (the majority of players), the target market for RGGC is limited and thus
maintaining outstanding conditions is paramount to the facility’s success. RGGC can
be ideal for hosting an active program of golf events, leagues and tournaments along
with regular-play golfers, but good maintenance condition is required.

•

The overall physical condition of the RGGC property did not appear to be good
during NGF’s October 2018 inspection, likely due to a number of factors including
insufficient maintenance budget, antiquated irrigation, severe overgrowth of trees
and inadequate maintenance equipment. At almost 45 years of age, virtually all
course elements are beyond their expected useful life, and new investment in
improvement is required. The specific upgrades needed at RGGC will total an
estimated $2.9 to $3.7 million to address, and would almost certainly require the golf
course to be shut down for an extended period of several months to complete.

•

RGGC is managed by a third-party vendor via lease agreement with the City. This
agreement looked fairly standard to NGF and clearly spells out responsibilities of the
parties. However, the terms of the lease had to be renegotiated after initial contract
due to an unexpectedly high cost for irrigation water. Continued declines in property
conditions and poor weather characteristics led to declining revenue, resulting in
lessee reductions in staffing and insufficient funding of a defined Annual Capital
Improvement Fund (2.5% of revenue) to be used for repairs, improvements and
replacements. Unfortunately, the revenue earned at RGGC was below projections,
leading to inaction on many of these planned improvements.
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•

The staff in place at RGGC is much smaller than industry expectations. The current
staffing level reflects the revenue generated by RGGC, rather than the needs of the
property. Compared to the previous NGF analysis conducted on RedGate in 2010,
the current staffing is less than half of the 2010 level and this is clearly impacting
overall facility conditions and service.

•

The presence of BCG has given RGGC a strong boost in technology and marketing,
but recent declines in revenue production has also led to declines in the
aggressiveness of marketing by the operator. The City of Rockville is not involved in
any direct marketing of the RGGC facility. Going forward, adoption of a modern
marketing program will be necessary to attract the new customers and sustain (or
grow) rounds and revenue.

•

Stated fees for playing golf and using concessions appear appropriate at RGGC, and
clearly place the facility in the middle range for public golf in this market. However,
the data shows that the vast majority of golf at RGGC in recent years has been
played at a discounted rate, resulting in a low average revenue earned per round of
golf. One key area of discounting results from the presence of a very active
membership. These members are playing golf at RGGC for an average of around $9
to $10 per round, compared to a stated green fee of $36 to $40. This 75% discount
for members is well in excess of the 50% target identified by NGF for pre-paid green
fee arrangements.

•

Total activity at RGGC has declined from almost 36,000 rounds played in 2015 to
just over 32,000 rounds in 2017 and an expected 24,000 rounds in 2018. While
rounds declined only 11% from 2015 to 2017, total revenue declined by more than
32%, further showing the impact of discounting. In fact, total average revenue per
round has fallen from around $34 per round in 2015 to $24 per round in 2017 (29%
decline). It appears that BCG has engaged in aggressive discounting in order to
attract golfers to the declining property and this has had lasting impact on revenue.

•

The ancillary amenities at RGGC (pro shop, F&B, range) are an appropriate
complement to the facility’s operation and could add to total revenue. Review of
these revenue centers shows low average revenue per round but with potential to
increase this revenue through added emphasis and commitment to service.
However, declining revenue and the demand for cuts in expenses have led the
operator to cut back in these areas leading to declines in revenue.

•

RGGC produced $845,390 in revenue in 2017, an amount that is much lower than
the $1.0 million ‘standard’ target set by NGF for 18-hole public golf courses. The
2017 revenue total was 32% lower than the $1,241,986 produced in 2015. Total
revenue for 2018 is forecasted to be only $544,400, an amount that would be 56%
lower than 2015. In the total U.S. golf market, public golf facility activity and revenue
has declined about 5.9% since 2015, with the most significant declines coming in
2017 (-2.7%) and 2018 (-3.9%).

EXTERNAL ENVIRONMENT
The demographic and economic factors affecting the demand for public-access golf in the local
market around RedGate GC is mixed. Washington DC is a populous market with a lot of golfers,
but the ratio of golfers per 18-holes is well below the NGF-defined success target. In addition,
this area is characterized by demographic and other factors (economy, traffic congestion, etc.)
that tend to constrain golf activity. The NGF has also observed that there are other golf courses
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in the area to service golf demand, and many of these businesses are themselves experiencing
declines in rounds and revenue. As such, the NGF has a reasonable expectation that while the
market will provide support for continued operation of a public golf facility in Rockville,
substantial growth in rounds and income from current (2018) levels is unlikely without
substantial new investment in the facility. Other key findings from NGF’s market analysis
include:
•

Trends in the golf industry will present challenges to RGGC in continuing golf course
operations. The total number of golfers in Rockville is not growing and total spending
on golf is not increasing as well. Similarly, the cost to maintain and operate golf
courses had increased in recent years (equipment, labor, resources, etc.), leading to
a difficult economic environment for public golf courses.

•

The Rockville area economy appears to be strong in 2018, with many key drivers
that tend to correlate with strong golf participation. The subject RGGC is immediately
proximate to all of the Rockville area employment centers and large corporations,
adding to the possibility of attracting patronage from this segment, assuming facility
quality is appropriate. Generating golf from these corporate elements will be key to
sustaining golf operations at RGGC, as local resident demand is likely not enough to
support the operations of all golf facilities in the Rockville area.

•

The overall demand/supply balance for golf in Rockville is unfavorable to golf
courses. There are far fewer households and golfers available to support each 18
holes of golf in the market, and as a result the golf courses in this area host fewer
rounds than average. NGF estimates that there is about 70% the number of golfers
per 18 holes in Montgomery County than the NGF-identified success threshold.

•

The competition for providing public golf service to patrons in this area is dominated
by one individual conglomerate of golf courses, the Montgomery County Revenue
Authority (MCRA) which is operating nine public golf courses in Montgomery County
and seven within 15 miles of RGGC. This single entity has substantial influence on
key public golf dynamics in this market (fees, conditions, specials, etc.) making direct
competition by one single facility much more difficult. The recent performance of
local area MCRA golf courses show these facilities to be performing much better
than RGGC in terms of rounds, revenue and capital enhancements.

•

The physical amenities at RGGC are clearly inferior to its immediate competitive set
of golf courses, giving enormous advantage to the competition. Even as one of the
lowest-priced 18-hole golf courses in the market area, RedGate GC is still struggling
to attract the volume of play necessary to sustain operations.

•

In addition to the declining demand and competitive nature of public golf in this
market, the relative limited accessibility of the area due to automobile traffic severely
limits the kind of “day-trip” visitation that tends to correlate well with public golf. As a
result, the RGGC will have to attract a much larger share of local Rockville residents
to generate the activity and revenue to support the RGGC operation.

NGF RECOMMENDATIONS
NGF Consulting has prepared a schedule of specific recommendations to be considered by the
City in the RGGC operation. These recommendations have been organized into: (1) basic
oversight and structure; (2) physical enhancements; and (3) operations.
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Basic Oversight and Golf Course Management
The City of Rockville has chosen to operate its golf course via lease with BCG beginning in
2012. While this structure has allowed the City to substantially reduce its risk in RGGC, one
area of risk that remains is the possibility of lease default that could occur due to poor activity
and revenue. As of November 2018, this very possibility has occurred and the BCG lease
partner is terminating its agreement with the City effective December 31, 2018. In light of this
recent change, NGF has prepared a review of options that are available to the City for both the
upcoming 2019 golf season, and the longer term continued operation of RGGC.
The NGF reviewed several options for the continued on-site management and oversight of the
RedGate GC, and these options are reviewed in detail in the body of this report. Considering the
recent announcement from BCG, the City will have to create a new management structure for
RGGC for the upcoming 2019 golf season. Given the past struggles in self-operation (pre2012), it would seem that the best solution is to find a replacement for BCG and continue the
lease form of operation. However, given the current market environment and the long list of
capital improvements needed at RGGC, the NGF believes it is unlikely that the City will be able
to find a private-sector partner willing to accept the full risk in this operation. In addition, the
NGF respects the fact that the City will not be able to fully complete a competitive bid process
and select a new vendor, under any operating terms, in time for the 2019 golf season.
Given this reality, the NGF recommends the City use this pause in operations created by the
lease termination to “re-set” the whole RedGate GC operation in two phases: (1) close RGGC in
2019 and enact all site improvements and renovations while a new formal RFP process is
implemented; and (2) the ultimate attraction of a new third-party vendor in place by January
2020, preferably in some form of “hybrid” management contract agreement (key terms of which
are presented in this report).

Operational Recommendations
NGF has identified some key operational efficiencies that are common in public golf courses
managed by BCG and will have to be continued in any future operation of RGGC. This includes
the RGGC operation retaining a focus on new player development and marketing, especially
related to the modern technology in public golf marketing in 2019 and beyond (website, email,
green fee platforms, social media, etc.). The operational recommendations require limited
investment and focus on “best practices” that NGF has observed in the golf industry to improve
service, and increase rounds and revenue.

Physical Improvements / Capital Investment
The NGF recommendations for enhancement to the physical plant of RedGate GC are based on
the results of our facility inspection that is presented as a “condition of property” report
contained within this full NGF analysis. We have documented the challenging physical condition
of RGGC that is a result of aging infrastructure, insufficient maintenance budget and inadequate
maintenance equipment. If the City is to continue with the RGGC operation, significant
improvement to the physical condition of the property is required and this will require a large
capital investment. The NGF recommendations to enhance the RGGC physical plant considers
both “mission critical” improvements that are required to keep operating, as well as other
considerations for future enhancement. A summary of these improvements by functional area is
summarized in the table below:
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RedGate Golf Course
Summary of Preliminary Golf Facility Repair and Enhancements by Functional Area
Key Area of Improvement
Golf Course
Facilities
Equipment

Key Projects
Irrigation + drainage + cart paths + trees + bunkers +
range + tees, greens
Cart barn + maintenance bldg. + on-course services
Mowers (greens, fairways, roughs), applicators, bunkers

Total Estimated City-Wide Capital Investment

Low Estimate

High Estimate

$2,577,000

$3,191,000

$116,000

$182,000

$250,000

$350,000

$2,943,000

$3,723,000

All figures are NGF Consulting estimates based on NGF input and other similar projects completed in the last 3 years that have been provided to allow for preliminary planning. These
amounts may or may not reflect actual costs for the City, and the City of Rockville should engage appropriate research to cost out specific projects.

NGF recommends that City of Rockville, as part of the due diligence process before any
decisions are made or work undertaken, retain a golf course architect and/or structures architect
to complete a conceptual plan and get hard dollar cost estimates for any golf course or structure
changes proposed for RGGC.

FINANCIAL ANALYSIS
NGF has estimated the future economic performance of RedGate GC under the assumption of
experienced professional management in place at the facility from its re-opening in 2020, with
all revenues and expenses accruing to the City of Rockville. NGF has assumed the inclusion of
several primary revenue generators in the facility operation – green and cart fees, F&B sales,
merchandise sales and the driving range. The expenses needed to operate the facility have
been assumed to include all costs required to run the golf and clubhouse operation on site, and
do not include other “below-the-line” expenses that may be required such as additional City
overhead, depreciation or capital cost reduction (debt service).

NGF Projection Results
The results of the NGF financial projection analysis show that with the completion of NGFrecommended improvements after facility closure in 2019 and re-opening in 2020, we expect
RedGate GC to improve operations and bring the facility to an economic position at or near
“break-even.” We note that this economic position assumes that none of the estimated $2.9
million to $3.7 million cost to renovate the facility is tied to the golf operation, nor did NGF
consider any additional City overhead or indirect City charges. The NGF has estimated that the
$1.1 to $1.2 million in total facility earned revenue at the facility would be sufficient to cover all
“on-site” operating expenses that would be required to operate and maintain the facility to
appropriate market standards.
The NGF projects that with these improvements, RedGate GC would generate around 35,000
total golf rounds within 3-4 years, an amount comparable to the 36,000 rounds actually played
at RGGC in 2015. As is common with new golf courses, the City should anticipate a modest
“ramp up” period for rounds and revenue, and NGF has projected about 80% of stabilized
rounds in the first full year after post renovation re-opening. This level of activity is fully
achievable at this location, but requires a level of facility condition that does not currently exist
and would require considerable new investment to achieve.
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Considering all direct on-site expenses estimated for the new facility, including cost of sales and
management fee, the net income available to the City for capital reserve and contingencies is
projected to be negative until the facility reaches 36,000 rounds of golf. As such, the NGF can
label this level of activity as a realistic “break-even” for the RedGate GC, as in years when
rounds fall below 36,000 it is likely that the facility will lose money on site. This would put the
operation back into a status that is more in line with industry standards, and it includes some
adjustment in expenses to ensure proper management and maintenance of the facility.

SUMMARY STATEMENT
The City of Rockville continues to own the 18-hole RedGate Golf Course, which has fallen on
hard times for a variety of reasons, but still has the potential to be a successful public golf
recreation amenity for the City. The NGF review shows the City golf course is at a crossroads at
the end of 2018, with significant recent declines in activity and earned revenue resulting in part
from declining demand, deteriorating physical condition and poor recent weather characteristics.
The recent decision by the City’s operating partner (Billy Casper Golf) to terminate the operating
lease of RGGC means that the City will have to decide on a new operating program for the
facility in 2019 if the facility is to remain open.
This circumstance provides an opportunity for the City to “re-set” RGGC and find a new
operating program for the facility while seeking to address the changes to physical condition and
overall mix of amenities that are badly needed at RGGC. The NGF has identified some $2.9
million to $3.7 million in new investment that will be needed at RGGC in order to address basic
“mission critical” infrastructure at the golf course and to make other adjustments needed to bring
the facility to an acceptable level of marketability in this competitive golf market, and to prevent
further decline.
In summary, it is clear that the City’s golf course has potential, but significant improvement in
the property is needed. This upgrade requirement comes within a backdrop of a very
challenging golf market with a single, well-funded competitor in control of almost all of the
immediate competition to RedGate (MCRA). As such, the NGF has a reasonable expectation
that while the market will provide support for continued operation of a public golf facility in
Rockville, substantial growth in rounds and income from current (2018) levels is unlikely. The
City is also at a severe disadvantage in losing their third-party operator, thus requiring the City
to commit to a new program of self-operation (as was pre-2012) or find a new private partner in
a market where very few private interests are willing to absorb this kind of economic risk. In
review of this municipal golf facility, the NGF’s most significant recommendations to the City of
Rockville include:
1. Decide whether to continue with municipal golf in the City.
2. If committed to continuing City golf, close the facility in 2019 and enact significant
renovation and restoration of the property.
3. While undergoing renovation, seek a new third-party vendor to operate the facility via
hybrid management contract.
4. Insist on a new program of extensive marketing and focus on player development
from the new third-party manager.
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Summary of Opportunities and Challenges
The City of Rockville owns the 18-hole RedGate Golf Course, and faces a serious decision at in
the first Quarter of 2019 about whether this facility will continue to operate as a golf course for
the City. Going forward, the City will have to consider the opportunities and challenges that the
continued operation of RGGC will present, best summarized by NGF in the table below:
Opportunities

Challenges

Continue RedGate GC Operation

Lack of significant growth in golf demand

Provide affordable golf to Rockville

Strong competition (esp. from MCRA)

Opportunity to “re-set” RGGC operation

Local traffic limits accessibility

Opportunity to enhance & reposition RGGC

Golf layout too difficult for less-skilled players
RGGC course & infrastructure requires up to $3.6MM
Irrigation, drainage, trees, turf, features require upgrade

New maintenance equipment required
Maintenance and cart barns need upgrade
Operating on a “break-even” basis may be best case

Given the termination of the RGGC operating lease effective January 1, 2019, the City is now
presented with a new responsibility in the RGGC operation. As detailed in this report, the NGF’s
review of the physical condition of the City’s golf property shows considerable deficiencies and
needed improvement, all of which will now have to be funded directly by the City.
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Subject Facility – RedGate Golf Course
The subject property is the RedGate Golf Course (“RedGate GC” or “RGGC”), an 18-hole
municipal golf facility that is owned by the City of Rockville, MD. The course had historically been
operated directly by the City, but they elected to modify the operation to a site lease contract with
Billy Casper Golf, LLC (“BCG”) of Reston, VA in early 2012 to take over management of the
facility. The golf facility is operated as a municipal (public) golf course with players attracted from
Rockville, other areas of Maryland, northern Virginia and the Washington, DC areas. The facility
consists of an 18-hole regulation length course, driving range and clubhouse. The golf facility was
originally developed in 1974 by the City to serve as a municipal golf course for Rockville. A new
clubhouse was added by the City in 1993.
RedGate GC includes a mix of amenities that is common in public golf, and generally correlates
well with economic success. However, the current condition of the property was not ideal at the
time of the NGF inspection for many reasons, including aging and declining infrastructure and
limited operating budget. The overall property condition was clearly worse than was observed by
the NGF consultant who inspected the property in 2009. It appears that this neighborhood golf
facility is serving the basic needs of golf demand among Rockville residents and a few additional
golfers visiting the Rockville area during the year, with the peak of this visitor demand occurring in
the June-August summer season.
In our review of the RedGate GC, the NGF Consulting team found a public golf course that could
potentially provide good quality and affordable recreation to Rockville golfers and visitors, but the
current operating and economic structure of the facility is limiting its maintenance requirements
and revenue potential. The lease arrangement in place at the facility appears to be removing any
risk or responsibility from the City, but placing a significant burden on the lessee, contributing
heavily to the observed property condition in 2018.

REDGATE GOLF COURSE FACILITY OVERVIEW
RedGate GC is an aging 18-hole municipal golf facility with a rich history and a location less than
two miles from the center of downtown Rockville. The demand for RGGC has been in decline for
many years, and the result is a public golf course facility with rounds and revenue in 2017 and
2018 that is clearly not sufficient to sustain operations at an adequate level. The facility includes a
somewhat awkward 18-hole golf course with modest length, a golf support service building
(clubhouse), and maintenance facilities. Still, RedGate provides a challenging golf course design
and appropriate support amenities that could support a high volume of play, if the demand was
sufficient. However, its present (2018) condition and substantial capital needs make the attraction
of an adequate number of golfers difficult to achieve.
This golf facility had been popular among a select group of local Rockville golfers who find the
layout appealing and the affordable price a good match. Of particular concern for NGF are largescale infrastructure projects that will be needed at this site in order for the course to remain open,
all while operating in a very competitive market with several key competitors offering superior
layout and conditions at a similar price. As such, the City will have to carefully weigh the
investment required to bring RGGC to an acceptable level so as to attract a wider golfing
contingent, in light of other City of Rockville fiscal priorities and the market realities at this location.
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Location, Access and Surrounding Elements
RGGC is located at the intersection of E. Gude Dr and Norbeck Rd, a major intersection of heavily
travelled roadways in Rockville. The course is only 1.5 miles from the center of Rockville and the
intersection of the Rockville Pike and Veirs Mill Rd., and 2.5 miles east of its nearest interstate exit
(I-270 / Maryland Av) and close to Norbeck Road/Georgia Avenue (Highway 97 – major northsouth thoroughfare into Washington DC) intersection. RedGate is approximately 15 miles from
downtown Washington, six miles from Montgomery Village, eight miles from Bethesda, seven
miles from Silver Spring, five miles from Gaithersburg and 12 miles from McLean, VA. This places
the RGGC facility in the heart of a densely populated metro area, although roadway access is
generally served by two-lane surface streets making travel in excess of five to 10 miles slow
moving. In the past, travel from the eastern part of Montgomery County was challenging due to the
lack of major east-west connectors in the central part of the county. In late 2011, the initial sections
of the Intercounty Connector (MD 200) opened, creating a new east-west thoroughfare. This
highway was fully completed in late 2014 and now spans from US Highway 1 in Laurel, MD to the
Interstate 370 / Interstate 270 interchange in Derwood – a total distance of nearly 20 miles.
The facility is accessed via the entrance on Avery Rd., located in immediate proximity to the
intersection with Norbeck Rd (28). Overall, the immediate area surrounding RedGate GC is
characterized by the heavy commercial and light industrial elements on E. Gude Dr., and the large
and dense residential components that make up the bulk of the City of Rockville. The implication
for the golf course is that RGGC is proximate to elements that should provide support to the golf
course, but the heavy traffic these elements generate also serves to limit the market draw of the
facility. RedGate GC has about 110+/- total parking spaces, slightly less than the NGFrecommended 144 spaces per 18 holes.
Site Positives
•

Location: The RGGC location is immediately proximate to all areas of Rockville and is
close to downtown.

•

Topography: The site has outstanding topography, which leads to positive feedback
from golfers and provides a high degree of inherent potential for golf improvement.

Site Negatives
•

Access / Congestion: The negative aspect of the RGGC location is heavy traffic
congestion on key area roadways local to the course, thus limiting its market appeal
and potential draw.

•

Site: With about 140 total acres, this facility is large enough to support the existing 18hole golf course but limits any modification of expansion possibilities.
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Aerial View – RedGate GC

Google Earth image showing RGGC and direct surrounding elements. This view shows the land-locked nature of the golf layout
and the immediate proximity to commercial elements along E. Gude Dr in Rockville.

