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1.
INTRODUCTION

Project Purpose and Vision

The purpose of the project is to relocate and develop a new Master Plan for the Arcadia All-Florida Championship Rodeo Arena at the Desoto County Convention Center (Turner Center).  The Turner site is approximately 50 acres and is centrally located near downtown Arcadia within Desoto County unincorporated lands.  

The Master Plan is intended to provide a guide to the County and the Rodeo Board that is comprehensive, phased, supports a variety of activities, and prioritizes recommendations and improvements for the future. A Conceptual Site Plan is also included and was developed with consideration for the programmatic and physical factors obtained through the site analysis and public engagement process.

This Master Plan focuses specifically on the Rodeo Arena and associated existing Turner Center facilities, but the overall site context, economic County drivers via RFP, and infrastructure utilization were the important considerations during the planning process.  As the County Turner Center will continue to be a prominent site for future community events, and the new relocated Rodeo facility has the potential to be an additional community gathering place for tourist generator, concerts, livestock and consumer merchant programs, special events site, with many recreation and existing cultural resources to observe, including a Mosaic Environmental Learning Center and a FPL Green Energy Information and Technology Center. 
Integrated Planning
An important part of this process was to analyze and integrate with previous and current planning projects for both the Rodeo operation and the Desoto County Turner Center operation; enabling the Rodeo Board and its partners to streamline planning efforts and maximize the use of resources. 
The County recently completed the Turner Center upgrades for an existing EOC from Hurricane Charley disaster recovery which identified several action steps related to the rodeo facility operation, including utilizing existing parking areas and other infrastructure facilities while creating a specific master plan for the Turner Center and Rodeo operations, and the Rodeo’s role in the overall economic driving system as described in the Desoto County RFP for the 15 acres of land to be purchased adjacent to the County Turner Center.

In addition to the overall Rodeo Master Plan, a specific rodeo facility contract and operational related documents and plans were reviewed to gain understanding existing programs existing on site, facilities management agreements, maintenance, parking arrangement and budgets for event staffing. 

Project Approach
The consultant team’s approach to this project included comprehensive information gathering and analysis, site inventory and assessment, community and stakeholder engagement, event attendance (circulation flow, logistical analysis and stakeholder interviews), community profile and market demands analysis, programming analysis, and conceptual site planning. 
The result of this approach is a final Conceptual Site Plan and master Rodeo Plan that documents the process, findings, analysis, and recommendations.  This master Rodeo Plan is intended to provide Desoto County and Rodeo Board with a guiding document that provides recommendations and strategies for a development and an economic driving approach in regards to relocating the Rodeo operation to the existing Turner County Community Center facility.

2. SITE INVENTORY AND ANALYSIS
Inventory

To gain a thorough understanding of the needs and goals of the City, as well as opportunities and constraints of Desoto County, a site visit was conducted with the entire consultant team, agency staff, and project Rodeo Board Advisory Committee representatives on or around February 2011. The team physically walked the site to evaluate the existing condition of the facilities and resources at the future rodeo grounds. During the site visit, the team discussed challenges, opportunities and the potential vision for the rodeo facilities. Additionally, the team identified requirements for other event types, such as Equestrian barn and animal shelter opportunities that uses the facilities in the hurricane months, equestrian shows, horse rides, community special events and concerts. The inventory included an assessment of the facilities, amenities, and programs including:

Buildings and Infrastructure:

· Ticket Booth 

· General Admission Metal Grandstands 5000 seats - permanent)

· VIP Metal Grandstands (250 seats - portable)

· ADA-Accessible Metal Grandstands and Ramp (approximately 50-75 seats - permanent)

· Concrete Grandstands (1750 seats - permanent)

· Concessions Stand Buildings (sports medicine room, restrooms, concessions equipment, and serving windows) 

· Utilities Building (power)

· Announcer Booth and Sound System

· Arena Facilities (chutes, corrals, stalls, pens)

· Staging Areas

· Ambulance Alley

· Warm-up Arena
· Barbeque Grills 
· Walk-in Freezer 
· Ice Machine 
· Bar Shack 
· Horse Stables and Buildings