Local Area View – RedGate GC

Google Earth image showing a broader regional view of RGGC and proximity to commercial areas, residences and key area roadways. This
view shows the large open spaces surrounding RGGC, and the proximity to Needwood GC, its nearest competitor in the MCRA system.
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REDGATE GOLF COURSE FACILITY REVIEW
The RedGate GC is a municipal golf course located in a parkland setting, with rolling terrain and
extensive tree cover. The RedGate GC facility includes the following key components:
•

•
•
•
•
•

An 18-hole regulation-length golf course on approximately 140 acres (with 3 acres of
tees, 4.2 acres of greens, 22 acres of fairway, 40 acres of rough and 5 acres of driving
range area). The facility includes a total of 20 greens, 32 sand bunkers and
approximately 50% golf cart coverage.
Practice facility (only ~200 yards long with netting for safety) with approximately 18 to
20 stations and about 90 yards of width as well as 2 practice greens
Split-plan clubhouse with approximately 5,000 square feet (sf) of space, including pro
shop, offices, restrooms and a grill area with an outdoor balcony.
Separate 2,200 sf cart storage building on the north side of the clubhouse.
Maintenance facility (as part of City Maintenance center) located just west of the driving
range.
Additional acreage for parking lot and unused open space.

Golf Course Review
The RedGate Golf Course opened in 1974 and features a design by Thurman Donovan. Based on
our research, Mr. Donovan was a local landscape architect and was president of Donovan Feola
Balderson & Associates in Laytonsville prior to his passing in 1984 (he had no other golf course
designs on record). RedGate is a scenic golf course with interesting topography and numerous
mature trees bounded in many areas by natural woodlands. The golf course is of such caliber that
it has hosted important golf tournaments over the years, including a regional qualifier for the USGA
Public Links Championship, a sectional qualifier for the USGA United States Open Championship,
and qualification for the Maryland State Open. RGGC is the home course for two local high school
and other scholastic golf teams.
The golf course has extensive tree cover throughout the property and a total of 32 sand bunkers in
play. There are few dogleg holes and water is in play on nine of the 18 holes. While providing for
outstanding scenery and visual appeal, the topography of the golf course also provides for a few
“blind” shots where the golfer does not see the target area from certain locations, thus adding to
the challenge of the golf course. The golf course property encompasses approximately 140 acres
and is developed as a core-type design (not routed in conjunction with a residential community).
This course configuration generally yields many parallel fairways but the property also has
extensive tree cover – particularly on the eastern and southern portions of the site. Although the
entire site includes about 140 total acres, the actual maintained area is less than 80 acres.
The golf course playing area consists of an 18-hole, par 71 golf course measuring 6,378 yards
from its longest tee, a distance that would be considered “short” by modern standards. Many
“championship” golf courses today are in excess of 7,000 yards. However, the RedGate forward
tee is 5,179 yards, which may be slightly long for women players. It is highly desirable for topquality public golf courses to have a forward (ladies’) tee at under 4,800 yards. The scorecard
below shows the relative difficulty of the RedGate golf course from its farthest tee where the USGA
slope rating (a golf industry standard measure for golf course difficulty) is 130, moderately higher
than the “standard” USGA Slope Rating of 117. However, we note the “standard” slope rating of
117 is for a par 72 course and RedGate is a par 71. This type of golf course layout tends to have
limited appeal for seniors, ladies, junior golfers and other beginners.
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RedGate Golf Course
Tee

Par

Yards

Slope

Rating

Back (Black)

71

6,378

130

70.5

Middle (Gold)

71

6,002

126

68.9

Front (White)

71

5,600

123

67.5

Ladies (Red)

71

5,179

121

70.2

Overall, RedGate Golf Course has the basic layout and amenities to offer a good-quality golf
experience with good basic design, tree-lined holes and significant topography. RedGate Golf
Course possesses design characteristics and features that are comparable to other public golf
courses in the market area and consistent with its target fee level.

Existing Golf Course Conditions Review
The NGF team conducted a physical review of the RGGC to understand and evaluate the current
condition of the golf course playing area. In addition, we have provided a preliminary estimate of
the cost that will be required to improve or correct the deficiencies identified in our evaluation of the
golf course, as well as the ongoing turf maintenance and long-term utilization of the property. The
NGF team inspection was conducted on October 31, 2018 – this time was after the peak summer
growing season and the area had experienced moderate rainfall several days before our visit.
Care of a golf course is predicated by a good turf maintenance plan that is well implemented on a
consistent basis. The soil, the turfgrasses, the drainage and irrigation are all important components
of a good golf course, and the maintenance condition can influence how golf shots are played by
golfers. So, many components make up a “maintenance program”, but it is safe to say that the
style of maintenance also needs to match the utilization or design of the course. As noted, the
RedGate golf course encompasses a relatively small area (with 80 acres of maintained turf) and it
is important to maximize the turf conditioning. The costs associated with maintenance can vary
greatly but they also need to be in concert with the overall financial goals of the facility.
As previously mentioned, RGGC has been managed by BCG since January 2012 and the lease
management agreement includes maintenance of the golf course. During our visit, NGF staff met
with key BCG employees including the on-site golf superintendent. We note this individual in
charge of golf maintenance has been in this role at RGGC just a few months, as he was
transferred from another BCG property when the previous superintendent left for a position at
another golf course. Based on our conversations, we understand that the new superintendent was
making headway in improving golf course conditions, suggesting strongly that the previous
superintendent may not have been producing the best possible conditions. It is also important to
note that the Mid-Atlantic area had an extremely wet Spring season (for part of March & most of
April) and this adversely impacted playing conditions throughout the region.
In some management contracts, the maintenance procedures are governed by a specific scope of
services identifying desired conditions and required activities. Based on our review of the lease
agreement between the City of Rockville and Billy Casper Golf, there was no reference regarding
key maintenance functions (such as how or when they will be conducted). The BCG lease will be
reviewed in greater detail later in this section.
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Review of Primary Components
The coordination of fertilizer, chemical and turf cultivation programs / applications are components
of a comprehensive “agronomic plan.” It is our experience that golf courses that create such a plan
are able to provide better course conditions while adhering to a financial guideline. While BCG has
a written plan for RedGate, the operator has reduced maintenance expenses in recent years due
to declining rounds and revenues. Another major factor is the cost of irrigation water at the course
and this is discussed later. A review of each golf course component is noted below:
•

Greens – The RGGC greens showed inconsistent conditioning and playability. This
variability is likely due to several issues such as excessive tree cover (blocking needed
sunlight), the age of the greens, limited application of key chemicals (fertilizers,
herbicides, fungicides, etc.) and poor cut quality from the current greens mower.
Further, it is likely that the wet Spring experienced in the area in 2018 has created
problems that are still being felt (especially with older, poorly draining greens).

The 8th green on the left appeared in good condition as it received ample sunlight. The green on hole #15 (R) showed
much more significant damage due largely to the lack of sunlight and filtered sunlight due to the tree cover.

•

Fairways/Roughs/Green & Tee Surrounds – These areas also showed excessive
wear and tear in many locations and this detracts from the playing experience. These
issues also originate from the lack of drainage in various areas (especially the 14th
fairway), the encroaching tree cover and limited chemical applications. The roughs may
have been in the best condition of these areas during our visit. A comprehensive
“cultivation schedule” should be prepared by the operator since much of the long-term
health of the turfgrass is predicated by the frequency of cultivation programs.

The 8th fairway (far left) and the 13th fairway (middle) show significant damaged turf on two golf holes that are otherwise good quality.
The severe drainage problem on the 14th fairway (far right) renders this area unplayable & requires immediate improvement.
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•

Tees - The majority of tee boxes at RedGate are thinning and/or are poorly conditioned.
These conditions are directly attributable to heavy tree cover that blocks the sunlight
(especially on par 3 holes), the size of some tees and the lack of appropriate chemical
applications. Also, the drainage for the tees is original from the construction of the
course in 1974.

The poorly maintained tee box on hole #3 (left) detracts from an otherwise attractive golf hole. The tee for hole #15 (right) is
surrounded by excessive tree cover and this makes growing healthy turf virtually impossible.

•

Bunkers - The course includes a total of 32 sand bunkers with conditions ranging from
playable to almost unusable. Most of the bunkers are small in size but strategically
located by the architect. Unfortunately, it appears there has been little new sand added
in the recent past but this was under consideration at the time of the NGF inspection.
Other bunker issues include debris (such as rocks), eroding edges and drainage
problems. These issues are certainly correctable if the appropriate investment is made.

There was standing water in the 11th hole greenside bunker (left) during our visit. The bunker on the 12th hole (right) had no sand, but
dirt, rocks and weeds.

•

Tree Cover – As noted in review of individual components, this golf course sits on a
heavily wooded site, which provides added visual and playability appeal, but also
presents maintenance challenges. The City of Rockville is extremely protective of trees
on City-owned property and almost no tree trimming has been allowed on RGGC
(according to BCG staff). It is stated in the City of Rockville / BCG lease that “no trees
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can be destroyed, removed or moved without permission of the City Forester.” Tree
pruning must be conducted with ANSI Standards and in most cases, tree replacement
must accompany any removal. As a living and breathing environment, all vegetation will
grow over time. However, the tree and foliage growth throughout the property has
narrowed the corridors for most golf holes, and this has adversely impacted course
playability, making it especially difficult for less-skilled players. Further, this also
impacts the overall health of the golf course turf, further deteriorating the overall appeal
and quality of the facility.

The tee shot on the 12th hole (left) is made more difficult by the encroaching trees on both sides. The overgrown vegetation & tree
cover on the 16th hole (right) add an element that was not intended in the original design.

Golf Course Infrastructure
In addition to the golf course playing area, the NGF assessment of RedGate GC included a review
of key golf course infrastructure, including equipment, irrigation, drainage, design and maintenance
facilities. Below are NGF observations regarding these components:
•

Irrigation – The golf course irrigation system is from the original development of the
course in 1974, with upgrades completed in 2000. There have been numerous repairs
made over time on an as-needed basis (such as controller repairs, pipe and irrigation
head replacement). However, the irrigation system is likely beyond its expected
useful life and will require replacement if RGGC is to remain open and operating
as a golf course. In the 44 years since RGGC opened there have been significant
advances made in golf course irrigation systems that allow more precise watering
through the use of specialized heads and irrigation computer programming. These
improvements also allow for more efficient watering, with the new systems using
approximately 25% to 30% less water. The course pump station (by hole # 2) is also
original and should be at least upgraded (if not replaced).

•

Water Source - The primary source of water for irrigating RGGC is from the City of
Rockville water department. At present, there are three water meters (or accounts) for
RGGC with the City water department: (1) the clubhouse (which includes a water &
sewer charge); (2) the golf course maintenance shop (which also includes a water &
sewer charge); and (3) an on-course pond that is used as the holding pond for the
course irrigation (with only a water charge – no sewer fees apply).
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When BCG took over the management and operation of RGGC, there was some
confusion regarding the cost of water for the irrigation. BCG staff reports an original
expectation that the cost of water would be in the range of approximately $25,000 to
$30,000 annually. However, the actual cost of water was closer to $125,000 in the first
year of operation, leading to BCG reductions in water use to maximize profit margins
being generated at RedGate. This has had a significant impact on the facility (especially
with the limited watering now being done on the course to control costs).
•

Drainage – As we previously mentioned, the course has had minimal improvements
since opening in 1974. One of the primary components of any golf course operation is
the proper drainage to allow basic water run-off away from golf playing areas. For the
greens, tees and bunkers, this typically includes a drainage tile at the base for water
run-off. Unfortunately, most of the drainage work no longer functions as needed and
this adversely impacts the level of conditioning on the course. In several cases, NGF
consultants observed standing water or moist conditions in the bunkers. Other drainage
issues on a golf course can be addressed using the natural terrain and how to best
improve water flow off the course. There is an existing drain on the right side of the 14th
fairway that is not functioning properly and it is causing extremely wet and unplayable
conditions on this hole.

Images showing drainage concerns and the results of poor drainage to conditions on the RGGC golf course. The image on the far right
shows the drainage intake on hole #14, which is clearly insufficient to handle the volume of water causing severe damage on that hole
(image at far left).

•

Cart Paths – The condition of the cart paths at RGGC was another piece of golf course
infrastructure showing age and deteriorating condition. The paths are asphalt, which is
less desirable than concrete due to a shorter lifespan and ease of deterioration. In
addition to being uncomfortable for the course patrons (as well as increasing wear and
tear on the carts), the course maintenance crew also uses these paths to move
equipment around the property. A good quality and efficient cart path system can help
enhance the appeal of a golf course facility by adding comfort to patrons, expanding the
number of playable days (carts can go out when the course is wet), expanding the life
of golf carts and improving the condition of the golf course playing area.
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Images of the RedGate GC cart paths – this can be both uncomfortable and dangerous

•

On-Course Amenities – There was only one on-course restroom we saw during our
property tour – this was a temporary bathroom and it was located near the 15th green.
To build more permanent restroom on the course would likely have a significant cost –
especially if it was necessary to extend water lines on the course.

Images of the limited on-course amenities at RGGC, which are clearly inadequate and not consistent with high quality golf.

•

Maintenance Facility - The maintenance facility is the operations center of the golf course
and this building houses all facility maintenance equipment. The maintenance facility must
be of adequate size and provide the appropriate shelter for personnel and equipment. The
maintenance facility at RedGate GC is original to the golf course (1974), but there have
been some additions made over the years. The maintenance facility is located as part of a
larger City of Rockville maintenance compound on the west side of the RGGC, in proximity
to the driving range and the 11th hole, with paved pathways leading to the facility from the
parking lot and the clubhouse. The maintenance compound includes a building with over
6,000 square feet of indoor space, including approximately 1,000 sf of office/staff area. The
golf course maintenance building is certainly showing signs of deterioration and has some
space limitations – this requires that some equipment be stored outdoors. While the
maintenance building could be improved, this is not seen as an essential need for the
facility as it does not appear to significantly impact the operation. In the future, the
improvement of the maintenance facility should be included as part of a strategic long-term
plan for the entire RedGate GC.
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Images of the maintenance facility at RGGC, showing the ample space to store equiopmnt (left) and the hydraulic lift station for
completing maintenance equipment repairs (right).

•

Golf Course Maintenance Equipment - The small inventory of equipment used to
maintain the RGGC golf course is functional, but not ideal for maintaining high quality golf
conditions. BCG arranged for a purchase of the existing maintenance equipment from the
City of Rockville when they took over the course in 2012, and there has been very limited
equipment replacement over the last few years, with only replacement pieces coming from
other BCG courses. The equipment used for course maintenance that is functioning is
barely adequate and provides no back-up system whatsoever when anything malfunctions.
The staff mechanic is skilled at cannibalizing parts from older equipment to keep the key
units functioning. A summary of the key equipment in place is noted below:
RedGate GC
Key Golf Course Maintenance Equipment Inventory
Greens mower
Tee Mower

1
1

Toro 1250 spray rig
Fairway mower

1
1

Utility /Transport
Rough mower

2-3
1

Golf Course Design
The golf course is a core type design with each nine-holes returning to the clubhouse. This type of
design is very functional for walking as the distances between the previous green and the next tee
are almost always minimal (versus a course developed in a residential community that is focused
on maximizing the number of lots with course frontage). The natural topography of the site is
significant in some areas – this creates opportunities to utilize it in the design (such as the downhill
tee shot on hole number 2 and the significant fairway elevation playing up to the 7th green.
However, the topography can also make walking the course more difficult.
In a core design, the course layout typically has numerous parallel fairways – this is certainly the
case at RedGate. In some areas of the property, there is limited space between the holes and this
can create a safety concern. However, the extensive tree cover also serves as a buffer between
holes. In other parts of the property, there is a significant amount of space between the holes due
the dense vegetation and existing trees. This is particularly evident on the southern side of the
course (between holes 2 & 5 and holes 15, 16 & 17) and the northern side (holes 11 & 12) and the
eastern side (holes 7 & 14).

National Golf Foundation Consulting, Inc. – RedGate GC FINAL Report – 21

There are several memorable golf holes at RGGC and it could be an enjoyable course for golfers
of all skill levels. However, the overall course conditions and the extensive overgrowth of the
numerous trees detract from the golfer experience. These issues greatly impact the playability of
the course and this will test the loyalty of the staunchest supporters of the course. In its current
condition, the primary target markets are frequent players who stay because their friends continue
to play at RedGate, those seeking exercise and better players seeking a challenging course.
There is no solution to the extensive encroachment of the trees other than a large-scale pruning
effort (including the removal of some of the trees). The fairway corridors have become very narrow
due to the overgrowth, thus impacting shot values and playability. This issue has even more
impact on the mid-level and high handicap players as they are less skilled at controlling the flight of
the ball. This is a critical need for RedGate – regardless if the current course is only improved or a
more significant renovation is undertaken.
High Risk Variables
The age of the existing irrigation system is clearly a concern. In addition to improving the
functionality of the system, a new system would also use considerably less water. The
replacement of the irrigation system should include all major components including the tubing, the
sprinkler heads, the controllers and most likely the pump station.
Like the irrigation system, the remainder of the golf course is original since its opening in 1974. We
recommend that the course be renovated to improve or replace the key components of the course
(the greens, tees, bunkers, etc.). All aspects of the RedGate GC are well beyond their useful life
expectancy (please see Appendix A – Golf Course Lifecycle). This will vastly improve the playing
conditions as well as the drainage issues that NGF saw during our visit.
The golf course maintenance equipment at RedGate GC is owned by Billy Casper Golf. As we
understand, all the maintenance equipment is owned outright (with none covered by an equipment
lease). The age of the equipment covers a wide range and a detailed and current equipment
inventory would be beneficial to forecast club needs going forward. The current equipment is
marginally sufficient to maintain RedGate – there is a limited amount of the key equipment and
nothing available as a back-up in the very realistic event of a breakdown. Given the age of the
equipment, an updated inventory would yield a better finished product. Most golf course equipment
that is involved in daily operations has a five-year life span before repairs become too excessive
and replacement becomes a consideration.

Additional Amenities and Structures Review
Clubhouse
The RedGate clubhouse was originally developed in conjunction with the opening of the course in
1974. In 1993, there was a clubhouse addition that doubled the size of the facility and added space
for a larger snack bar and pro shop on the east side of the building. The building now includes a
total of approximately 5,000sf (under air + 1,700sf for the deck/patio) comprising the following
elements (sizes estimated by NGF):
RedGate GC Clubhouse
Retail / Shop Area
Snack Bar (Incl. Storage + Deck Area)
Offices
Open/Restrooms/Other

Square Feet
800
4,100
600
1,200
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The RGGC clubhouse includes features that are appropriate for a municipal golf facility. The snack
bar can comfortably host up to 55-60 patrons for a seated indoor gathering. As many golf
tournaments will be as large as 72 (4 golfers per hole), the indoor space may be limited for these
types of events, and certainly too small to accommodate larger (8 golfers per hole) charity-type golf
events that are common in the area. The building also includes a pro shop area and men’s and
ladies’ restrooms, plus an administrative office and a foyer/entrance area. The base parking lot for
the golf course includes up to 110 defined parking spaces, which is slightly lower than the 144
spaces recommended for an 18-hole public golf course.
In the period since the previous NGF review of RGGC in 2010, the facility has added a new
expansive outdoor deck off the main dining area that faces east and overlooks holes 7 and 14.
This deck includes a number of tables and covered seating and is popular for both outing guests
and regular patrons. Below are images of the RedGate GC clubhouse.

Google Earth image showing the RGGC clubhouse and parking area. The clubhouse is proximate to #1 tee and #3 green (on the west
side), #9 green and #10 tee (on the west & northwest side) and #7 fairway and green (on the east side).
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RedGate clubhouse has a modest proshop with limited inventory – mainly soft goods such shirts & hats (we also visited in late October
and most courses reduce their inventory for the slow winter months). RGGC also sells light snacks and bottle beverages in the pro shop
for convenience.

The small kitchen area limits the potential menu options that can be offered – the limited menu also helps to pare down staffing needs
and allows for a modest and efficient food and beverage operation.

The new outdoor deck provides an ideal setting for post-round snacks and beverages in an outdoor setting

National Golf Foundation Consulting, Inc. – RedGate GC FINAL Report – 24

Practice Amenities
The practice facilities at RedGate include a driving range, practice green and small practice
chipping area. The teeing area for the driving range is limited to about 18 patrons and is not deep
enough to allow for hitting on real turf – hence, the majority of range use is from the artificial mats.
Also, the driving range is just over 200 yards in length, making it too short to accommodate the
hitting of golf clubs that send the ball beyond 200 yards. In the golf industry, ranges of this type are
referred to as “irons-only” ranges. Another issue with the RGGC driving range is the location
relative to the clubhouse (where range balls are purchased) and parking area. While the range is
not convenient for walking golfers, the cart path system is adequate for golfers in carts.
The limited range size and the lack of lighting severely curtail the amount of range-only use the
facility could attract. There is no viable option to expand or improve the range in its current
configuration, so this is an unlikely consideration for the near-term. Several of the Montgomery
County Revenue Authority golf courses have highly successful ranges (more later) and include
features such as proximity to the parking lot, lighting and in one case, heated hitting bays.
These amenities were in acceptable condition for the facility, but NGF notes that future planning
will have to include a regular schedule to replace driving range mats and range netting (more
below).

The practice amenities at RGGC, including the driving range (left – hitting off mats), the dedicated lesson tend (center) and
practice green (right).

Protective Netting – The driving range is immediately proximate to the golf course playing area,
which requires netting to protect golfers from errant range balls. This netting did not appear to be in
good condition during NGF’s inspection and will need replacement in the coming years.

Images of damaged netting in the barrier separating the driving range from the golf course playing area.
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Cart Storage
The RedGate cart barn is a stand-alone 2,200 square-foot building located just north of the
clubhouse with capacity to house 55 carts. RGGC has a fleet of approximately 50 gas-powered
carts, an amount that is generally low for an 18-hole course (NGF standard is 72 carts). In recent
years, play levels at RGGC have declined, and this has likely enabled the facility to get by with a
smaller fleet. During our visit in 2010, the NGF noted deterioration of the condition of the cart barn
and there have been no improvements to this building in the last 8 years. It is not deemed as a
critical need at this time, but improvement of the cart barn should be a long-term consideration.
Also, it is worth noting that the gasoline storage tank outside the cart barn is located in a large
plastic or rubber protective bin that should be checked on a regular basis to confirm integrity.

Photos showing the cart storage facilities at RGGC. Of particular concern to NGF is the smaller size and the large plastic or rubber
protective bins used for gasoline storage tanks (right).

RedGate GC Capital Investment Considerations
RedGate GC would benefit from upgrades to basic golf features (tees, greens, fairways, bunkers)
through direct improvement and upgraded irrigation. The facility would also benefit greatly from
enhancement to its maintenance infrastructure (facilities and equipment) and other structures.
Although numerous items are referenced for repair / replacement in the long term, outlined below
are the items that are recommended high priority capital expenditures that would improve the
facility’s competitiveness in the market place and / or have a positive impact on long term
management practices and reduce operational costs:
•

Irrigation System and Pump House: The addition of a new irrigation system to
replace the outdated and mostly broken system in place. Cost for a basic system
without extras is estimated at approximately $12,000-$15,000 per acre (derived from a
prominent irrigation designer, using $7,000-$9,000 per acre for materials + $5,000$6,000 per acre for installation). NGF estimated cost = $960,000 to $1,200,000 (80
acres @ $12,000-$15,000/acre).

•

Drainage: Additional surface/subsurface drainage is needed to enhance the quality of
the playing surface. Special attention should be paid to hole #14. Any new drainage
may include a new siphon system and 4”, 6”, 8” and 12” piping. NGF estimated cost =
$325,000 to $350,000 (lump sum).

•

Tree Trimming/Thinning: Trimming large trees and removing dead and dying trees is
a priority for RGGC. NGF estimated cost = $250,000 to $350,000 (Lump sum).

•

Cart Paths: The golf course has some cart paths that could be improved to provide
smoother surface. The cart path improvements will direct traffic and minimize wear and
tear to green and tee surrounds. NGF estimated cost = $180,000 to $200,000 (10,000
linear feet (lf) @ $18-$20/lf).
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•

Tee Improvements / New Forward Tees: Improvement of tee boxes include soil
enhancements, leveling, alignment and the addition of new tees. All of the 100,000+/- sf
of tees need to be enhanced, plus an additional 30,000sf of new tees added. The unit
price for this level of improvement is higher than other re-surfacing, or about $2.00 to
$2.50 per sf. NGF estimated cost = $260,000 to $325,000 (130,000sf @ $2-$2.50/sf).

•

Greens Re-surfacing: A program to improve the turfgrass on the greens at RGGC
includes only re-surfacing and not rebuilding. The unit price for this is about $2.00 to
$2.50 per sf. NGF estimated cost = $360,000 to $450,000 (180,000sf @ $2-$2.50/sf).

•

Maintenance Equipment: replacement of aging and outdated maintenance equipment,
with most important pieces including a greens mower, fairway mower and other
miscellaneous equipment. NGF estimated cost = $250,000 to $350,000 (lump sum)
<Note: this item could be secured via lease in maintenance budget >.

•

Range Mats and Netting: Repair netting and purchase new range mats for the driving
range. NGF estimated cost = $50,000 to $60,000 (Lump Sum).

•

Maintenance Facility: Basic repairs and upgrades to the 6,000sf maintenance facility.
NGF estimated cost = $30,000 to $60,000 (6,000sf @ $5-$10/sf).

•

Cart Barn Improvements: Complete basic repairs and upgrades to the 2,200-sf cart
storage barn. NGF estimated cost = $11,000 to $22,000 (2,200sf @ $5-$10/sf).

•

Bunkers: Restoration and/or re-sanding of bunkers in selected non-penal/strategic
locations should be implemented to enhance the aesthetics, challenge and overall golf
experience. The unit price for this is about $6,000 to $8,000 per bunker. NGF
estimated cost = $192,000 to $256,000 (32 bunkers @ $6,000-$8,000/sf).

•

On-Course Services: Improve drinking water stations and add a new on-course
restroom. NGF estimated cost = $75,000 to $100,000 (Lump Sum).
RedGate GC
NGF Recommended Upgrades – by Type

Priority Capital Investments
Irrigation System and Pump House
Drainage
Tree Trimming and Thinning
Cart Paths
Tee Improvements / New Tees
Greens RE-Surfacing
Maintenance Equipment
Range Mats and Netting Repairs
Maintenance Facility Improvements
Cart Barn Improvements
Bunker Renovation / Restoration
On-Course Services (Restroom / drinking fountain)
Grand Total of Capital Projects (all High Priority)

Inputs
80Ac @ $12-$15,000/Ac
Lump Sum
Lump Sum
10,000lf at $18-$20/lf
130,000sf @ $2-$2.50/sf
180,000sf at $2-$2.50/sf
Lump Sum
Lump Sum
6,000sf @ $5-$10/sf
2,200sf @ $5-$10/sf
32 Bunkers @ $6,000-$8,000
Lump Sum

Low
Estimate
$960,000
325,000
250,000
180,000
260,000
360,000
250,000
50,000
30,000
11,000
192,000
75,000
$2,943,000

High
Estimate
$1,200,000
350,000
350,000
200,000
325,000
450,000
350,000
60,000
60,000
22,000
256,000
100,000
$3,723,000

All figures are NGF Consulting estimates based on the consultant’s input and other similar projects completed in the region in the last 3 years that have been
provided to allow for preliminary planning. These amounts may or may not reflect actual costs for Rockville, and the City should engage appropriate research to cost
out specific projects. cy= Cubic Yard; lf = linear feet; sf= Square Feet; Ac = Acre
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REVIEW OF GOLF OPERATIONS
In the following section, the NGF provides a review of key areas of the RGGC operation, including
a review of the lease contract for management of the facility, technology, fees, ancillary centers,
organized activities, marketing and other issues key to the future of the operation.

Contract Management Review
When RedGate GC originally opened in 1974, the facility was self-operated by the City of
Rockville, a structure maintained by the City through the end of 2011. In 2012, the City elected to
make a change in the operation and retained Billy Casper Golf, LLC of Reston, VA as a partner to
lease the golf course and all associated facilities. The City elected to turn over the operation to the
private sector due to the escalating losses being generated by the course and the deteriorating
condition of the asset. The lease with BCG was expected to effectively sever the City’s financial
responsibility to the course and end the on-going losses (with the City collecting a lease fee and a
small percentage of revenues).
City of Rockville & Billy Casper Golf, LLC Lease Overview
NGF reviewed the lease between the City of Rockville and Billy Casper Golf, LLC (which was
executed on December 23, 2011) and we have prepared a summary of the key elements below.
•
•

•

•

•

•
•
•

•

The lease includes all facets of the operation – golf operations, maintenance, pro shop
operations, F&B operations, marketing & promotions and facility improvements.
The initial lease term is from January 1, 2012 through December 31, 2021 (10 years) and
includes 2 additional 5-year renewal terms. BCG will pay the City $12,000 per year for the
1st five years and $24,000 per year for the balance of the initial term.
BCG will also pay the City a share of Gross Golf Revenues (greens carts, annual pass card
sales & range fees) and Other Revenues (golf shop, retail sales, F&B, and room rental):
o 25% of GGR revenue between $1.1 million & $1,299,999 and 50% of GGR revenue
over $1.3 million
o 5% of Other Revenue between $250,000 & $449,999 and 10% of Other Revenue
over $450,000
Commencing in the 2nd year (2013), BCG will pay 2.5% of gross revenues into an Annual
Capital Improvement Fund –to be used by BCG to pay for improvements, repairs and
replacements based on the Annual Capital Improvement Plan (to be submitted annually).
In the initial term, BCG will make an initial capital investment equal to $175,000 to complete
a broad list of possible improvements (pavilion/outing area, driving range upgrades,
integrated POS/tee time reservation system, telephone system, clubhouse improvements,
etc.) and these initial capital improvements are to be completed by January 1, 2013.
BCG will acquire a new fleet of golf carts in Year 1 and replace this fleet once with new
carts at the end of the 5th year.
BCG will spend $150,000 to replace the maintenance equipment in addition to the amounts
funded by the Annual Capital Contribution.
Trees and landscaping cannot be destroyed, removed or moved without permission of the
City Forester. Diseased or hazardous trees and limbs may be removed with reasonable
notice to the City Forester. Once removed, BCG shall plant any replacement trees as may
be required by the City Forester.
BCG shall pay the annual debt service for RedGate on or before August 31st each year.
The annual payment was between $34,965 (2012) and $27,631 (2021).
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After taking over the RedGate GC operation, Billy Casper Golf encountered various unexpected
challenges that impacted their initial projections of RGGC economic viability. One of the most
significant concerns was the cost of irrigation water as this was approximately $100,000 more per
year than budgeted. As we understand, BCG had discussions with the City and the parties agreed
to a lease amendment that provided financial relief and attempted to address the water issue. This
amendment to the original lease was executed on 10/8/2013 and included the following points:
•
•
•

•
•
•
•
•
•
•
•

Removed the BCG debt service payment obligations for the remainder of the Initial Term.
BCG will purchase the City maintenance equipment for $50,000 (with the payments
spread out over 4 years).
Annual lease fee was reduced from $12,000 per year to $100 per year from September
2013 through December 2016 and from $24,000 per year to $12,000 per year from
January 2017 through December 2021.
The threshold tier amounts for Gross Golf Revenues and Other Revenues were increased
(so additional payments are due at higher revenue levels).
With City approval, BCG may use Annual Capital Improvement Fund monies to pay bills
for extreme circumstances.
The City to install a control valve for Tenant’s use to fill the irrigation pond with City water.
The City will pay up to $2,500 to inspect the irrigation pond. If feasible to lower the
irrigation intake pipe, these costs will be split (with the City’s cap at $10,000).
The City will pay up to $15,500 for the exploration of a new well – the target is to have a
well that can produce at least seven million gallons per year.
City to pay up to $35,000 to install a new well and permit fees (BCG to cover remainder).
The City will adjust the 2012 water bill and forgive $38,086 owed by BCG. The remaining
balance of $95,337 is due in staggered payments through July 2016.
BCG will begin construction of the deck amenity by September 8, 2013.

In spite of the relief provided under the amendment, the economic challenges at RGGC have
continued. During the period NGF was preparing this analysis for the City of Rockville, BCG gave
formal notice on November 9, 2018 that they were terminating the lease effective December 31,
2018. This issue will be addressed in greater detail later in this analysis.

Lease Termination Issues
Given the termination notice provided by BCG, there are several issues that will have to be
addressed by the City if RedGate GC is to continue to operate for the 2019 golf season. The
termination as proposed is three years prior to the end of the initial lease between the City and
BCG, which was supposed to end December 31, 2021. The specific high-level activities that must
be addressed immediately by the City will include:
•

Golf course operations (golf shop and F&B) with appropriate staffing and resolution of
outstanding golf memberships

•
•
•

On-going golf course maintenance (including equipment) and the necessary staffing
Managing the leagues and events already scheduled for 2019
Development of a new website (including the ability to book tee times online)

The importance and immediacy of these items cannot be overstated so that RedGate GC
continues operation and the transition is as seamless as possible.
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Oversight and Staffing
All staff involved in the operation and management of the RedGate GC are employees of Billy
Casper Golf, LLC. The only exception to this pertains to Marty Johnson, the course’s long-time golf
professional – he is an independent contractor who retains the lesson revenues he generates.
The course staff includes a mix of full-time and part-time employees.
Total Staffing
RedGate Golf Course
Total Facility Staffing – 2018
Department
Golf
Shop/Operations
Food & Bev.
Clubhouse
Golf Maintenance
TOTAL

FT Salary
Staff

FT
Hourly
Staff

PT
Staff

1

1

6

pro shop, carts, starter and range services

0
0
2
3

0
0
0
1

2
0
4

providing F & B services (seasonal)
Addressed through the use of golf operations staff
Maintaining the golf playing area

Responsibilities

12

Staffing by Function
In reviewing the staff by function at RGGC, we note that the club operation and F&B functions are
covered by a mix of full-time and part-time seasonal positions. NGF estimates a comparative total
of 6.0 full-time equivalent (FTE) positions in the RGGC staffing (excluding maintenance function):
•

Pro Shop / Golf Operations / F&B (6.0 FTE)
▪ General Manager (FT - Salary)
▪ 1 Shop Operator (FT - Hourly)
▪ 2 - 3 Sales Clerks - including F&B (PT - Hourly)
▪ 2 - 3 Cart/Range Staff (PT - Hourly)

•

Golf Maintenance Staff (3.0 – 3.5 FTE)
• Course Superintendent (FT - Salary)
• Staff Mechanic (FT – Salary)
• 4 – 5 Laborers (PT – Hourly)

It is important to note that the current operational structure also includes additional services
provided by the BGC central office under the General & Administrative category. Some of these
services include senior management allocation, office and accounting functions and technical
support for telecommunications and IT. When RedGate was operated by the City, many of these
same functions were performed by various City departments.
There are no industry standards that can be referenced to determine the staffing level for a golf
operation that is “appropriate”. The size of the staff needed for a particular golf operation depends
on several factors, not the least of which is budget considerations. Personnel costs typically
represent the largest single expense item in a golf course operation, as is the case for RedGate
GC. The NGF data on public golf operations in 2016 show averages for full-time staffing at 18-hole
public golf courses nationwide (table below). This level of staffing represents a reduction from 2009
figures as a result of declining income and the need to reduce expense.
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RedGate Golf Course
Total Facility Identified Staffing – 2018
Facility
RedGate GC (18-H)
Industry Average (per 18 holes)
Total U.S. Average

Operations Staff
(FT / PT) *
1.5 / 8.0

Maintenance
Staff (FT / PT)
2.0 / 4.0

3.0 / 16.0

4.0 / 8.0

Total Staff
(FT / PT)
3.5 / 12.0
7.0 / 24.0

* The national standard for operations staff includes administration and F&B.

Based on the NGF review of the RedGate GC staffing and golf industry averages, it appears that
RGGC is operating with a staff that is well below the national average. The current staffing levels
reflect the revenue generation that is occurring at the facility. Compared to the previous NGF
analysis conducted on RedGate in 2010, the current staffing is less than half of the 2010 levels.

Technology and Marketing
The bulk of the marketing activities for the RedGate GC are generated by the Billy Casper Golf
central office in Reston, VA. In the past, RedGate employees had tried to attract a stronger outing
segment via direct recruitment from various local outing sources. However, the results were
inadequate to justify the continued expense of this marketing activity. The marketing activities
conducted by BCG include email marketing to patrons in their golfer database as well as
promotional activities on the course website.
RedGate GC appeared to have limited technological business solutions employed in the facility
operation. The course uses the BCG point-of-sale (POS) system for all registers (including the golf
shop and the F&B operation). This system enables performance information and other reports to
be generated in a standardized BCG format - this allows easy comparison of year over year
information as well as versus other facilities in the BCG network.
Website
RedGate GC is hosting a dedicated website (www.redgategolf.com) operated by Billy Casper Golf
and utilizes the standardized format in place at all BCG-managed public facilities. The RGGC
website includes information on the course, the facility amenities (pro shop, F&B operation & the
range), facility events and various player improvement items (lessons, kid camps, etc.). The site
also allows golfers the opportunity to make tee times online – public players can book 7 days in
advance and RedGate members can book up to 14 days in advance.
This website includes most all of the key features and user touches that NGF typically sees in
successful golf facility websites. The address appears to be easy and should be findable in any
web search (such as golf in Rockville, Rockville golf, etc.). The information included matches
closely to NGF recommended information, and includes links to book tee times and provides eclub sign-up, although the course overview and information could be improved.

National Golf Foundation Consulting, Inc. – RedGate GC FINAL Report – 31

Golf Playing Fees
In its current operation as a public golf course, the primary source of course revenue are green
fees, followed by annual passholder fees (in effect, pre-paid green fees). A summary of the current
RedGate GC public rate structure and annual passholder fees are shown in the tables on the
following page. More detail on dues and fees at key competitors appear later in this report
Daily Green Fees
The table below provides a summary of RGGC fees in 2018.

RedGate Golf Course - Current Fees
Weekday

Rate

Weekend Golf Fees

Rate

Open to 11:00am

$38

Open to 11:00am

$54

11:00am to 4:00pm

$36

11:00am to 2:00pm

$44

4:00pm to Closing

$24

2:00pm to 5:00pm

$34

Senior Rate

$30

5:00pm - Closing

$24

9-Holes

$24

Senior Rate

$50

9-Holes

$34

Driving Range Rates by Size
Small (30 balls)

$7

Medium (60 balls)

$10

Large (90 balls)

$13

Large Bucket &
Draft Beer

$16

Membership Options – RedGate Golf Course
Capital Area Golf Membership1

5-Day Membership
7-Day Membership
Junior Membership2

Walking
Annual Monthly
$800
$75
$1,600
$145
$799
-

Riding
Annual
Monthly
$1,200
$110
$2,000
$180
-

Riding & Range
Annual
Monthly
$1,400
$130
$2,200
$200
-

1This

membership includes access to 4 other Billy Casper Golf-managed facilities in the local area
(1757 Golf Club, Reston National, Forest Greens & Lake Presidential). There is a $10 fee required
for each round and there are surcharges between $24 & $39 per round at the other facilities.
2Includes range balls
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The public or daily fee rates at RGGC are comparable to the other competitors in the market area.
However, the primary competitor is the Montgomery County Revenue Authority (MCRA) and they
operate a total of 9 courses (with 7 of their properties within 15 miles of RedGate). The impact of
the MCRA courses on the local golf market will be discussed in the next chapter of this report.
It is important to note that the Capital Area Golf Membership (which includes RedGate GC)
provides access to five different courses. This is an appealing benefit for golfers who like to
experience a variety of courses. The current passholder structure has far fewer categories than in
the past under City management. Under BCG, RedGate also does not offer a resident and nonresident rate structure.

Other Operational Issues
Other key issues related to the RedGate GC operation that was observed by NGF in this review:
•

Pro Shop – RedGate has a modest merchandising operation, selling primarily shirts,
hats, some outerwear and some hardgoods (balls & clubs). Total merchandise revenue
is projected to end 2018 at $24,200, or about $1.21 per round (industry standard is
$2.35). For 2018, the direct cost of sales (COS) was 69% - this was very close to the
industry standard of 70% COS. During 2016 and 2017, the pro shop sales were
considerably higher at 89% and 87%, respectively. Unfortunately, the course’s pro shop
has decreased by over 75% since 2015 and the pro shop per round has dropped by
57% during the same period.

•

Food and Beverage Operation – The food and beverage operation at the RedGate
GC has limited cooking facilities and the management has reduced the menu options to
require the least amount of staff support. In previous years, the operation was
generating $110,000 to $140,000 annually. However, the past 2 years have seen a
significant drop in revenues and 2018 is projected to end the year at approximately
$48,400. The F&B operation currently generates about 9% of total facility revenue
(down from 11% just 2 years ago). Overall, the food & non-alcoholic beverages are
about 53% to 55% of total F&B revenue. For 2018, RGC is projected to generate about
$2.25 per round (industry standard for public golf is $6.10). Direct cost of sales (COS) is
about 31% for 2018 compared to an industry standard of 40% COS.

•

Carts – The club has an existing lease for 55 Yamaha gas-powered carts. NGF
observed that the carts were in good operational condition, with most carts stored inside
the cart storage facility for protection. The existing lease is approximately $55,000 per
year (within the industry-expected $1,000 per cart per year standard).

•

Maintenance Equipment – The equipment used to maintain the RedGate GC is
technically owned by BCG, with much of it acquired from the City when the lease
commenced (this discussion about ownership is ongoing with legal representatives from
BCG and the City working towards an agreement). The NGF inspection showed that
much of the equipment is at or beyond its useful life, with very little additional equipment
in a back-up position. This situation greatly increases the importance of the facility
mechanic as he has no safety net when equipment is out of service. The current
maintenance equipment is not adequate to maintain the golf course to average
standards.
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REDGATE GC OPERATIONAL PERFORMANCE
The operation of the RedGate GC is comparable to a mid-level public golf course business, with
primarily public (non-member or passholder) revenue sources and an expense structure derived
primarily from the level of revenue generated. The income for RGGC includes all revenues derived
from daily green fees, passholders, cart fees, merchandise sales and food/beverage income.
Direct expenses to operate the facility are borne by the operator (BCG) and include direct cost of
goods sold, operations, maintenance, utilities, and other general and administrative expenses. As
is typical in public golf operations, much of the total expense is fixed in that the expenses must be
borne regardless of how many rounds are played. The following paragraphs summarize the
activity, revenue, and expenses for the RGGC facility based on the NGF review of operations and
input from various BCG and City representatives.