· Maintenance Shed (portable)

· Vehicular and Pedestrian Access

· Parking Lot (50 spaces paved, 100 unpaved spaces)

· Bull interior perimeter track

· Trail Connections

· Facility Signage

· Storm Drainage facility
· Safety and Security (fencing and lighting)

· Water and Sewer Systems

· Irrigation System Plaza Area

· Restroom Buildings (2)

· Playground

· Picnic Tables

Opportunities Analysis
Location

An opportunity identified early on in the consultant team’s analysis was the location of the rodeo facility. Arcadia Rodeo Arena is centrally located in downtown Arcadia, making it an ideal event center and community gathering place. The rodeo facilities are a gateway to the entire community center and have the opportunity to become an even greater asset to the community. The location makes the rodeo facility an attraction for tourists and locals alike and is used for numerous events throughout the year. A primary opportunity could be to expand the number and types of events held at the rodeo facility for different

user groups within the community, especially those held during tourist season
.

Turner Center – Desoto County Community Center
The existing County Community Center is currently used for many local events involving dinner with live music. Families gather in the space to enjoy the cultural events, concerts, and enjoy a barbeque dinner before the show. In winter months, the tourist events fill the space with many local events.  The current configuration of the existing parking lot provides a more save place to park, with easier pedestrian circulation to the grandstands and concessions area, and multiple restroom locations. 
Availability of Space
Efficient use of existing space is critical to the future improvements of the rodeo facility, and it was recognized through the site inventory and analysis that the parking and infrastructure is not being utilized to its full potential. The facility is approximately 50 acres and abuts the new rodeo arena and most existing facilities. 
Site Inventory and Analysis
Use of the existing infrastructure and existing parking spaces and capture some of that area for expansion, while preserving the potential use of the parking area in the future for County events and combined events. 

Expansion of Seating Capacity
The current seating capacity of the rodeo facility is approximately 2,750 seats. According to the Rodeo Board records, as many as 5,800 people have attended events at the facility (utilizing both seating and parking area capacity). The metal grandstands are also located adjacent to concessions and restroom facilities, with easy access to the entry and parking area. There is opportunity to create additional seating by adding additional grandstands to increase attendance at the rodeo and make the facility available for other types of uses that need more seats, such as concerts. In addition, facilities could be planned so as to utilize the space below the grandstands, such as restrooms, offices, storage and concessions.
Access
Although it is beyond the scope of this master plan, the conceptual design should consider and try to accommodate future City Planning Department efforts to increase access to the rodeo facility through additional vehicular and pedestrian connections, so as to increase the functionality of the site. The current access into the facility is from Roan Street a ¼ mile east of Turner Ave.  There is opportunity to create additional pedestrian connections from the existing High School across the street and the adjacent facilities, especially the right of way located south of the arena along Roan Street. An additional vehicular connection could also potentially be made to the east towards County obtained Right of Way and traffic control could be utilized during events.
General Design and Layout
Due to the central location and size of the site, the Rodeo Arena has been developed in a reactionary and event manner to meet the many and diverse needs of the community. Developing adjacent to the County’s Turner Center location and saving funds by incorporating existing infrastructure and amenities will give the Rodeo Board more opportunity for a larger facility through cost savings.  A larger facility will create a more unique experience that will keep both residents and visitors coming back for a wide variety of activities.