Rounds Played at RedGate GC
Over the last 4 years, the rounds played at RedGate have been declining – from nearly 36,000
rounds in 2015 to a projected year-end forecast of just over 24,000 for 2018. This significant
decrease of 33% can probably be attributed to several key factors – the challenging RGGC golf
course, deteriorating course conditions, significant competition in the local market and severe
weather conditions in the spring of 2018. In comparison, the total U.S. experienced a -8.4% decline
in per-course golf rounds between 2008 and 2017, with a 3.9% decline recorded through October
2018. In metro Washington DC (includes Rockville) rounds were flat from 2015 through 2017, with
a significant -11.4% decline in the first 10 months of 2018. Total average rounds per 18 holes now
stand at 31,500 for golf courses nationwide. During our previous analysis of the RedGate GC in
2011, the course was generating approximately 34,000 to 36,000 rounds annually in the prior 2year period.
Rounds Played by Year
The review of rounds over the past 4 years illustrates the decline that has been occurring. The total
number of “member” rounds (played by various passholders) have been generally steady since
2015. However, this category has been increasing as a percentage of the total play during these
four years. Member play represented about 32% in both 2015 and 2016, but is now almost 46% of
total rounds. The primary loss of play has been from the public or daily fee rounds. This category
has declined from about 65% in 2015 and 2016 to the current level of just over 50%. As we
understand, RedGate no longer offers a pricing differential for residents of Rockville.
RedGate Golf Course
Total Rounds Summary (2015 – 2018)
2015

2016

2017

2018*

15-18* Avg

11,575

10,218

12,579

10,959

11,332

Outing Rounds

1,335

844

725

766

918

Public Rounds

23,061

20,574

19,038

12,371

18,761

Total Rounds

35,971

31,636

32,342

24,096

31,011

Member Rounds

Source: Billy Casper Golf, LLC. *2018 is forecast as of October 2018.

Capacity Issues
A golf course’s theoretical capacity can be determined mathematically by multiplying the number of
available tee times (utilizing only the first tee as the starting hole) by the maximum number of
players in a group, usually a foursome. This measure is not realistic for golf, but results in an
absolute maximum of around 80,000 total rounds per year (for an 18-hole course).
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A more realistic measure, a golf course’s actual capacity takes into account the loss of tee times
for weather, unplayable conditions, cancellations, no-shows, groups of less than four players, and
other reasons a golf course would never actually play the theoretical capacity such as a desire to
maintain course conditions and market realities. In estimating capacity, NGF Consulting has
defined a “round” as one person teeing off in an authorized start, so 9-hole and 18-hole rounds are
counted equally. In the Maryland area market golf facilities are operating about 9 to 10 months per
year (depending on weather conditions). Based on RedGate GC’s course type and size, fee
structure, weather conditions, down time for maintenance, NGF Consulting has estimated an
actual capacity of about 45,000 rounds per year for the 18-hole course.
Passholders at RedGate GC
RedGate GC offers a frequent player membership (or pass) to encourage more loyalty from the
most active base of players. In addition to access to RedGate, the pass also allows play at 4 other
BCG-managed courses: 1757 Golf Club (Dulles, VA), Reston National Golf Club (Reston, VA),
Forest Greens Golf Course (Triangle, VA) and Lake Presidential Golf Club (Upper Marlboro, MD).
There are membership options available for 5-day memberships, 7-day memberships and junior
memberships – with all available as either walking or riding (except for juniors).
Similar to other revenue sources at RedGate, we are able to document a downward trend in
membership revenues since 2015. During this period, revenues from dues and pass cards have
decreased from almost $225,000 in 2015 to an estimated $103,000 for 2018. In spite of the
decrease in dues revenue, the number of member rounds have held basically steady. This infers
that the pass appeals to the value segment of the market. It was reported that most of the pass
holders walk and are minimal spenders on pro shop merchandise or food & beverage items.
The number of member or season passholders at RedGate have been declining as well. The chart
below reflects the number of passholders since 2015.
Type
5-Day Pass

2015 2016 2017 2018
41
45
41
38

7-Day Pass

69

24

45

34

Junior Pass
Total Passes

2
112

2
71

4
90

2
74

As previously referenced, the passholders or members at the RedGate GC are active players,
averaging approximately 148 rounds annually in 2018. With total membership revenue of $102,800
for 2018, each member is generating about $1,400 in membership fees and less than $10.00 per
round of golf (excluding any ancillary spending).
RedGate Golf Course
Membership Review (2017-18)
Annual Golf Members
Member Rounds
Total Collected Dues
Dues Per Member
Dues Per Member Round

2017
90
12,579
$130,660
$1,452
$10.39

2018
74
10,959
$102,821
$1,389
$9.38

Source: Billy Casper Golf, LLC & NGF Consulting (November 2018)
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RedGate Golf Course Revenue
The table below shows the total operating revenue from all sources at RedGate GC from 2015
through 2018 (which is a year-end forecast). We note that the facility’s overall revenue has been
suffering from a precipitous decline over this 4-year period and this has impacted virtually every
revenue category. The decline from approximately $1.25 million in 2015 to the projected year-end
2018 forecast of about $545,000 represents an overall reduction of over 55%. Historically, RGGC’s
food & beverage operation plus merchandise sales have accounted for about 15% to 20% of total
revenue in the recent past. The weather conditions in the Mid-Atlantic region this past spring were
very severe with extensive rainfall (and significant problems with course conditions region-wide).
These issues caused RGGC to have a late opening for 2018 and poor course conditions that have
lingered throughout the season. The ‘standard’ in the U.S. for 18-hole public golf courses is about
$1.0 million in total revenue, showing RGGC is generating about 69% of the revenue standard.
The table below is a revenue summary of total operating revenue from all sources from 2015
through 2018:

RedGate Golf Course Revenue by Category
2015 through 2018
Revenues
Green Fees
Cart Fees
Driving Range
Golf Cards/Passes
Other Golf Revenue
Clinic / School Revenue
Dues Income / Monthly Dues
Initiation / Annual Membership Fees

Golf-Related Total

1

1

2017 - 2018 % of Total
Average
Revenue

2015

2016

2017

2018

$573,223
$95,329
$39,159
$44,622
$4,369
$57,623
$178,755
$0

$456,133
$97,185
$39,198
$31,742
$18,680
$66,177
$64,793
$53,962

$399,406
$108,270
$25,866
$3,561
$5,404
$50,352
$127,099
$0

$234,334
$69,994
$19,697
$1,860
$3,405
$42,951
$100,961
$0

$316,870
$89,132
$22,782
$2,710
$4,405
$46,652
$114,030
$0

45.6%
12.8%
3.3%
0.4%
0.6%
6.7%
16.4%
0.0%

$993,082

$827,870

$719,959

$473,202

$596,581

85.9%

$102,089
$80,629
$57,767
$3,157
$5,263

$70,816
$66,526
$43,848
$755
$6,834

$44,069
$43,125
$36,084
($381)
$2,534

$24,156
$25,579
$22,811
$13
($1,342)

$34,112
$34,352
$29,447
($184)
$596

4.9%
4.9%
4.2%
0.0%
0.1%

$248,904

$188,780

$125,431

$71,217

$98,324

14.1%

$845,390

$544,419

$694,904

100.0%

Other RedGate GC Revenues
Pro Shop Sales
Food (Food & Soft Drinks)
Beverages (Alcohol)
Other F&B Revenue
Miscellaneous Income and Discounts

Total Other Revenues
Total Facility Income
Annual Change
Estimated Revenue Per Round
1

$1,241,986 $1,016,649
-----

-18.1%

-16.8%

-35.6%

-----

-----

$34.53

$32.14

$26.14

$22.59

$24.63

-----

2018 year-end forecast

Source: Billy Casper Golf, LLC & NGF Consulting (November 2018)
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RedGate Golf Course Average Revenue Analysis
The total average revenue per round at RedGate is projected to be $22.59 for 2018, inclusive of all
revenue sources as noted. Of the gross total, $19.64 are golf-related revenues and the remaining
$2.95 in ancillary revenue ($1.95 in F&B). These figures are 30% lower than just 2 years ago.
RedGate Golf Course
Total Average Revenue per Round (2016 – 2018*)
Year
Rounds
All Golf-Related Revenues
Golf Shop Merchandise
Food & Beverage
Total Facility Gross Revenue*

2016
31,636
$26.17
$2.24
$3.73
$32.14

2017
32,342
$22.26
$1.36
$2.52
$26.14

2018*
24,096
$19.64
$1.00
$1.95
$22.59

Source: Billy Casper Golf, LLC & NGF Consulting. *2018 is a projected year-end forecast

RedGate Golf Course Expenses
The table on the following page shows the total operating expenses at RedGate GC by category
since 2015. The expenses shown in the table do not include direct cost of goods sold (not an
operating expense) or depreciation (not a cash item). The NGF has made these adjustments for
appropriate comparison to benchmarks.
The figures have been organized by the appropriate categories based on function. The total labor
amount pertains primarily to the golf operation and food & beverage operation only, while nonlabor operating expenses includes items such as course supplies, repairs & maintenance, dues &
subscriptions, office expenses and various fees (such as credit cards, etc.). The operating
expenses for RGGC have been declining in recent years as BCG has attempted to spend to the
level of facility revenues. The overall expense to operate RGC is lower than the expense average
for public golf courses ($1.1 million annually) in the nation.
Direct expenses for personnel are the largest for golf facility operations. The standard threshold for
the ratio of personnel expenses to total expenses is between 50% and 60%, excluding cost of
sales. For the operational category, RedGate labor expense will be about 49% for 2018 (compared
to 44% in 2016). For the maintenance operation, labor will constitute about 57% for the projected
2018 year-end. The maintenance labor budget was approximately 54% of total maintenance
expense in 2016. However, the labor budget is now 15% lower than in 2016 and it would be
considered a minimal crew size.
NGF notes that Billy Casper Golf, LLC also charges RedGate GC an amount annually for BCG
central charges to cover internal operating costs. Since the end of 2016, a significant percentage
of these expenses have been removed from the RGGC operating budget, suggesting that BCG
has been absorbing, or has eliminated, these internal service charges.
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RedGate Golf Course Expense by Category
2015 through 20181
2015

2016

2017

20181

2017-2018
Average

$130,481
$68,425
$45,993

$111,765
$71,855
$53,525

$110,838
$46,115
$35,839

$79,499
$52,816
$2,919

$95,169
$49,466
$19,379

F&B Labor

$34,883

$30,542

$12,052

$19,298

$15,675

Sales and Marketing Labor

$11,132

$511

$570

$0

$285

Payroll Taxes
Medical/Health Benefits
Workman’s Comp

$41,887
$27,538
$7,748

$34,674
$25,370
$6,008

$27,278
$20,253
$6,823

$23,157
$18,040
$5,089

$25,218
$19,146
$5,956

$368,086

$334,249

$259,769

$200,817

$230,293

$77,387

$70,788

$39,373

$36,100

$37,737

$240,156

$223,982

$85,564

$72,507

$79,035

Food & Beverage

$9,227

$8,529

$4,231

$912

$2,571

Amenities

$6,213

$4,462

$657

$614

$636

Clubhouse & Golf Operations
Payroll-Related
Golf Operation Labor
G&A Labor
Amenities Labor

Total Direct Labor
Operational Expenses
Golf Operations
General &

Administrative2

Other Expense

$0

$0

$0

$0

$0

Sales & Marketing

$25,203

$22,312

$10,276

$996

$5,636

Golf Cart Leases

$54,912

$54,912

$34,811

$52,512

$43,662

Equipment Leases

$0

$0

$0

$0

$0

FF&E

$0

$0

$0

$0

$0

Insurance - P&C

$23,946

$22,568

$22,825

$20,400

$21,612

Taxes - Real Estate

$11,947

$13,532

$22,353

$16,888

$19,620

$7,160

$9,334

$0

$5,676

$2,838

$0

$0

$0

$0

$0

$456,151

$430,419

$220,090

$206,605

$213,348

$163,688

$149,209

$136,504

$127,147

$131,826

Payroll Taxes

$4,793

$3,489

$2,613

$2,301

$2,457

Medical/Health Benefits

$1,907

$1,764

$1,367

$1,332

$1,350

$137

$89

$142

$95

$119

$207,334

$131,721

$148,698

$96,964

$122,831

$377,860

$286,272

$289,324

$227,840

$258,582

$1,202,097

$1,050,940

$769,183

$635,262

$702,223

-----

-12.6%

-26.8%

-17.4%

-----

Taxes - Personal Property
Taxes - Leasehold

Total Operational Expenses
Golf Course Maintenance
Maintenance Labor

Workman’s Comp
Maintenance

Total Course Maintenance
Total Facility Expenses
Annual Change
1

2018 year-end forecast
2
G&A expenses include BCG central charges that cover internal operating costs. In 2017, these charges were reduced by BCG with
excess reportedly absorbed by BCG.
Source: Billy Casper Golf, LLC & NGF Consulting (November 2018)
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Review of Ancillary Operations (F&B Operation, Pro Shop & Driving Range)
In addition to green fees, passholder fees and cart fees, RedGate GC has ancillary revenue
earned from the sale of food & beverages, golf shop merchandise and driving range revenues.
Total ancillary revenue to the facility from these sources are expected to be approximately $91,000
at the end of 2018 (compared to over $151,000 last year). The NGF review of ancillary revenue at
the RGGC follows below:
RedGate GC Food and Beverage Operation
The food and beverage operation at RedGate include only the clubhouse venue. As we
understand, the facility does not operate an on-course beverage cart. The menu options are
significantly influenced by the limited cooking / food preparation areas as well as the importance of
minimizing the staff needed to operate this area. The menu includes mainly pre-made sandwiches,
beverages (soda, beer, etc.) and several breakfast items (breakfast sandwiches, toast, bagels,
etc.). Several menu items require some cooking (burgers, chicken fingers, etc.) but these items are
available on a limited schedule. Alcoholic beverage sales will represent ~46% of total F&B revenue
for 2018 (and 47% in 2017). Given the limited menu, the food items contribute a high percentage
of F&B revenue. Since 2015, F&B revenue has declined by 65% and average revenue per round
has also declined by almost 50%. The table below provides a summary of food and beverage
operation at the RedGate Golf Course:
RedGate Golf Course
Food and Beverage Operation
Course

RGC

2018 Total
Gross
Revenue

Basic Features

Sandwiches, cold drinks &
beer/wine liquor license

$48,403

2018
Revenue/
Round*

$2.01

U.S. Std.
Rev./
Round*

Direct Cost
of Sales
(COS)

COS % of
Revenue

U.S.
Std.
COS*

$6.10*

$14,940

30.9%

40%

*U.S. Standard for public 18-hole courses. $/round based on total starts.

RedGate GC Merchandise Operations
RedGate GC has a modest selection of merchandise for sale for facility patrons (including men’s &
women’s apparel, balls, gloves and hats). The total gross revenue for merchandise at RedGate will
be approximately $25,000 in 2018. Unfortunately, pro shop sales have been trending downward,
with 2018 projected to be about 40% less than 2017 (and over 75% less than 2015). The projected
2018 pro shop volume equates to $1.00 per round of golf, an amount that is about nearly 60%
lower than the national “standard” for pro shop revenue at $2.35 per round of golf. The projected
cost of goods sold for 2018 will be ~70% and this is appropriate for most shops (but in 2017, the
pro shop COGS was nearly 86% - perhaps this included the sell-off of discounted merchandise). A
review of pro shop performance at RGC:
RedGate Golf Course
Pro Shop Merchandise (2017 & 2018)
2017
$44,069

2018
$24,156

2017-18 Avg.
$34,113

$37,788

$16,689

$27,238

Net Pro Shop

$6,281

$7,467

$6,875

COS %
Gross Pro Shop / Round

85.8%
$1.36

69.1%
$1.00

79.9%

Total Pro Shop Income
Direct Cost of Merchandise Sold (COS)
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RedGate GC Driving Range Operation
For many public golf courses, the driving range can be a significant source of revenue if it has the
appropriate characteristics. These key features typically include good quality turf (versus artificial
mats), good golf balls, convenient accessibility to the parking lot/clubhouse, adequate size
(perhaps 275 yards or more on length) and lighting. Unfortunately, the location and land allocation
of the RedGate GC range has difficulty attracting golfers interesting in practicing as opposed to
those simply warming up prior to a round of golf. Over the past two years, the Redgate range has
generated revenue of approximately $.80 per round (which is below the US average for public
courses). Total range revenue for 2018 will be just under $20,000 – this figure pales in comparison
to some of the Montgomery County Revenue Authority courses (such as Falls Road GC that
generated almost $385,000 in range revenue in 2017).

The RedGate Golf Course Financial Summary
NGF’s review of financial performance shows that RedGate GC generated $845,000 in total
revenue in 2017 and is projected to end 2018 at approximately $545,000 in facility revenue (or a
decline of about 35% from the previous year). For the 4-year period examined by NGF, RGGC has
operated at a deficit for 3 of those years. The operating losses have ranged between ($80,000)
and ($128,000), with the average facility loss for 2015 through 2018 at ($80,000).
Billy Casper Golf has continued to reduce operating expenses at RGGC as the facility revenues
have declined since 2015. These actions have certainly reduced the potential operating deficit but
the facility conditions have continued to deteriorate. Since the NGF conducted our previous
analysis in 2010 (when the course was still operated by the City) to present, there has been very
minimal improvements or upgrades to the entire facility. At this point, we do not believe that there
are additional expenses that can be reduced or eliminated and have RGGC remain operational.
Below is a comparison of RedGate’s revenues and expenses since 2015 (a continued downward
path during this period) and an overall performance summary for the course.

RedGate GC Revenue & Expense Comparison
$1,400,000
$1,200,000
$1,000,000
$800,000

$600,000
$400,000
$200,000
$0
2015

2016

2017

Gross Income

Total Expenses

Linear (Gross Income)

Linear (Total Expenses)

2018
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RedGate Golf Course Summary of Performance
2015 through 20181

Revenues
Total Revenue
less: Cost of Goods Sold
Total Cost of Sales

2015

2016

$1,241,986 $1,016,649

1

2017 - 2018
Average

2017

2018

$845,390

$544,419

$694,904

$119,178

$94,214

$64,945

$31,629

$48,287

$1,122,808

$922,435

$780,444

$512,790

$646,617

Total Personnel Expenses

$538,612

$488,801

$400,395

$331,693

$366,044

Golf Operations Expenses

$456,151

$430,419

$220,090

$206,605

$213,348

Maintenance Expenses

$207,334

$131,721

$148,698

$96,964

$122,831

$769,183

$635,262

$702,223

Gross Margin
Expenses

Total Expenses

$1,202,097 $1,050,940

Facility Net Income

($79,289) ($128,505) $11,261

1

($122,472) ($55,605)

2018 year-end forecast

Source: Billy Casper Golf, LLC & NGF Consulting (November 2018)

SUMMARY – REDGATE GOLF COURSE
RedGate Golf Course is a well-known public facility in Montgomery County that has traditionally
been supported by Rockville resident golfers seeking an affordable round of mid-quality golf. The
course has been open for nearly 45 years and is very well-located in the City of Rockville. The
course is convenient for Rockville residents, as well as others in the Maryland market north of
Washington, DC. Road access to RedGate is good and the recent completion of the Intercounty
Connector (an east-west toll road) has definitely improved this access. The course was Cityoperated from its opening until the end of 2011. Billy Casper Golf, LLC of Reston, VA took over
operation and management of the course in early 2012 under a 10-year lease.
The RedGate GC offers a challenging golf layout due to the site topography and extensive tree
cover throughout the property. However, the course conditions have continued to decline since the
2011 NGF analysis, and this has adversely impacted the course playability and marketability, likely
contributing to a decline in rounds hosted and revenue. The maintenance conditions observed by
NGF in October 2018 are a result of several factors, including insufficient maintenance budget,
antiquated irrigation, severe overgrowth of the numerous trees on the property and inadequate
maintenance equipment. Further, the course has not been upgraded or improved materially since
its opening in 1974 – just repairs on an as-needed basis. This lack of investment in the course has
created a significant list of necessary improvements that are required to make RGGC competitive
in the public golf arena. At almost 45 years of age, virtually all course elements are beyond the lifecycle periods on many of the key infrastructure items (Appendix A). RGGC’s primary competitors
include the MCRA 9-course network that has been highly successful in offering a good quality
product and they continue to make capital improvements annually under a long-term strategic plan.
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As documented by NGF, RGGC is in decline as a golf facility for some time, and new investment in
basic infrastructure is needed. Previously in this report, the NGF documented some $2.9 to $3.7
million in needed repairs and improvements that are required to keep the facility open and
operating in a manner that would be appropriate and competitive in this market. The improvements
recommended include investments in all functional areas of the operation (golf course, amenities,
maintenance), with the most significant improvements including a new irrigation system, treetrimming, cart path upgrades, tee box upgrades, drainage enhancements and improvements to
maintenance facilities and equipment. These repairs and improvements will be necessary in the
coming years to retain this golf property and keep it open and operating as a golf course.
The original vision for RedGate GC since 2012 (as articulated in the lease) was to include various
capital improvements from the lessee. Some of these initial improvements included $175,000 in
upgrades (such as the outdoor deck off the clubhouse, improvements to the course &/or
clubhouse, etc.), the acquisition of a new golf cart fleet (which was done) and an investment of
$150,000 to replace some of the aging maintenance equipment. Additionally, the BCG lease
stipulated that starting in the 2nd year, BCG would pay 2.5% of gross facility revenues into an
Annual Capital Improvement Fund. This money was to be used for repairs, improvements and
replacements based on an established annual capital improvement plan. Unfortunately, the
revenue earned at RedGate was well below projections, which led to many of these planned
improvements to not be completed. Further, an amendment to the original lease (2013) was
needed to provide BCG with financial relief for some of their obligations as well as trying to identify
an alternative water source for irrigation purposes in conjunction with City.
Operationally, RGGC has been experiencing a decline in every key metric over the past 4 years. In
spite of the programs and efforts utilized by BCG, RedGate GC is in a very challenging position.
Some of the key metrics that have been declining since 2015 include:
•
•
•

Rounds are down 33% (from 36,000 rounds in 2015 to about 24,000 rounds in 2018)
Total facility revenues are down 56% (from $1.24 million in 2015 to $545,000 in 2018)
Total average revenue per round, pro shop revenue per round and F&B revenue per round
are down by 65%, 49% and 35%, respectively

In order to maintain economic performance, BCG implemented significant cost-cutting measures to
match declining revenue, essentially reducing all expenses to align with revenue. Unfortunately,
the facility is being operated with a minimal staffing level and the on-going expenses have been
trimmed to the point there is virtually nothing remaining to additional reductions. These expense
reductions are likely contributing to the lessened condition and service levels observed by NGF in
2018.
RedGate no longer has the physical condition or the amenities that would allow significant
increases in dues and fees. Hence, a high percentage of RGGC players are long-time residents of
the area who are loyal to the course (along with the friends in their golf group) and the value
segment – this is especially true for the golfers who purchase the annual pass cards.
Our review of the RedGate GC reflects a course and related amenities that are at a crossroads in
terms of the ongoing economic viability. In its current condition, the course will continue to
generate significant operating deficits, as the RGGC asset needs major improvements to be
considered a factor in this golf market.
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External Factors Affecting the Operation of
RedGate GC
In this section of the report, NGF will provide a summary of important external factors that have
direct effect on the operation of RedGate Golf Course. This includes a review of local
demographics and the economy, national golf industry trends, and a specific estimate of golf
demand in the Rockville market. NGF will also provide a review of other golf courses in the
market area that compete with RGGC for market share. We will then provide a summary of
these factors and how they relate to the continued operation of the RGGC.

DEMOGRAPHICS, ECONOMY AND WEATHER
The subject RGGC is located in Rockville at the center of Montgomery County, approximately
15 miles north of downtown Washington, D.C. The City is an important bedroom community for
Washington, but also has its own commercial and cultural dynamic. Montgomery County as a
whole is one of the most affluent counties in the U.S., and includes many major U.S.
government offices, scientific research and learning centers, and business campuses, all of
which provide significant economic activity in the County. Given this basic characteristic, it is
expected that the continued operation of a public golf facility in Rockville will be supported by
the resident and business community, if the golf course product was appropriate.

Demographic Analysis – Local Permanent Residents
The table in Appendix B summarizes key demographic measures of population, income and other
trends that relate to golf participation. The table below provides a summary of key demographic
and golf demand measures for various market rings around the subject RGGC, Montgomery
County, the State of Maryland and the total U.S. A summary follows:
Market Data Comparisons 2018
RedGate GC
Population Est. 2017
Population 2022 Proj.
Med. HH Income (2017)
Median Age (2017)
Household Participation Index*
Number of Golfers
Rounds Potential (res.)

5-Mile Radius

10-Mile Radius

Montgomery
County

State of
Maryland

Total U.S.

328,780
346,795
$101,628
39.7
87
26,522
335,054

969,104
1,023,649
$108,699
39.6
85
76,520
726,628

1,054,279
1,113,124
$108,959
39.2
85
82,947
828,539

6,051,283
6,226,636
$81,880
38.7
71
405,438
5,187,224

324,310,011
337,744,388
$59,240
38.1
100
23,832,510
455,965,500

Source: NGF Consulting, Tactician Corporation, Applied Geographic Solutions. N/A = not available * Golfing Household Participation Index: Based
off of the estimated number of golfing households, this measure compares the golfing household participation rate in a particular geography to the
national average golfing household participation rate index of 100

•

The local market around RGGC shows a large population, with over 328,000 residents
within five miles in 2017. The area is characterized by household incomes that are
significantly higher than the total U.S., along with a median age that is slightly higher
than the country overall. In all, the age and income demographics tend to coincide with
higher golf participation, although actual participation may be constrained somewhat by
pressures of time availability and lack of strong tradition in the game.
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•

The NGF estimates there are a total of just under 83,000 golfers potentially demanding
over 828,000 rounds of golf annually (9.9 rounds per golfer per year) in Montgomery
County. It is expected that this golf demand would be serviced by the golf facilities
available for use in this and other nearby counties.

•

The local market around RGGC shows generally lower-than-average golf participation
and rounds demand. Some of this may be related to the shorter golf season in the area,
along with time pressures as noted (work, travel, traffic, etc.). Combined with the large
resident population, it is clear that the RGGC will need to attract its share of local
resident golfers to generate the rounds and revenue needed to sustain operations.

Key Economic Factors
Interviews with area golf operators and NGF data suggests that the recession of 2009-2012 had
direct and lingering effects on the demand for golf both nationally and regionally, as decreased
discretionary income and other economic factors resulted in reductions in recreational / leisure
spending. Below is a brief summary of factors specific to the local Rockville and Montgomery
County area economy that have the potential to affect demand for golf in 2018 and beyond.
•

The greater Washington D.C. area is currently in the midst of a booming economy,
including a steady procession of development projects extending into Montgomery
County. Rockville, along with neighboring Gaithersburg and Bethesda, is at the core of
the Interstate-270 Technology Corridor which is home to numerous software and
biotechnology companies as well as several federal government institutions. Rockville
also has several upscale regional shopping centers and is one of the major retail hubs
in Montgomery County.

•

The Census update estimates that the population of Montgomery County was
1,054,279 in 2017, an 8.5% increase since 2010. The increase continues a growth
trend that has seen a 39% increase in County population since 1990. According to data
from 2010, commuters from area suburbs (like Rockville and Montgomery County)
increase the daytime population in Washington, DC to over one million people. The
Washington Metropolitan Area, which includes D.C. and surrounding suburbs, is the 7th
largest metro area in the U.S. with well over 6 million+/- residents in 2017.

•

Montgomery County has a growing, diversified economy with an increasing percentage
of professional and business service jobs. The County is an important business and
research center and is the epicenter for biotechnology in the Mid-Atlantic region with the
third largest biotechnology cluster in the U.S. Biomedical research is carried out by
institutions including Johns Hopkins University's Montgomery County Campus (JHU
MCC), and the Howard Hughes Medical Institute (HHMI). Federal government agencies
engaged in related work include the Food and Drug Administration (FDA), the National
Institutes of Health (NIH), the Uniformed Services University of the Health Sciences
(USUHS), and the Walter Reed Army Institute of Research.

•

Tourism is Washington DC's second largest industry, with potential spill-over in
Montgomery County. Approximately 20.2 million visitors contributed an estimated $6.8
billion to the DC area economy in 2014. The District also hosts nearly 200 foreign
embassies and international organizations such as the World Bank and the
International Monetary Fund, and the foreign diplomatic corps employs about 10,000
people in Washington. These visitors have the potential to impact public golf operations
in the region, including golf courses in Rockville and Montgomery County.
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•

There are many large employers in the Rockville / Montgomery County area that can
impact golf demand as candidates for outings, events and charity golf tournaments.
Among the largest employers in the area are Montgomery County, Montgomery County
Schools, Lockheed Martin and Westat, all in Rockville with over 2,000 employees, and
the U.S. Departments of Health and Human Services, Commerce and Defense
Departments and several other major non-governmental employers in Montgomery
County (Adventist Health, Marriott International and Verizon).

•

In November 2017, the Montgomery County Council unanimously approved legislation
to increase the minimum wage to $15 by 2021 or 2023 (based on the number of
employees). All wage increases go into effect on July 1 of each year. The new minimum
hourly wage of $15.00 will be approximately 18% to 20% higher than the current 2018
rate. This wage increase will have a significant impact on mid-size and large area
business as they will likely reassess their internal structure and the number of
employees they can afford to retain.

•

The transportation infrastructure in Rockville and Montgomery County is sufficient to
support continued public golf operations at the RGGC site. As golf activity is primarily
driven by auto transportation, access to a strong roadway system is important to golf
facilities and RGGC is accessible by major arterials in the area. Rockville is served by
two major highways – I-270 and Intercounty Connector (200) – plus an adequate supply
of surface arterials. However, the NGF notes heavy traffic congestion in immediate
proximity to RGGC, with over 48,000 cars per day at the E. Gude Dr / Norbeck Rd
intersection, close to RedGate GC, possibly limiting non-local golf demand.

Climate
As with any outdoor recreation, weather will have impact on golf participation. NGF data estimates
that almost all golf is played with temperatures between 50- and 90-degrees Fahrenheit. The data
suggests that golf in Rockville can be played year-round in an abnormally warm year, but that the
area is essentially an 8 to 9-month golf market. With an average of ±36 inches of precipitation a
year, this golf market is prone to a reduction in playable hours/days. The following table presents a
summary of monthly weather data for Rockville based on 50-year recorded trends:

Month
Annual
January
February
March
April
May
June
July
August
September
October
November
December

Climatological Data
Rockville, MD
Temperatures
Precipitation
Inches
Average High Low
49.4
58.7 40.1
35.6
22.2
29.8 14.7
1.7
26.5
34.3 18.7
1.6
37
45.7 28.4
2.6
48.8
58.8 38.7
3.5
59.1
70
48.2
3.5
68.7
79.6 57.8
3.8
73.4
83.7 63.2
3.6
72.1
82
62.3
4.3
64.6
75
54.2
3.5
52.8
62.8 42.7
2.7
40.1
48.2
32
2.7
27.4
34.6 20.2
2.2

Avg. Length
of Day (Hrs.)
125
11
9
12
12
11
10
10
9
9
10
11
11

Source: Weatherbase.com, Rockville, MD
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GOLF MARKET SUPPLY AND DEMAND INDICATORS
National Golf Industry Overview
Despite the significant negative press, the golf industry remains healthy and golf continues its
macro trend toward stabilization in 2018. Considering the severity of the most recent recession and
its lingering effects on discretionary income and time, golf has held up rather well. Multiple NGF
studies of golfers since 2008 attribute the gradual decline in golfers and rounds since peak
participation primarily to the impact of lower job security and concern over personal finances, not
waning appeal for the game. Total spending on golf and club memberships will always be
vulnerable to outside forces such as the economy, but the game remains popular and is fortunate
to have a deep well of interested prospects. Some findings from NGF:
•

•

•

•

Participation - The national golfer number (participation) continues to show some net
attrition, primarily among occasional/less committed golfers. Overall, NGF research
indicates 23.8 million people in the U.S. that played at least one round of golf in the
prior year, about ±900,000 fewer than in 2013. However, the vast majority of “core”
golfers remain in the game. This compared to the reported declines in rounds at RGGC,
suggesting this facility’s performance is more severe than the recent activity trend.
Golf Course Supply - The correction in golf course supply continued in 2017 at a level
comparable with previous years, falling 1.5% (205.5 18-hole equivalent permanent
closures and 15.5 18HEQ new openings). According to NGF data, since the market
correction in golf course supply began in 2006, there has been a cumulative net
reduction of golf courses equivalent to 7%. For perspective, golf supply grew by 44% in
the previous 20 years (1986-2005). NGF data shows some decrease in the Rockville
market, with a reduction of 27 holes in Montgomery County since 2009, including
closures at Montgomery Village and Trotters Glen in 2014 – both assumed to have
closed for economic reasons.
Rounds Played 2017-2018 – Nationally, 456 million rounds of golf were played in
2017, representing a -2.7% decrease year-over-year. In Maryland, the results were
comparable, with the state recording a decrease of -2.7% for the year 2017, with a
slight decrease in the Washington, DC market (includes Rockville) of -1.6%. YTD
through September 2018 national rounds are down -3.3%, and Maryland has been hit
particularly hard with a -13.7% decrease reported, and -12.2% in Washington, DC
through the end of September 2018. (data source: Golf Datatech – see Appendix C).
Looking Ahead - Baby Boomer Effect – As Baby Boomers age and retire over the
next 15 years; we expect to see a measurable increase in total rounds played in the
U.S. Boomers - born between 1946 and 1964 - are currently 53 to 72 years old. About 6
million of them are golfers; that’s about 1/4 of all golfers, and they currently play about
1/3 of all rounds. Boomers started turning 65 in 2011, and already 1 million+ golfing
Boomers have reached retirement age. The Social Security Administration reports that
10,000 or more Boomers retire every day. And ~300,000 Boomer golfers will turn 65
each year for the next 15 years. Retired Boomers (age 65+) play about twice as much
as younger, non-retired Boomers (40 rounds vs. 21 rounds).
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Other Measures of Health
Other perhaps equally important metrics to consider when measuring the health of golf include:
•

•

•

•

•

•

Investment in Facilities: Investment in major renovation projects has replaced new
construction as the largest source of U.S. golf course development activity. NGF
tracked just under 1,000 major renovations completed since 2006, representing at least
$3 billion. New development activity also remains in the pipeline, with NGF tracking 37
facilities currently under construction and another 55 in planning stages.
Engagement: Several years ago, NGF developed a scale to gauge engagement/
passion for golf. NGF annual golfer survey research indicates that the number of
engaged golfers has remained steady at 20 to 21 million for the past four years. These
engaged golfers are responsible for ±95% of rounds played and equipment spending.
Those more engaged are significantly more likely to continue playing.
Increasing Diversity: The junior golf population remains relatively stable at 2.9 million
and continues to show a transformation in diversity. One-third of golfers age 6-17 are
females, up from 17% in 1995 (in sum, 24% of all golfers are women). Also, 27% of
junior golfers are non-Caucasian, up from only 6% in 1995. A similar trend is observed
among young adult (18-34) or Millennial golfers, of which 29% are female and 24%
non-Caucasian. The highest diversity is among beginning golfers, at 34% female and
32% non-Caucasian.
Beginners: The number of beginners rose to a record 2.5 million in 2016, surpassing
the record set in 2000 when Tiger Woods was in his prime and drawing newcomers to
the game in unprecedented numbers. Since 2011, the compound annual growth rate
(CAGR) in beginners is an impressive 10.8%.
Off-Course Participation: Driven primarily by the popularity and growth of Topgolf, a
non-traditional form of golf entertainment, there were an estimated 20 million off-course
(involves only those activities that involve hitting a ball with a golf club) participants in
2016, about 40% of whom did not play on a golf course.
Latent Demand: Overall interest in playing golf remains very high. NGF survey
research indicates that the number of non-golfers who say they are “very interested” in
taking up golf has doubled over the last five years to 12.8 million people.

Market Definition – Primary and Secondary Trade Areas
For purposes of the market analysis, NGF has defined the primary trade area for the RGGC as a
5-mile radius around the site, with a secondary trade area as the entire Montgomery County
market. In reality, NGF believes that the vast majority of play at RGGC comes from Rockville
residents and other nearby County residents and the rest from area visitors who reside beyond
these markets (DC region). The NGF expects that the RGGC facility could broaden its effective
market if the course is improved and upgraded as proposed by NGF (more later in this report).

Local Golf Demand
The following are some summary NGF observations regarding key golf demand measures for the
local golf market. Please see the supporting tables in Appendix B.
•
•

NGF estimates that at there are at least 26,500 golfers living within five miles of RGGC,
and over 76,500 golfers living with 10 miles of RGGC in 2018.
NGF estimates that resident golfers could demand about 335,000 annual rounds of golf
in the 5-mile market and upwards of 726,600 in the 10-mile market around RGGC. In
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•

•

Montgomery County overall, NGF estimates demand potential of over 828,500 rounds
of golf annually, to be distributed over all (public and private) courses. This equates to
approximately 28,100 rounds per 18 holes in the market, roughly 90% the total U.S.
average of 30,900+/- rounds per 18 holes.
The golf demand indices for the local 5-mile and 10-mile markets around the RGGC
indicate golf participation and rounds demanded rates that are about 15% lower than
U.S. benchmarks, indicating a smaller proportion of golfers in Rockville. However, this
finding is mitigated by two key factors that impact Rockville golf performance: (1) the
weather and generally shorter golf season; and (2) the significant time constraints
resulting from work demands and longer commute times.
Latent Demand - People who express an interest in playing golf but have not yet
started include former golfers and those who have never tried. The demographic profile
of latent demand tends to be more female and younger than the population as a whole.
Surveys show these golf-interested non-golfers cite several barriers to entry, including
the cost and social aspects (no one to play with). The latent demand population is
comparable to the golfer population, and NGF estimates as many as 142,000 interested
non-golfers in Montgomery County. Given golf’s tenuous participation situation, all golf
courses should have programming aimed at “onboarding” prospective new golfers).

Other Demand Drivers
Supplementing golf demand from permanent residents are: (1) The area’s many large corporate
and public employers; and (2) Visitors to the Rockville area. NGF research shows that roughly
one-third of all golfers participate in the activity while traveling, playing 0.557 rounds per day of
travel. Though RGGC as presently situated would capture only a small proportion of these
incremental rounds from visiting golfers, supplemental play from visitors drawn by a strong
marketing program (e.g., through hotel tie-ins and other offerings) could be an important element in
making RGGC financially viable, assuming the quality was appropriate (more later in this report).

Local Golf Supply
Montgomery County is home to 27 total golf facilities, including 10 public and 17 private clubs. This
shows how the golf market in this area is dominated by private golf clubs. Of the 10 public facilities,
nine are municipally owned and only one is privately owned (daily fee). The NGF counts only one
of the 10 public golf facilities (Sligo Creek) at the NGF-defined ‘Value’ price point (peak riding rates
under $40), with four at a ‘Standard’ price ($40-$70), and the remaining five in the ‘Premium’
segment (over $70). This suggests a relatively expensive golf market compared to the total U.S.,
where 53% of all public courses in the country are ‘value’ (only 10% in this market).
Unlike many other parts of the US, there has been very limited new course development in
Montgomery County since 2000. The most recent course opening was Blue Mash Golf Course
opened in 2001. Between 1950 and 1975, there were 12 new golf facilities developed in the area,
representing almost half of the courses in the county, with another six facilities opened between
1975 and 2000. Hence, over 65% of the facilities in Montgomery County opened between 1950
and 2000, reflecting a mature golf market. Since 2009, there have been two golf facility closures
(Trotters Glen and Montgomery Village), representing about 4.8% of current existing supply (the
U.S. has seen the net closure of about 4.6% of supply since 2009). Many golf courses shutter due
to competitive dynamics; increasingly, however, golf courses – especially in geographies where
developable land is at a premium – are closing because residential or commercial is a much
“higher and better use”. This phenomenon has certainly been occurring in Montgomery County, as
noted course closures since 2000 were to be re-developed as new residential communities. Two
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other courses, Indian Spring GC in 2007 and White Oak GC in 2005 have closed in the area prior
to 2009. The NGF database shows no new golf courses either in planning or under construction in
the local Rockville market area
Ratio analysis based on national benchmarks shows that the local 10-mile market area around
RGGC has a comparable supply ratio to the national benchmark, with approximately 12% more
households per 18 holes in the RedGate market (Index = 112).
The following table displays data showing the relative supply of golf courses in the various defined
market rings and Montgomery County overall. The supporting tables in Appendix B provide
additional statistics on area golf course supply.
Rockville Area Golf Course Supply within Defined Markets and Montgomery County
#
Facilities

Total
Public
Facilities

# of
Premium
Facilities
(> $70)

# of
Standard
Facilities
($40-$70)

# of Value
Facilities
(< $40)

# of
Private
Facilities

Total
Holes

Total
Public
Holes

Total
Private
Holes

5 Mile Radius

10

3

2

1

0

7

216

72

144

10 Mile Radius

24

8

5

2

1

16

477

153

324

Montgomery County

27

10

5

4

1

17

531

189

342

Golf Course Market Supply / Demand Summary
Using the most basic measures of golf demand and supply, we note four possible combinations for
any given market area: (1) favorable demand and favorable supply (“potential growth market”); (2)
favorable demand and unfavorable supply (“active”); (3) unfavorable demand and favorable supply
(“inactive”); and (4) unfavorable demand and unfavorable supply (“saturated”). The review of data
for the greater Rockville area suggests an “inactive” market, with generally unfavorable demand
ratios and slightly favorable supply ratios.
Golfers per 18 holes
NGF has also evaluated the relative strength of the Rockville golf market with a comparison to a
national “threshold” of golfers per golf course within 10 miles of a golf course. In its 2009
publication “The Future of Public Golf in America,” NGF hypothesized that the best predictor of a
public golf course’s success was the number of golfers per 18 holes within a 10-mile radius, with
4,000 identified as a key target for projected financial stability. As shown in the table below,
RedGate GC is in a 10-mile market that has fewer golfers per golf course than the identified target,
with both the local 10-mile market and Montgomery County as a whole showing about 2,800-2,900
golfers per golf course, about 70% of the identified target (4,000 golfers per golf course). This data
lowers the chance for successful golf operations, all other factors being equal. The importance of
this metric is mitigated somewhat in markets with a high annual influx of visiting golfers, but further
stresses the importance of continued support from non-resident golfers.
Est. No. of
Golfers

10-mile Rings
Total U.S. “Target” for Successful Public Golf
RedGate GC
Montgomery County Overall

76,520
82,947

Total 18-H
Equivalent
26.5
29.5

Golfers per
18 holes
4,000
2,887
2,811

Source: National Golf Foundation
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LOCAL COMPETITIVE GOLF MARKET
NGF has analyzed the public access golf market in the Rockville, Maryland market area, with
particular emphasis on determining the current position of RGGC as a public-access golf course,
and prospects for sustaining and/or building market share in the future. On the following pages, we
list operating information for a group of selected competitive golf facilities within a 15-mile radius
from RedGate GC. This list was not meant to be totally exhaustive or to account for all of the
potential public golf competition to RGGC, but rather, to offer a frame of reference in evaluating
actual performance of the subject as compared to other golf facilities noted by RGGC staff and
golfers in the NGF survey as key competition.
The bulk of the municipal courses in this market are operated by the Montgomery County Revenue
Authority (MCRA), and these facilities are easily the top competitors to RedGate GC. MCRA
operates a total of nine (9) facilities with six (6) of their properties within the 15-mile radius from
RedGate. The map below identifies the location of the competitive courses relative to RedGate and
the MCRA facilities. We will discuss the MCRA golf operation in greater detail later in this section.

Competitive Public Access Golf Facilities Map
The map below shows the relative locations of the facilities selected as comparable to the RGGC.
Montgomery County Revenue Authority
1. Falls Road Golf Course
2. Hampshire Green Golf Course
3. Laytonsville Golf Course
4. Needwood Golf Course
5. Northwest Golf Course
6. Sligo Creek Golf Course
Additional
7. Blue Mash Golf Course
8. Gunpowder Golf Course
9. University of Maryland
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Summary Information
The following tables provide summary information for the RedGate Golf Course and the primary competitors in the local market area.
RedGate GC Public Golf Market Facilities (15-mile Radius) – Summary Information

Public Golf Courses

Location

Type

Year Open

Par / Slope

Back Tee / Forward
Tee

Location Relative
to RedGate GC*

RedGate Golf Course

Rockville

18H MU

1974

71 / 129

6,458 / 5,271

--

Needwood Golf Course

Derwood

27H MU

1972

70 / 122

6,246 / 4,586

2 mi N

Northwest Golf Course

Silver Spring

27H MU

1964

72 / 122

7,376 / 5,006

5 mi NE

Falls Road Golf Course

Potomac

18H-MU

1962

70 / 126

6,162 / 4,457

5.5 mi SW

Blue Mash Golf Course

Laytonsville

18H-DF

2001

71 / 134

6,885 / 4,966

6.5 mi N

Hampshire Greens Golf Course

Silver Spring

18H MU

1999

72 / 131

6,815 / 5,048

7 mi NE

Laytonsville Golf Course

Laytonsville

18H MU

1973

71 / 123

6,390 / 4,943

7 mi N

Sligo Creek Golf Course

Silver Spring

9H MU

1956

69 / ---

4,686 / 4,060

7.4 mi SE

Laurel

18H DF

1955

70 / 110

6,061 / 4,710

11.1 mi E

College Park

18H MU

1955

71 / 137

7,015 / 5,090

11.3 mi SE

Gunpowder Golf Club
Univ of Maryland Golf Course

*Air miles from subject site, rounded to half-mile; actual driving distances will likely be greater.
Type: DF – Daily Fee; MU – Municipal
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Market Area Rounds and Fee Information
Found below is information regarding the fee structure at the public facilities within 15 miles of RedGate GC. The 1st chart reflects
the peak season rate for green & cart fees as well as the number of rounds played in 2017 (to show the last complete year). The
next chart shows the various membership / season pass options available at these facilities.
Summary Peak Season Green Fees - RedGate Golf Course and Other Public Courses (15-Mile Radius)1
2017 Rounds
Played

18-Hole Weekday
Morning

18-Hole Weekday
Twilight

18-Hole Weekend
Morning

18-Hole Weekend
Twilight

RedGate Golf Course

32,342

$38.002

$24.002

$54.002

$34.002

Needwood Golf Course3

67,384

$50.99

$30.99

$69.99

$30.99

Northwest Golf Course3

65,565

$50.00

$32.00

$75.00

$32.00

Falls Road Golf Course3

54,736

$50.99

$34.99

$74.99

$34.99

Blue Mash Golf Course

25,0004

$69.00

N/A

$94.00

N/A

Hampshire Greens Golf Course3

37,215

$49.99

$29.99

$74.99

$29.99

Laytonsville Golf Course3

48,101

$43.005

$25.00

$63.99

$25.00

Sligo Creek Golf Course3

24,400

$28.00

$24.00

$30.00

$24.00

Gunpowder Golf Club

35,0004

$32.00

$26.00

$42.00

$32.00

Univ of Maryland Golf Course

38,0004

$55.00

$40.00

$70.00

$50.00

1 All rates include golf cart
2 Senior rates are $4 to $8 lower per round
3 Denotes a MCRA-operated (Montgomery County Revenue Authority) facility – the prices shown are published rates but they utilize a dynamic pricing model
4 NGF Consulting estimate
5 "Member For A Day Promotion" - Rate includes green & cart fee, continental breakfast, lunch and free replays
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Season Passes & Membership Offerings – RedGate Golf Course Primary Competitors
5-Day

7-Day

(Walking / Riding)

(Walking / Riding)

Number of
Members

Single

Couple

Single

74

$800 / $1,200

--- / ---

$1,600 / $2,000

--- / ---

$799

-Standard Membership1

650

$1,199 / ---

--- / ---

$2,295 / ---

--- / ---

None

-Frequent Players Pass2

1,000

--- / ---

--- / ---

$249 / ---

--- / ---

-----

Pass3

1,900

--- / ---

--- / ---

$40 / ---

--- / ---

-----

Golf Facility
RedGate Golf Course

Couple

Juniors

MCRA Membership Options

-Player’s

-Needwood GC Players

Club4

300

--- / ---

--- / ---

$720 / ---

--- / ---

-----

Blue Mash Golf Course5

506

$1,900 / ---

$2,900 / ---

$2,200 / ---

$3,200 / ---

$495

Gunpowder Golf Course

80

--- / ---

--- / ---

$1,200 / ---

$1,500 / ---

-----

250

$1,900 / ---

$2,725 / ---

$2,500 / $3,650

$3,750 / $5,475

-----

Univ of Maryland Golf

Course7

1

20% off cart fees; 2 20% off green & cart fees; 3 10% off green & cart fees; 4 Discounted green & cart fees and unlimited range balls; 5 NGF Consulting estimate; 6 Blue Mash also offers pre-paid green &
cart fee option: 30 rounds for $1,410 & 60 rounds for $2,580; 7 Faculty & staff receive membership discounts of 15% to 25% depending on the category.

The membership offering at RedGate GC includes access to 4 other Billy Casper Golf-managed facilities in the general area.
However, local traffic likely impacts the frequency of visiting the other properties due to the general distance from Rockville - the
Dulles & Reston area is ~18 miles from RedGate on a direct line, while Upper Marlboro is nearly 30 miles away and Triangle, VA is
more than 40 miles away.
A MCRA membership provides golfers with access to all 9 MCRA courses throughout the area. This competitive advantage will be
discussed in the next section.
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Montgomery County Revenue Authority (MCRA) Golf Network
The Montgomery County Revenue Authority (MCRA) was established in 1957 as a public
corporation. The two primary activities of MCRA are to operate self-supporting facilities and to
finance public facilities. They operate a golf system that includes nine (9) public courses and the
Montgomery County Airpark. The MCRA golf system is operated under the MCG flag and this
serves as the brand for the nine courses. Listed below is a summary of the MCRA golf courses:
Course

Location

Holes

Year Opened

Structure

Falls Road GC

Potomac

18

1962

MCRA-owned

Hampshire Greens GC

Silver Spring

18

1999

MCRA-owned

Laytonsville GC

Laytonsville

18

1973

MCRA-owned

Little Bennett GC

Clarksburg

18

1994

Leased facility1

Needwood GC

Derwood

27

1972

Leased facility1

Northwest GC

Silver Spring

27

1964

Leased facility1

Poolesville GC

Poolesville

18

1960

MCRA-owned

Rattlewood GC

Mount Airy

18

1995

MCRA-owned

Sligo Creek GC

Silver Spring

9

1956

Management contract1

1

Course is owned by the Maryland – National Capital Park & Planning Commission

As the operator of nine municipal golf courses in this part of Maryland, MCRA is the dominant
force for public golf in this area. There are few other park systems or municipalities in this region
that control more courses under one umbrella and this creates a significant competitive
advantage for MCRA over the City of Rockville and RedGate GC. The membership or season
pass model used by MCRA allows access to all their properties – this amount of variety is a
significant benefit to their golfers - the MCRA management team refers to this as The Power of
9). While the RGGC membership allows access to four other BCG-managed facilities, the
geographic proximity is not nearly as convenient as the MCRA offering.
As part of our due diligence process in conducting this analysis, NGF Consulting was able to
meet with the Montgomery County Revenue Authority CEO and several key staff members. The
MCRA management team was able to provide NGF with valuable insight about their overall golf
operation, performance and the unique attributes of their system. Over the past 10 years, the
MCRA courses have shown growth in the key metrics – rounds, revenue and net operating
income. Further, their structure allocates 4.5% of the total system revenue annually for on-going
capital improvements. Part of these improvements include the rotation of the cart fleet at one
course annually and replacement with a new fleet (which are purchased at a cost of
approximately $200,000).
On the following page is a performance summary of the MCRA courses from 2014 to present
(through September 2018):
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Montgomery County Revenue Authority (MCRA) Golf Facilities
Performance Information - 2014 through Sept 2018
Rounds Played

1

CAGR
2014 - 2017

YTD 2014

YTD 2015

YTD 2016

YTD 2017

YTD 2018

53,147
41,800
28,746
30,395
32,001
25,170
56,803
58,989
26,565

53,708
44,881
28,635
32,476
33,550
27,357
64,399
61,437
28,542

52,258
44,392
25,233
32,513
35,257
25,635
62,330
61,691
31,450

54,736
48,101
24,918
35,632
37,215
24,400
67,384
65,565
34,611

38,972
34,727
18,799
26,577
28,432
16,317
47,064
43,329
26,358

1.0%
4.8%
-4.7%
5.4%
5.2%
-1.0%
5.9%
3.6%
9.2%

353,616

374,985

370,759

392,562

280,575

3.5%

Facility Revenue

YTD 2014

YTD 2015

YTD 2016

YTD 2017

YTD 20181

CAGR
2014 - 2017

Falls Road GC
Laytonsville GC
Poolesville GC
Rattlewood GC
Hampshire Greens GC
Sligo Creek GC
Needwood GC
Northwest GC
Little Bennett GC

$3,099,899
$1,638,340
$1,110,372
$1,272,820
$1,585,219
$596,559
$2,074,756
$2,398,322
$1,309,181

$3,231,348
$1,726,466
$1,145,632
$1,371,847
$1,677,114
$671,613
$2,266,830
$2,473,351
$1,367,672

$3,128,346
$1,687,681
$1,029,811
$1,374,840
$1,731,073
$665,706
$2,159,469
$2,397,968
$1,500,806

$3,165,954
$1,849,850
$1,003,855
$1,484,280
$1,792,647
$640,541
$2,317,481
$2,490,043
$1,555,503

$2,452,061
$1,322,262
$756,896
$1,161,449
$1,434,358
$472,851
$1,741,124
$1,815,409
$1,259,298

0.7%
4.1%
-3.3%
5.3%
4.2%
2.4%
3.8%
1.3%
5.9%

$15,085,468 $15,931,873 $15,675,700 $16,300,154 $12,415,708

2.6%

Falls Road GC
Laytonsville GC
Poolesville GC
Rattlewood GC
Hampshire Greens GC
Sligo Creek GC
Needwood GC
Northwest GC
Little Bennett GC
Total

Total
MCRA Golf NOI

$542,583

$592,287

$890,711

$979,044

-----

Average Rev / Round

YTD 2014

YTD 2015

YTD 2016

YTD 2017

YTD 2018

Falls Road GC
Laytonsville GC
Poolesville GC
Rattlewood GC
Hampshire Greens GC
Sligo Creek GC
Needwood GC
Northwest GC
Little Bennett GC

$58.33
$39.19
$38.63
$41.88
$49.54
$23.70
$36.53
$40.66
$49.28

$60.17
$38.47
$40.01
$42.24
$49.99
$24.55
$35.20
$40.26
$47.92

$59.86
$38.02
$40.81
$42.29
$49.10
$25.97
$34.65
$38.87
$47.72

$57.84
$38.46
$40.29
$41.66
$48.17
$26.25
$34.39
$37.98
$44.94

$62.92
$38.08
$40.26
$43.70
$50.45
$28.98
$36.99
$41.90
$47.78

-0.3%
-0.6%
1.4%
-0.2%
-0.9%
3.5%
-2.0%
-2.2%
-3.0%

$42.66

$42.49

$42.28

$41.52

$44.25

-0.9%

Total
1

21.7%
1

CAGR
2014 - 2017

2018 figures include January through September

Source: Montgomery County Revenue Authority (November 2018)

As illustrated above, the compound annual growth rate (CAGR) for total rounds, total revenue
and net operating income has been growing (especially the NOI). The average revenue per
round metric has shown some modest decreases between 2014 and 2017 – this is a result of
the rounds played growing more quickly than total revenues. For 2018, the numbers will be
down from previous years due to the excessive spring rains that has impacted the number of
playable days and the adverse course conditions that have plagued most courses in the area.
Also, the average revenue per round for the Falls Road GC appears disproportionately high –
the range at this facility is highly successfully and generates nearly $400,000 annually.
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Over the 10-year period between 2008 and 2017, the MCRA golf system has maintain a positive
growth trend. Rounds played have increased in total by 5.8% and total revenues increased by
2.2%. The overall revenue per round is down by 3.4% in this 10-year window – again adversely
influenced by the growth rate of the rounds played.
Other key points regarding the MCRA operation include:
•
•

•

•

•

•

Member / season passholder play represents approximately 32% to 35% annually
The player frequency by pass type is:
o Standard membership – 25 rounds per year (these players are extremely loyal)
o Frequent Player’s Pass – 12 rounds per year
o Player’s Pass – 3 to 5 rounds per year
The MCRA courses are maintained at a good standard and this creates loyalty from their
players. The general maintenance costs per course are:
o Hampshire Greens GC - $737,000 annually (their highest profile course & the
physically largest property at 175 acres)
o Mid-level courses - $560,000 to $590,000 annually
o Sligo Creek GC - $261,000 (only 9 holes)
MCRA is committed to developing new golfers and growing the game – some of the
programs they offer include:
o 1st Tee facilities at 5 courses (Sligo Creek, Falls Road, Laytonsville, Needwood &
Northwest)
o MCRA-run summer camps at all 9 courses (1-week sessions attract 1,500 kids)
o Various junior competitive events
o Special pricing to encourage family participation (parent & child for $20)
o Provide discounted or free play by local high schools at all courses
MCRA utilizes creative uses of the courses to attract non-traditional segments – such as
Foot Golf, Nite Golf, outdoor concerts (Sligo Creek), 5K runs and special events such as
Cigars & Bourbon outings.
Operating as a single entity, the MCRA structure allows significant economies of scale
for operational functions such as marketing, staffing, purchasing and management.

Summary of MCRA Golf
Overall, the MCRA facilities are maintained and operated under a high standard that provides a
consistent experience for golfers. They are committed to improving the operation and the
physical conditions with a strong capital improvement vision for the future. For public golf in the
Montgomery County area, MCRA is clearly the dominant force.

Key Findings – Competitive Golf Market
NGF Consulting research indicates the following general findings regarding the supply of golf
facilities in the Montgomery County market.
•

The local market area offers a variety of golf facilities, although most golf demand in
this area is served by private clubs. The public golf market is driven by the 9-course
MCRA golf system. Unlike many other golf markets in the US, the majority of courses
in and around Montgomery County were developed as stand-alone facilities (versus
in conjunction with a residential community).
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•

The 15-mile radius around RedGate GC includes six MCRA-operated courses (Falls
Road, Hampshire Green, Laytonsville, Needwood, Northwest and Sligo Creek), Blue
Mash GC in Laytonsville, Gunpowder GC in Laurel and the University of Maryland
GC in College Park. Blue Mash GC is the newest course in the area (opened in
2001) and is focused on the upper end of the public golf market. However, it was
reported to NGF that their level of play has been flat or down in recent years.

•

Based on our review of the competitive courses, we estimate that the MCRA facilities
hosted approximately 70% of the 2017 rounds played in the identified market area.

•

Most public courses in the area have continued to make capital improvements to
enhance their facilities and offer a good experience for their players (especially at the
MCRA courses). Due to the financial performance at RedGate GC over the past
decade (and probably longer), the course operator has not been able (or willing) to
make any capital improvements – only as-needed repairs.

•

Relative to other courses, the maintenance budget at RedGate is significantly lower
both in terms of manpower and the necessary materials & supplies. The expense to
maintain RGGC has been reduced from about $378,000 in 2015 to a projected
$228,000 for 2018 (a reduction of 60%). Comparatively, the MCRA courses are
spending approximately $575,000 annually for their mid-market courses. With the
decreased maintenance spending at RedGate, the course has continued to
deteriorate and golfers are seeking better conditioned options in the area.

•

Anecdotal evidence suggests that, both locally and nationally, golfers are playing
fewer rounds and shifting play to less expensive rounds like twilight. Additionally,
large outing/tournament and banquet business is off at many golf facilities.

•

As is the case in most markets nationally, local golf operators report a general
decline in rounds activity, with a peak around 1999-2000, and severe drops in 2006,
2010, 2013 and 2018, with growth in only 2012, 2015 and 2016. The decrease in
per-course activity levels, both regionally and nationally, has been attributed to
several factors, including emerging socio-economic trends and a general oversupply
of public golf courses fighting for market share at a time when golf demand is flat.
Total rounds activity among golf courses in this market tends to be in the range of
approximately 30,000 to 35,000 rounds per 18-hole course annually (Appendix C).

•

The general long-term trend in rounds decline has created some downward pressure
on green fees in this market area. Further, the condition of RedGate has also played
a significant role in the amount this City facility is able to charge golf customers.

•

All of the competitive facilities reviewed by NGF offer a season pass or annual
membership that locks in players and improves customer loyalty. The RedGate pass
allows access to 4 other BCG-managed facilities that are approximately 20 to 40
miles from RedGate. The MCRA season passholders can play any of the nine MCRA
courses and their loyalty program offers complimentary golf and discounted
merchandise based on a points system.

•

Over the past two years, the season passholder play at RGGC has been increasing
as a percentage of total rounds – it was 40% in 2017 and 45% in 2018. For the
MCRA properties, passholder play typically ranges between 32% and 35% of total
play. For RedGate, the passholders are largely value segment golfers who also
spend very little additional money in the snack bar or the pro shop.

•

Most courses in this market are open all year long (weather permitting). However,
most play occurs between April and October.
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EXTERNAL FACTORS SUMMARY
The demographic and economic factors affecting the demand for public-access golf in the local
market around RedGate GC is mixed. Washington DC is a populous market with a lot of golfers,
but the ratio of golfers per 18-holes is well below the NGF-defined success target. In addition,
this area is characterized by demographic and other factors (economy, traffic congestion, etc.)
that tend to constrain golf activity. The NGF has also observed that there are other golf courses
in the area to service golf demand, and many of these businesses are themselves experiencing
declines in rounds and revenue. As such, the NGF has a reasonable expectation that while the
market will provide support for continued operation of a public golf facility in Rockville,
substantial growth in rounds and income from current (2018) levels is unlikely. Other key
findings from NGF’s market analysis include:
•

The overriding trends in the golf industry will present challenges to the City of
Rockville in continuing golf course operations at RGGC. The total number of
golfers in Rockville is declining and total spending on golf is declining along with
them. Similarly, the cost to maintain and operate golf courses had increased in
recent years (equipment, labor, resources, etc.), leading to a difficult economic
environment for public golf courses.

•

The Rockville area economy is strong, with many key economic drivers that tend to
correlate with strong participation in golf. The subject RGGC is immediately
proximate to all of the Rockville area employment centers and large corporations,
adding to the possibility of attracting patronage from this segment, assuming
facility quality is appropriate. Generating golf from these corporate elements will
be key to sustaining golf operations at RGGC, as local resident demand is likely
not enough to support the operations of all golf facilities in the Rockville area.

•

The overall balance between supply and demand for public golf is generally
unfavorable in the Rockville area. There are far fewer households and golfers
available to support each golf course in the market, and as a result the golf courses
in this area tend to host fewer rounds than average. NGF estimates that there is
about 70% the number of golfers per 18 holes in Montgomery County than the
NGF-identified success threshold.

•

The competition for providing public golf service to patrons in this market area is
dominated by one individual conglomerate of golf courses in the MCRA, an entity
operating nine public golf courses in Montgomery County and six within 15 miles of
RGGC. This single entity has substantial influence on key public golf dynamics in
this market (fees, conditions, specials, etc.) making direct competition by one
single facility much more difficult. The recent performance of local area MCRA golf
courses show these facilities to be performing much better than RGGC in terms of
rounds, revenue and capital enhancements.

•

The physical amenities at RGGC are clearly inferior to its immediate competitive
set of golf courses, giving enormous advantage to the competition. Even as one of
the lowest-priced 18-hole golf courses in the market area, RedGate GC is still
struggling to attract the volume of play necessary to sustain operations.

•

In addition to the declining demand and competitive nature of public golf in this
market, the relative limited accessibility of the area to automobile traffic severely
limits the kind of “day-trip” visitation that tends to correlate well with public golf. As
a result, the RGGC will have to attract a much larger share of local Rockville
residents to generate the activity and revenue to support the RGGC operation.
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Recommendations for the City of Rockville
Based on our evaluation of the RedGate GC and the local market environment, NGF has
formulated recommendations that we believe could improve the overall economics of the
City’s public golf facility. The goal of this phase of the study was to help the City identify the
business plan changes that could help to maximize rounds and revenues for the facility, thus
sustaining its potential to remain a viable public golf facility business. We note that NGF
recommendations for RGGC were formulated during a period in late Fall 2018 when the
course operator, BCG, had indicated it was terminating its lease obligations to the City on
December 31, 2018. This leaves the City with considerable responsibility in the RGGC
operation and very little time to get it organized to effectively compete in the public golf
segment by April 2019.
NGF Consulting has prepared a schedule of specific recommendations to be considered by the
City in RGGC operation. These recommendations have been organized into: (1) basic oversight
and structure; (2) physical enhancements; and (3) operations.

NGF OBSERVATIONS ON REDGATE GOLF COURSE
The NGF team offers a quick summary review of the most important findings and observations
on the RedGate GC that form the basis for NGF recommendations. The NGF consultants’ have
reviewed the facility and find many positive aspects that could be marketable in this competitive
market of public golf courses. What did stand out to NGF in this review was the generally poor
physical condition of the subject RGGC and the amount of capital and operational expertise that
will be required to correct the various deficiencies. Other observations on RGGC from NGF:
•

The mix of amenities at RGGC that include a regulation 18-hole golf course, a driving
range, full-service clubhouse and outdoor covered deck, should continue to have
strong appeal for varied golfer segments, and be conducive to active golf
programming, including new player development and hosting tournaments.

•

The golf course appears to be in generally poor condition due to several factors,
including outdated infrastructure, insufficient maintenance budget and inadequate
maintenance equipment. The NGF notes that the basic golf course design is not
ideal, and has been diminished by extensive tree cover and the modernization of golf
playing equipment.

•

The continued operation of RGGC will require an influx of golfers who do not reside
close to the golf course, which means RGGC will have to improve its marketing to
local businesses and golfers from a wide area of the Washington, DC metro region,
including groups and charities to use RGGC for tournaments and events.

•

The facility has a good quality clubhouse, and the Grill can attract some non-golfer
patronage. There is opportunity to improve F&B revenue at RGGC through
enhancements to the grill area and increased staffing and availability.

•

The private operator’s desire to maintain economic stability at RGGC is leading to
business decisions that have resulted in reductions in staff and maintenance at the
facility. These reductions have led to increases in deferred maintenance that has
caught up to RGGC resulting in conditions observed in late 2018.
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BASIC OVERSIGHT AND STRUCTURE
The City of Rockville has chosen to operate its golf course via lease agreement with BCG, Inc.,
Inc. beginning in 2012. While this structure has allowed the City to substantially reduce its risk in
the operation, one area of risk that remains is the possibility of lease default that could occur
due to poor activity and revenue. As of November 2018, this very possibility has occurred and
the BCG lease partner is terminating its agreement with the City effective December 31, 2018.
In light of this recent change, NGF has recommended a specific course of action that will use
2019 to press the reset button for RedGate GC. Based on our analysis of the current physical
condition of RGGC, the competitive nature of the public golf market and upcoming departure of
BCG, we believe conducting an extensive renovation of RedGate during 2019 is the appropriate
path forward. By utilizing 2019 to improve the golf course and associated support items, this will
allow the course to reopen in 2020 as a viable contender in the Montgomery County golf arena

Structure Options
NGF has prepared a review of options that are available to the City for the upcoming 2019 golf
season, and the longer term continued operation of RedGate. Management contracts, operating
leases, and concession agreements are the most commonly used terms to describe a contract
between a golf course owner and a private operator. A general discussion of the common
operating structures, along with key advantages and disadvantages of each, is presented below
(these are not intended to be exhaustive, as there are hybrids and variations thereof), presented
in order from most direct City involvement to the least direct City involvement:
1. Self-Operation. This would involve the City taking over the operation and using all
City employees for staffing the facility. This solution would essentially be a return to
the operating program that was in place during NGF’s last review of RGGC in 2010.
At that time, the City was dealing with common challenges in that structure, rapidly
inflating costs (especially associated with personnel and retirement benefits), and
funding large-scale capital needs. Still, this structure will always have the advantage
of direct City control of the operation for maximum benefit to the City.
2. Concession Agreements: These are similar to lease agreements and can come in
several types or combinations. The advantage is shifting some risk and payroll to a
private entity. The key areas of operation include Pro Shop, Food and Beverage,
and/or Maintenance, and involve the City contracting for one, some, or all of these
services. One subset of this concept includes multiple concessions, a system in
which the City creates contract agreements with separate entities for each facet of
the operation. The most common concession agreements for public golf include:
a) Contract for Food / Beverage Services involves hiring a separate operator for
the F&B, either through direct concession or exchange for capital investment.
b) Contract for Maintenance Services involves contracting with a private entity to
provide golf course maintenance services in exchange for a pre-determined fee.
c) Multiple Concessions involves creating multiple agreements for separate
entities for each facet of the golf operation (pro shop, F&B, and maintenance).
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3. Full-Service Management Contract. The concept of a management agreement is
for the City to hire a private management entity to operate all aspects of RGGC in
exchange for a management fee, typically around 4-6% of total revenue. The City is
earning all revenues, is responsible for all expenses (salaries, maintenance,
liabilities, capital) and pays a management fee to an operator. Some advantages to
this strategy are a shifting of labor expense from a public to a private structure, and
the expected benefit of professional management, including access to national
purchasing and marketing programs. The potential disadvantages are some loss of
City control and the fixed fee for service, regardless of yearly variations in
performance.
4. Hybrid Contract. A hybrid contract combines some of the advantages of a lease
with those of a management contract. The most common difference from the
management contract is that a variable management fee is included, allowing the
operator and City to share in the risk of the operation. Advantages are similar to the
management contract with a shifting of payroll, adding expertise, but reducing some
City control of the operation.
5. Operating Lease(s). This is the “status-quo” for RGGC, with the City leasing the
operation to a new private operator to replace BCG. The new lease could be
established to include certain new requirements related to compensation to the City,
water responsibilities and capital requirements. Given the current condition of the
facility and highly competitive nature of the area market, the City may find it difficult
to attract a vendor willing to take on the risk of the RGGC operation, and complete its
capital requirements.
Most Viable Considerations
Based on our review of the various operational considerations for the City, NGF has identified
the two most viable options for the City to consider once RGGC re-opens in 2020 after the
recommended renovation. The most viable options for RedGate GC operation are:
•

Self-Operation. The City can return to some form of self-operation, in a fashion
similar to the structure in place before 2012. However, this time the City will
essentially be “starting from scratch” and can limit some of the employee longevity
and pension obligations that were so burdensome in 2011. This structure would also
leave open the possibility of including a separate contract vendor for the F&B
operation.

•

Modified or “Hybrid” Full-Service Management Contract. The City can replace
the existing lease agreement with a variable-rate management agreement that would
include a fixed management fee at the lower end of the range (4% of revenue), plus
additional “at-risk” compensation based on net income performance. The NGF would
envision that this new Hybrid agreement would:
▪

Include a low base management fee

▪

Include a provision for the vendor to earn additional management fees through
enhanced facility performance

▪

Provide continued incentive for active new player development programming
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NGF Recommendation
In consideration of the recent announcement from the current lease vendor BCG, the City of
Rockville will have to create a new management structure for RedGate GC for the upcoming
2019 golf season, if the City chooses to re-open the facility. Given the past struggles in selfoperation at RedGate GC (pre-2012), it would seem that the best solution is to find a
replacement for BCG and continue the lease form of operation. However, given the current
market environment and the long list of capital improvements needed at RGGC, the NGF
believes it is unlikely that the City will be able to find a private-sector partner willing to accept the
full risk in this operation the way BCG did in the last agreement. In addition, the NGF respects
the fact that the City will not be able to fully complete a competitive bid process and select a
new vendor, under any operating terms, in time for the 2019 golf season.
Given this reality, the NGF recommends the City use this pause in operations created by the
lease termination to “re-set” the whole RedGate GC operation in two phases: (1) close RGGC in
2019 and enact all site improvements and renovations while a new formal RFP process is
implemented; and (2) the ultimate attraction of a new third-party vendor in place by January
2020, preferably in some form of “hybrid” management contract agreement. The key terms of
this new management agreement should include:
•

All operations (operations, golf, F&B and maintenance) all under the management of
a single entity

•

The new agreement should be for five (5) years

•

All staff responsible for the operation and maintenance of RGGC are employed by
the independent third-party management entity

•

The City to pay a small ($20,000-$40,000) fixed management fee to the operator,
plus an agreed-upon percentage of total gross revenue earned at the facility, to be
defined as:

•

▪

All gross revenue recorded in the RedGate POS

▪

All centers of revenue counted equally

▪

Only exclusion would be lessons provided by golf professionals (to help promote
player development)

Specific provisions for ongoing capital and repairs to be shared jointly by the City and
the independent operator.

PHYSICAL IMPROVEMENT RECOMMENDATIONS
The NGF recommendations for enhancement to the physical plant of RedGate GC are based on
our physical condition review presented previously. We have documented the challenging
physical condition of RGGC that is a result of aging infrastructure, insufficient maintenance
budget and inadequate maintenance equipment. If the City is to continue with the RGGC
operation, significant improvement to the physical condition of the property is required and this
will require significant investment. The NGF recommendations to enhance the RGGC physical
plant considers both “mission critical” improvements that are required to keep operating, as well
as other considerations for future enhancement. The NGF vision for the future of RGGC
considers some recommendations that should be helpful in improving economic performance
and transforming the City golf course into a “point of pride” for the City.

National Golf Foundation Consulting, Inc. – RedGate GC FINAL Report – 62

Completion of Basic Repairs
The NGF has proposed an improvement program for the golf facility that assumes completion of
basic repairs and other enhancements as documented previously. A summary of these
improvements by functional area is summarized in the table below:
RedGate Golf Course
Summary of Preliminary Golf Facility Repair and Enhancements by Functional Area
Key Area of Improvement
Golf Course
Facilities
Equipment

Key Projects
Irrigation + drainage + cart paths + trees + bunkers +
range + tees, greens
Cart barn + maintenance bldg. + on-course services
Mowers (greens, fairways, roughs), applicators, bunkers

Total Estimated City-Wide Capital Investment

Low Estimate

High Estimate

$2,577,000

$3,191,000

$116,000

$182,000

$250,000

$350,000

$2,943,000

$3,723,000

All figures are NGF Consulting estimates based on NGF’s input and other similar projects completed in the last 3 years that have been provided to allow for preliminary planning.
These amounts may or may not reflect actual costs for the City, and the City of Rockville should engage appropriate research to cost out specific projects.

NGF recommends that City of Rockville, as part of the due diligence process before any
decisions are made or work undertaken, retain a golf course architect and/or structures architect
to complete a conceptual plan and get hard dollar cost estimates for any golf course or structure
changes proposed for RGGC.

OPERATIONAL RECOMMENDATIONS
NGF has identified some operational adjustments that, when implemented together, could lead
to improved activity (rounds) and/or revenues at RGGC. These recommendations require
limited investment and focus on “best practices” that NGF has observed in the golf industry that
can help improve service, increase revenue, and/or control costs. We note that many of the
identified best practices were being implemented by BCG in the last six years, but increased
emphasis in some areas will be required by the City to help restore the golfing public’s opinion
of RGGC, in light of recent declines in condition and service. Following are key NGF operational
recommendations for RGGC, based on our review in 2018.

Technology and Marketing
An effective marketing plan incorporates elements such as research, planning, strategy, market
identification, budget, timetable, and tracking (to gauge effectiveness of various campaigns and
vehicles). NGF’s review indicated some active marketing at RGGC, with reliance mostly on
centralized BCG platforms and the attraction of golfers through word-of-mouth and the internet.
NGF’s recommendations for enhancing the marketing of RGGC include:
•

Engage in direct, face-to-face selling to area businesses, organizations, churches,
civic groups, etc. to promote tournaments and outings at RGGC. NGF has found that
this direct approach is the best way to enhance the tournament and outing business
that is so important to the future success at RGGC.

•

The City of Rockville should do more to promote the RedGate GC, in addition to any
efforts completed by a third-party vendor (BCG).

•

The City and its eventual selected operating partner should prepare printed materials
such as brochures (like a three-page folded brochure) that could go in racks and/or
be distributed to area businesses and hotels, and include information about golf and
the facility’s ability to service outings, parties, meetings, etc.
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RGGC Website
As BCG departs, the City will have to re-invest in a proper website for the RedGate GC. NGF
recommends that municipal golf courses have dedicated websites, separate from the link that
typically appears on the municipality’s site. Recommended features for a quality public access
facility include electronic tee time booking capability, up-to-date fees, outing / tournament
information, calendar of events, and restaurant and banquet information. For facilities like
RedGate GC that can provide a venue for events, we also recommend that the website include
a lot of pictures of successful events.
Email Database
Building, maintaining, and actively utilizing an email platform to practice yield management and
advertise events, specials, etc. is an effective “best industry practice” for public golf in 2018. Email marketing, with the exception of word-of-mouth and free advertising, is the most costeffective advertising possible. NGF recommends that RGGC management actively work to build
a customer email database and communicate regularly (no more than 2-4 per month) about
activities, events, tournaments, specials, etc. at RGGC. NGF recommendations for building the
email database at RGGC:
•

•
•

Emails should routinely be collected during golfer check-in for walk-in golfers, with
emphasis on players new to RGGC. (We have seen placement of an iPad in the golf
shop to capture customer emails as an effective tool).
Create an eClub registration on the website.
Make some of the periodic promos/specials contingent on having an email address
on file, or providing one.

Technology
Comprehensive utilization of a quality, golf-oriented point-of-sale (POS) system helps
management understand its customer profile segments, while also providing assistance in
marketing and customer tracking. Technology is one of the most important tools available to a
golf course management team to build a larger customer database, create customer loyalty and
boost revenue. The efficiency of software for tee time reservations, operations / accounting
reporting, retail point-of-purchase reporting, and overall management information systems has
advanced dramatically in recent years and can help improve overall performance. Some of the
key features of industry leading POS systems - often underutilized by operators – are
summarized in the bullets below:
•
•
•

Loyalty program modules
Creation of customer profile segments, including play and spending patterns
Enhanced target marketing, messaging and yield management utilizing the customer
database segmentation

•

Integration with social media forums such as Facebook, Twitter, Instagram, etc.

There are also vendors that do not provide POS but offer comprehensive services that manage
all aspects of online marketing efforts. For example, they may provide software that integrates
information collected from the POS, tee sheet, website, mobile applications, booking engine and
social media networks to help golf course managers better understand and market to their
customers.
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Themed Programming & Events
Creative golf-themed events, on both the golf course and the driving range, are becoming more
and more popular with operators looking to make golf more fun for less committed golfers,
including many young adults who want their recreation to be ‘experiential’. Examples of events
that NGF has observed include:
•
•

•

A weekly 9-Hole Scramble that had 13 teams (52 participants) and generated about
$2,500 in direct revenue, plus bar/grill revenue before and after the event.
‘Balls & Beers’ at the driving range. Participants pay a small fee for the event, which
can feature a keg (or craft beers from local brewers) and unlimited range balls for an
hour, with a golf pro walking the range giving quick lessons and tips.
‘9 & Wine’ golf training programs for women’s groups are a particularly popular and
effective way to engage beginning women golfers and non-golfers.

Customer Service
Strong customer service can be a key differentiator in building customer loyalty. High level
service at a golf course begins the moment the golfer sets foot on the property, beginning with a
friendly welcome (especially for faces that staff may not have seen before). NGF generally
recommends strategies such as staff training and establishment of customer service standards
& measurable metrics – monitored through periodic customer surveys and occasional secret
shoppers - to make sure that the standards are being consistently met or exceeded.

Player Development and Programming
As discussed in this report, RGGC has been active with respect to player development and
programming, especially with the presence of an established teaching golf professional.
Cultivating new golfers is not only key to the future of golf but, as noted earlier in the report in
reference to PGA of America research, it has also proven to be an immediate generator of
revenues for facilities. NGF has found that the public golf facilities that are most successful tend
to be very active in adult player onboarding and development, as well as other “grow-the-game”
initiatives. Creative programming is especially effective in onboarding new players from
segments (e.g., women, millennials) that represent strong latent demand for the game but that
may not prefer to be introduced to the game in traditional ways, such as individual lessons.
Below are some current industry best practice recommendations for enhancing player
development, onboarding and overall programming:
•

•

Increasing Women’s Participation: Work to increase women’s participation, as
females are strongly represented among the latent demand cohort. At present,
women account for about 20% of golf participants, but 40% of beginners. There are
many reasons why female golf participation is low, but increasing participation from
women is one of the keys to maximizing revenue. The most common issues relate to
golf course difficulty (part of NGF’s recommended improvement), retail selection, oncourse services (restrooms, drinking fountains), food / beverage selection, and
customer service. ‘
Lessons and ‘Onboarding’: Operators should work directly with the PGA of
America, LPGA, and First Tee on programs that have a proven track record, and
how to best implement and promote them. Examples include Get Golf Ready; Drive
Chip & Putt; PGA Junior League Golf; LPGA-USGA Girl’s Golf; and LPGA’s
Teaching Her. Of course, a critical element to success is transitioning new players
from learning to playing is follow-up and encouragement.
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Analysis of Expected RedGate Golf Course
Financial Performance
Based on NGF analysis and recommendations, the consultants have prepared financial
projections to show the potential economic performance of the RedGate GC assuming City
take-over and renovation in 2019, followed by a new management agreement in 2020. All NGF
projections are based on a set of assumptions that may or may not become reality. We feel that
these estimates represent the best effort to create a “fair estimate of performance” for this
facility based on our complete review of the operation and market environment.
NGF has estimated the economic performance of RedGate under the assumption of
experienced professional management in place at the facility from its re-opening in 2020, with
all revenues and expenses accruing to the City of Rockville. NGF has assumed the inclusion of
several primary revenue generators in the facility operation – green and cart fees, F&B sales,
merchandise sales and the driving range. The expenses needed to operate the facility have
been assumed to include all costs required to run the golf and clubhouse operation on site, and
do not include other “below-the-line” expenses that may be required such as additional City
overhead, depreciation or capital cost reduction (debt service).

REDGATE GC PROJECTIONS (2019-2023)
In preparing our estimates of future performance, NGF has made several assumptions for input
variables and external market conditions. We recognize that this estimate is prepared in 2018
for a golf facility that is not expected to re-open after an extensive renovation before spring
2020, almost two years into the future. As such, the NGF estimates are made using current
(2018) inputs and current market conditions. All financial estimates are prepared in 2018 dollars.
A summary of NGF assumptions are detailed below:

Basic Assumptions
•
•

•

•

The overall economic condition remains stable, without any sizable increase or
decrease in the Montgomery County area economy, employment, or visitation.
The RGGC will operate with service and conditions as described previously, placing
the facility in the upper-middle range of public golf courses in the Montgomery
County market.
The RGGC will operate with a traditional mix of revenue centers common in publicaccess golf, with the predominance of golf activity derived from daily fee customers.
Additional revenue from range and clubhouse will include participation from other
patrons, not playing a round of golf.
The upgraded RGGC will be designed with improved playability and enhanced
maintenance conditions.

Activity and Revenue Assumptions – RGGC (2019-2023)
The projections made for the operation of RGGC through the end of 2023 assume the facility
will be closed for renovation in 2019, followed by a “grand” re-opening in 2020 with professional
management in place. Other key assumptions in the NGF projections:
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•

The projection for 2020 assumes the trends established in recent performance are
reversed, with RGGC achieving rounds totals comparable to the 2015-2017 actual
totals, or around 32,000 to 36,000 total annual rounds. These rounds are divided into
premium daily rounds, discounted daily rounds, member rounds and tournaments
and outings. The rounds and membership activity projected by NGF assume a new
“stable” level of activity, with some years falling below and some years rising above
this expected ‘average’ figure. The projected activity by type through 2023:
RedGate GC

2019

2020

Closed for
Renovation

•

2021

2022

2023

Re-Open

Number of Members

0

100

110

120

120

Member Rounds
Premium Fee Rounds
Discount Fee Rounds
Tournament Rounds

0
0
0
0

15,000
6,000
8,000
1,200

16,500
6,500
8,500
1,500

18,000
6,700
8,700
1,600

18,000
6,800
8,800
1,600

Total Rounds

0

30,200

33,000

35,000

35,200

The average revenue per round for green fees is projected at levels achieved in
2017, with 1.5% annual increases through 2023. This is reflective of a program to
retain basic fee levels and retain the membership component at RGGC through
2023. Average revenue for carts, range, memberships and other ancillary revenues
are projected at 2017 levels with 1.5% inflation. Average green fee levels are
increased by $1.00 each year through 2023 to reflect improved conditions and
marketing. A summary of average revenues per round (or member where noted) are
shown in the table below (not intended to represent green fees):

Blended Average Revenue per
Round
Premium Green Fees
Discount Green Fees
Cart Fees
Driving Range
Pro Shop Sales
Food (Food & Soft Drinks)
Beverages (Alcohol)
Other Golf Revenue
Clinic / School Revenue
Miscellaneous Income and Discounts
Initiation / Annual Membership Fees

2019

2020

2021

2022

2023

-

$35.00
$25.00
$4.00
$1.25
$1.75
$2.00
$1.50
$0.50
$1.75
$0.25
$1,500.00

$36.00
$26.00
$4.06
$1.27
$1.78
$2.03
$1.52
$0.51
$1.78
$0.25
$1,522.50

$37.00
$27.00
$4.12
$1.29
$1.80
$2.06
$1.55
$0.52
$1.80
$0.26
$1,545.34

$38.00
$28.00
$4.18
$1.31
$1.83
$2.09
$1.57
$0.52
$1.83
$0.26
$1,568.52

Expense Assumptions
NGF Consulting has prepared estimates of expenses for the 18-Hole RedGate GC assuming
direct operation by the City of Rockville, or under a new third-party management arrangement.
Expenses are divided into maintenance, operations and other departments.
Golf Course Maintenance Expenses
Golf course maintenance expenses (includes practice facility) have been estimated to be
$600,000 in the first full year of operation, growing at 2.0% per year to just over $639,000 by the
fifth year of operation. While this budget is considerably higher than the actual maintenance
expenditures experienced by BCG, it represents an amount commensurate with providing
outstanding maintenance conditions. Overall, fixed golf course maintenance expenses are
expected to conform to the following general schedule prepared by NGF Consulting.
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Estimated Golf Course Maintenance Expense
RedGate Golf Course
Salaries & Wages
Full-Time Employees
Course Superintendent
1 Asst. Super/Mechanic @ $40,000
Benefits & Taxes @ 35%
Part-Time Labor
10,000 hours @ $15.00/hr.
Total Salaries & Wages
Seed, Sod & Sand (incl. Top-Dress program)
Supplies (Chemicals & Fertilizer)
Equipment Lease
Utilities (incl. Water)*
Other
Total Course Maintenance Expense

$60,000
40,000
35,000
150,000
$285,000
$40,000
40,000
100,000
125,000
10,000
$600,000

*Assumes some direct cost for water + additional power costs.

Golf/F&B Operations Expenses
Expenses to operate the golf and concession operation (includes practice facility) have been
estimated to be $470,000 in the first full year of operation with 2.0% annual inflation:
Estimated Golf / F&B Operations Expense
RedGate Golf Course
Salaries & Wages
Full-Time Employees
Head Golf Professional/Manager
Benefits & Taxes @ 35%
Part-Time Labor
1 Assistant Pro (1,500 hours @ $20/hr.*)
Addl. Golf Staff (3,000 hours @ $15/hr.)
Addl. Bar/Wait/Kit. Staff (1,500 hours @ $10/hr.*)
Total Salaries & Wages
Golf Services & Supplies (incl. range)
F&B Supplies & Services (fixed)
Cart Lease
Advertising & Promotion (incl. Technology)
Insurance
Management Fee**
Other / Prof. Services (incl. bldg. maintenance)
Total Golf / F&B Operations Expense

$60,000
20,000
$30,000
45,000
15,000
$170,000
$25,000
15,000
70,000
50,000
30,000
90,000
20,000
$470,000

*Positions can earn additional income through lessons fees and/or gratuities. **Base
management fee only – does not include additional variable fees that could be earned through improved
facility performance

National Golf Foundation Consulting, Inc. – RedGate GC FINAL Report – 68

Other Expenses / Details
Additional expenses associated with the operation of RGGC include items such as direct cost of
items sold (COS), contracted labor and reserves / contingencies. The NGF has based our
estimates in these areas on historical patterns established at U.S. golf facilities of this type.
•

•
•
•

•

The City of Rockville will have some operating expenses during the period in 2019
when the facility is closed for renovation, mostly related to golf maintenance during
construction and grow-in after construction.
Cost of shop merchandise (COS) is assumed at 70% of total merchandise sales.
Cost of food and beverage items (COS) is assumed at 40% of total F&B sales, and
25% of alcohol sales.
NGF has assumed a large capital budget of five percent (5%) per year of total
revenue to complete needed repairs that invariably come up in golf maintenance.
These costs can be borne each year or saved up as a reserve over time.
In keeping with the conservative posture taken for this feasibility study, NGF
Consulting has assumed an operations reserve contingency expense to account for
any possible unforeseen expenses, and / or cover unexpected capital needs. This
contingency has been estimated to be five percent (5%) per year of total revenue to
complete needed repairs that invariably come up in golf maintenance, or reserve for
future replacement.
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Economic Performance Projections – 2019-2023
NGF Consulting has utilized the previously mentioned assumptions to create the cash flow
model for RedGate GC for 2019-2023 in the table below. All figures have been rounded to the
nearest $100 for simplicity.
Projected Cash Flow Analysis
RedGate Golf Course
Base Assumptions – 2019 Renovation
2019

2020

2021

2022

2023

Closed for
Renovation

Re-Open

Open

Open

Open

Total Rounds

-0-

30,200

34,700

35,200

37,200

Revenue
Green Fees
Cart Fees
Driving Range
Pro Shop Sales
Food (Food & Soft Drinks)
Beverages (Alcohol)
Other Golf Revenue
Clinic / School Revenue
Dues Income + Initiation Fees
Miscellaneous Income and Discounts

$0
0
0
0
0
0
0
0
0
0

$452,000
$121,000
38,000
53,000
60,000
45,000
15,000
53,000
150,000
8,000

$509,000
$134,000
42,000
59,000
67,000
50,000
17,000
59,000
167,000
8,000

$542,000
$144,000
45,000
63,000
72,000
54,000
18,000
63,000
185,000
9,000

$566,000
$147,000
46,000
64,000
74,000
55,000
18,000
64,000
188,000
9,000

Total Revenue

$0

$995,000

$1,112,000

$1,195,000

$1,231,000

Less Cost of Sales: (COS)
Pro Shop
Food + Soft Drinks
Alcohol

$0
$0
$0

$37,000
$24,000
$11,000

$41,000
$27,000
$13,000

$44,000
$29,000
$14,000

$45,000
$30,000
$14,000

Total COS

$0

$72,000

$81,000

$87,000

$89,000

Gross Margin

$0

$923,000

$1,031,000

$1,108,000

$1,142,000

$120,000
0
0
70,000

$285,000
90,000
100,000
125,000

$291,000
92,000
102,000
128,000

$297,000
94,000
104,000
131,000

$303,000
96,000
106,000
134,000

$0
0
0
30,000
20,000
10,000
0

$170,000
40,000
70,000
30,000
50,000
20,000
90,000

$173,000
41,000
71,000
30,000
50,000
20,000
90,000

$176,000
42,000
72,000
30,000
50,000
20,000
90,000

$180,000
43,000
73,000
30,000
50,000
20,000
90,000

$250,000

$1,070,000

$1,088,000

$1,106,000

$1,125,000

($250,000)

($147,000)

($57,000)

$2,000

$17,000

Status

Operating Expenses
Golf Course Maintenance
Total Labor Expense
Services, Supplies, Other
Equipment Lease
Utilities (Incl. Water)
Golf + F&B Operations
Total Labor Expense
Services & Supplies
Cart Lease
Insurance
Marketing
Other
Management Fee
Total Operating Expenses
Operating Income (Loss)
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SUMMARY DISCUSSION – NGF PROJECTIONS
The results of the NGF financial projection analysis show that with the completion of NGF
recommended improvements after facility closure in 2019 and re-opening in 2020, we expect
RedGate GC to improve operations and bring the facility to an economic position at or near
“break-even.” We note that this economic position assumes that none of the estimated $2.9 to
$3.7 million cost to renovate the facility is tied to the golf operation, nor did NGF consider any
additional City overhead or indirect City charges. The NGF has estimated that the $1.1 to $1.2
million in total facility earned revenue at the facility would be sufficient to cover all “on-site”
operating expenses that would be required to operate and maintain the facility to appropriate
market standards.
The NGF projects that with these improvements, RedGate GC would generate around 35,000
total golf rounds within 3-4 years, an amount comparable to the 36,000 rounds actually played
at RGGC in 2015. As is common with new golf courses, the City should anticipate a modest
“ramp up” period for rounds and revenue, and NGF has projected about 80% of stabilized
rounds in the first full year after post renovation re-opening. This level of activity is fully
achievable at this location, but requires a level of facility condition that does not currently exist
and would require considerable new investment to achieve.
Considering all direct on-site expenses estimated for the new facility, including cost of sales and
management fee, the net income available to the City for capital reserve and contingencies is
projected to be negative until the facility reaches 36,000 rounds of golf. As such, the NGF can
label this level of activity as a realistic “break-even” for the RedGate GC, as in years when
rounds fall below 36,000 it is likely that the facility will lose money on site. This would put the
operation back into a status that is more in line with industry standards, and it includes some
adjustment in expenses to ensure proper management and maintenance of the facility.

Limiting Conditions
The income estimates presented by NGF Consulting have been prepared based on existing and
projected market conditions, the quality of the subject facility and the intended segment of the
golf market toward which it is oriented. Particular focus was paid to the actual performance of
area municipal golf courses. NGF Consulting is confident that some growth in activity and
revenue can be achieved at RedGate GC after the recommended facility and operational
improvements. From a practical standpoint, those managing the facility will need to respond to
variable market conditions as well as unforeseen maintenance needs. NGF Consulting is
confident that the facility will be able to continue to achieve results as presented in our analysis
beyond the next five years of operation.
When projecting a realistic market share, it is important to realize that the total number of
rounds to be played on a golf course in any given year may be lower than the market
opportunity appears to suggest. NGF believes it is important to measure a renovated golf
course’s likely performance in such a way as to help the City make financial decisions based on
realistic expectations. It is obviously possible that either more or fewer golf rounds can be sold.
We note that our projections for future performance of the new course anticipate strong market
acceptance from the very early stages after renovation.
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Summary Statement
The City of Rockville continues to own the 18-hole RedGate Golf Course, which has fallen on
hard times for a variety of reasons, but still has the potential to be successful public golf
recreation amenity for the City. The NGF review shows the City golf course is at a crossroads at
the end of 2018, with significant recent declines in activity and earned revenue resulting in part
from declining demand, deteriorating physical condition and poor recent weather characteristics.
As a result, the City’s operating partner (Billy Casper Golf) has informed the City of its intent to
vacate its lease of RedGate GC effective January 1, 2019. This means that the City will have to
decide on a new operating program for RedGate GC, if the facility is to remain open and
operating as a municipal golf course for the City.
This circumstance comes at a time when change is needed at the golf facility, in both physical
condition and overall mix of amenities. The City’s municipal golf course was not in good
condition during the time of the NGF inspection in Fall 2018 due to a variety of reasons,
including aging infrastructure, insufficient maintenance budget and inadequate maintenance
equipment. In addition, the underlying RedGate golf course is more challenging for the average
golfer, and thus pristine conditions are extremely important to attract golfers. The NGF has also
documented challenges in this golf market where competition for servicing golf demand is
intense, and other competitors are in a better economic position, thus allowing continued
upgrades and enhancements.
The NGF has identified some $2.9 to $3.7 million in new investment that will be needed at
RGGC in order to address basic “mission critical” infrastructure at the golf course and to make
other adjustments needed to bring the facility to an acceptable level of marketability in this
competitive golf market. The NGF has documented that the upgrades being proposed would
enhance the economic position of the City’s golf facility, but the upgrades will not generate
enough additional revenue to fully support the cost of these improvements. In short, large-scale
investment is needed at RGGC, just to sustain its current position and prevent further decline.
In summary, it is clear that the City’s golf course has potential, but significant improvement in
the property is needed. This upgrade requirement comes within a backdrop of a very
challenging golf market with a single, well-funded competitor in control of almost all of the
immediate competition to RedGate (MCRA). As such, the NGF has a reasonable expectation
that while the market will provide support for continued operation of a public golf facility in
Rockville, substantial growth in rounds and income from current (2018) levels is unlikely. The
City is also at a severe disadvantage in losing their third-party operator, thus requiring the City
to commit to a new program of self-operation (as was pre-2012) or find a new private partner in
a market where very few private interests are willing to absorb this kind of economic risk. In
review of this municipal golf facility, the NGF’s most significant recommendations to the City of
Rockville include:
1. Decide whether to continue with municipal golf in the City.
2. If committed to continuing City golf, close the facility in 2019 and enact significant
renovation and restoration of the property.
3. While undergoing renovation, seek a new third-party vendor to operate the facility via
hybrid management contract.
4. Insist on a new program of extensive marketing and focus on player development
from the new third-party manager.
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Appendices
A: Golf Course Life Cycle
B: Demographic, Golf Demand and Golf Supply Data
C: National Rounds Played Report
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APPENDIX A – GOLF COURSE LIFE CYCLE
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APPENDIX B - LOCAL DEMOGRAPHIC, DEMAND AND SUPPLY DATA
RedGate Golf Course
Summary Demographics
Population 1990 Census
Population 2000 Census
CAGR 1990-2000
Population 2010 Census
CAGR 2000-2010
Population Estimate 2017
Population 2022 Projected
CAGR 2017-2022
CAGR 2010-2022
Median HH Income (2017)
Median Age (2017)
Ethnicity
White
African American
Asian
All Other
Hispanic Population
Hispanic
Not Hispanic
CAGR = Compound Annual Growth Rate
RedGate Golf Course
Golf Demand Indicators
Total Households
Number of Golfing Households
Projected Golfing Households (2022)
Projected Annual Growth Rate
Seasonal Golfing Households
Latent Demand/Interested Non-Golfers
Household Participation Rate
Number of Golfers
Rounds Potential (resident golfers)
Estimated Course Rounds (in-market supply)
Demand Indices
Golfing Household Participation Rate
Seasonal Golfing Households
Latent Demand/Interested Non-Golfers
Rounds Potential per Household (resident golfers)

5-mile
ring

10-mile
ring

15- mile
ring

Montgomery
County

State of
Maryland

U.S.

241,475
269,506
1.10%
299,554
1.06%
328,780
346,795
1.07%
1.23%
$101,628
39.7

731,031
826,316
1.23%
899,324
0.85%
969,104
1,023,649
1.10%
1.08%
$108,699
39.6

1,587,999
1,770,086
1.09%
1,955,024
1.00%
2,143,123
2,274,849
1.20%
1.27%
$104,863
37.2

760,939
873,371
1.39%
971,777
1.07%
1,054,279
1,113,124
1.09%
1.14%
$108,959
39.2

4,776,908
5,296,490
1.04%
5,773,552
0.87%
6,051,283
6,226,636
0.57%
0.63%
$81,880
38.7

248,584,652
281,399,034
1.25%
308,745,538
0.93%
324,310,011
337,744,388
0.82%
0.75%
$59,240
38.1

53.1%
15.3%
17.8%
13.8%

53.7%
19.1%
15.3%
12.0%

52.9%
22.5%
12.8%
11.8%

53.6%
19.1%
15.7%
11.6%

55.6%
30.4%
6.7%
7.3%

70.4%
13.3%
5.7%
10.6%

22.8%
77.2%

19.1%
80.9%

17.3%
82.7%

18.5%
81.5%

9.2%
90.8%

17.5%
82.5%

5-mile
ring

10-mile
ring

15- mile
ring

Montgomery
County

State of
Maryland

U.S.

120,636
14,512
15,126
0.80%
107
45,206
12.00%
26,522
501,056
335,054

355,225
41,544
43,387
0.90%
281
133,171
11.70%
76,520
1,425,573
726,628

818,980
91,960
96,183
0.90%
850
325,936
11.20%
157,790
2,799,247
1,132,679

382,053
44,591
46,364
0.80%
290
142,115
11.70%
82,947
1,524,180
828,539

2,282,585
224,091
230,645
0.60%
5,869
752,031
9.80%
405,438
7,821,287
5,187,224

124,506,607
17,175,900
17,934,830
0.90%
732,421
40,573,960
13.80%
23,832,510
455,965,500
455,965,000

87
15
110
113

85
13
110
110

81
18
121
93

85
13
108
109

71
44
99
94

100
100
100
100
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RedGate Golf Course

5-mile
ring

10-mile
ring

15- mile
ring

Montgomery
County

Golf Supply
Golf Facilities
Total
10
24
39
27
Public
3
8
14
10
Public: Daily Fee
0
1
4
1
Public: Municipal
3
7
10
9
Private
7
16
25
17
Public Golf Facilities by Price Point
Premium (>$70)
2
5
6
5
Standard ($40-$70)
1
2
6
4
Value (<$40)
0
1
2
1
Golf Holes
Total
216
477
747
531
Public
72
153
252
189
Public: Daily Fee
0
18
72
18
Public: Municipal
72
135
180
171
Private
144
324
495
342
Non-Regulation (Executive & Par-3)
36
36
63
36
Net Change*
Net Change in Holes past 5 years
-9
-27
-9
-27
Percentage Total Holes Past 5 Yrs.
-4.00%
-5.40%
-1.20%
-4.80%
Net Change in Holes past 10 Years
9
27
27
27
Percentage Total Holes Past 10 Yrs.
4.30%
6.00%
3.80%
5.40%
*Numbers may include courses under construction and temporarily closed at the end of the year.

State of
Maryland

U.S.

169
112
78
34
57

14,754
11,006
8,509
2,497
3,748

30
56
26

1,393
4,087
5,526

3,105
2,007
1,395
612
1,098
243

250,146
181,458
139,761
41,697
68,688
20,277

-207
0
-360
0

-13,941
-5.30%
-19,098
-7.10%
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RedGate Golf Course
Supply-Demand Ratios
Households per 18 Holes
Total
Public
Public: Daily Fee
Public: Municipal
Private
Premium (>$70)
Standard ($40-$70)
Value (<$40)
Golfing Households per 18 Holes
Total
Public
Public: Daily Fee
Public: Municipal
Private
Premium (>$70)
Standard ($40-$70)
Value (<$40)
Household Indices
Total
Public
Private
Premium (>$70)
Standard ($40-$70)
Value (<$40)
Golfing Household Indices
Total
Public
Private
Premium (>$70)
Standard ($40-$70)
Value (<$40)
Rounds per 18 Holes
Rounds Potential (resident golfers)
Estimated Course Rounds (in-market supply)

5-mile
ring

10-mile
ring

15- mile
ring

Montgomery
County

State of
Maryland

U.S.

10,053
30,159
0
30,159
15,080
40,212
120,636
0

13,405
41,791
355,225
47,363
19,735
59,204
177,613
0

19,734
58,499
204,745
81,898
29,781
116,997
136,497
818,980

12,951
36,386
382,053
40,216
20,108
63,676
95,513
0

13,232
20,472
29,453
67,135
37,419
65,217
39,355
123,383

8,959
12,351
16,035
53,748
32,628
73,716
28,602
30,826

1,209
3,628
0
3,628
1,814
4,837
14,512
0

1,568
4,888
41,544
5,539
2,308
6,924
20,772
0

2,216
6,569
22,990
9,196
3,344
13,137
15,327
91,960

1,512
4,247
44,591
4,694
2,347
7,432
11,148
0

1,299
2,010
2,891
6,591
3,674
6,403
3,864
12,113

1,236
1,704
2,212
7,415
4,501
10,169
3,946
4,253

112
244
46
55
422
0

150
338
60
80
621
2,305

220
474
91
159
477
2,657

145
295
62
86
334
2,479

148
166
115
88
138
400

100
100
100
100
100
100

98
213
40
48
368
0

127
287
51
68
526
1,954

179
385
74
129
388
2,163

122
249
52
73
283
2,097

105
118
82
63
98
285

100
100
100
100
100
100

41,755
27,921

53,795
27,420

67,452
27,293

51,667
28,086

45,341
30,071

32,810
32,809
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APPENDIX C - NATIONAL ROUNDS PLAYED REPORT
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