Constraints Analysis
Study Area
The constraints of the site, identified through the site analysis and in discussions with staff and the Rodeo Board Advisory Committee, include the rodeo arena and facilities location within the Desoto County Turner Center via property for purchase approximately 15 acres in size. The site is both an opportunity and a long time need for the rodeo. The shape of the property created the “boundary” for the rodeo facility approximately, resulting in a square perimeter of the site, which resulted in efficient parking and circulation for competitors and guests of the rodeo. Over the years, the past location had flooding on rainy days for parking areas and arena areas causing many problems to guests and competitors.  The new site area, as well as the wide variety and number of activities desired to be included in the plan have presented a great opportunity for the future Rodeo and County events and have been considered in the design process.
Drainage and Utilities
The site will be permitted through the County engineer and the Southwest Florida Water Management District to provide both water quality and storage as necessary to protect against flooding up to the 25 and 100 Year event.  The Rodeo plans to utilize City of Arcadia water and sewer facilities as well as some County utilities if needed or more efficient for cost and site utilization.
Same Day Event Use of Facilities
A third challenge existing at the site is the rodeo facility layout and its use during the same day events with the County events. Due to the requirements for World County parking and Rodeo parking and contract for communication and pre-empted scheduling has been drafted as part of the land purchase agreement.  
Maintenance Equipment Storage and Access
Rodeo maintenance equipment is stored on site, in between the equestrian bark and the rodeo arena and below the rodeo arena stands.  
3.
PUBLIC & STAKEHOLDER INPUT

Focus Groups
On March 11, 12 & 13th , 2011 the Desoto County Council members, and other staff, Rodeo Board members, community members, and facility users were provided a number of opportunities in which to provide input on this planning effort. These forums included three (3) focus groups, a few private meetings, and interviews with Rodeo Board members, City and County officials and administrative staff, Rodeo staff, and facility users. Rodeo Staff – City and County staff shared their concerns with programming and maintaining the existing Turner facilities within the rodeo facility as well as their vision for the County Community Center in the future. Staff’s greatest concern was flexibility and creating a multi-use facility that can be utilized during all seasons in order to become a sustainable facility and an even greater asset for the community.  To improve the facility and make it more user-friendly for additional groups, County staff agreed that expansion of the Turner Center by relocating the Rodeo to this downtown area, additional seating, and parking are critically important elements in making the decision to purchase these lands.

From a maintenance perspective, staff mentioned the need for irrigation to the facility, improved drainage

system, and a more flexible seating arrangement that could be used in both summers and winter months.
Rodeo Board and Staff – Members of the Rodeo Board met with the consultant team in two team meetings, during a rodeo event, and during the site visit. To members of the Rodeo Board, the most important aspect of the rodeo facility is to maintain its location in the heart of the City of Arcadia and the Desoto County, and to improve the facility as a whole to make it the best Florida and eastern US rodeo for competitors and attendees alike. Some improvements identified that would enhance the rodeo facility for competitors are improved parking and vehicular circulation, overnight camping and RV hook-ups on site, a more centralized secretary and announcer’s booth, and locker room / shower facilities. Improvements that would benefit attendees were increased plaza space, restroom upgrades, more and better seating, and a well-connected pedestrian circulation system.

Members of the Rodeo Board feel that the existing location and old facility is an inefficient use of space and that it should be removed or made into a more flexible, usable area. One primary concern in regard to the old rodeo location is the separation it creates from the attendees sitting in the arena and the long walk for parking in rainy and flooded events. 

Facility Users - The consultant team met with representatives from the Arcadia All-Florida Championship Rodeo members and community members that have both worked and attended facility for many years and events. The facility users discussed strengths, challenges, vision, and priorities which are summarized in Tables 3.1-3.2
Public Input

Table 3.1: Strengths of the Arcadia All Florida Rodeo Facility at Turner Center Strengths
	Location

	Community Heritage and Tradition

	Unique Visitor Attraction

	Track*

	Playground for the Entire Community / All Ages

	City Maintenance

	Concessions*


 *Identifies item viewed as challenges and strengths.

Table 3.2: Challenges of the All Florida Rodeo Facility at Turner Center Challenges
	Parking

	Traffic and Access

	Drainage

	Event Scheduling Conflicts

	Perimeter Bull Track*

	Concrete Bleachers

	Restrooms

	Pedestrian Circulation

	Lack of Facilities for Winter Use (restrooms, sports medicine, concessions)

	Concessions

	Lack of Horse Stalls / Stables

	No Overnight Camping / RV Hookups

	Security

	Worn Out


* Identifies item viewed as challenges and strengths.

Analysis/Key Findings

Although the consultant team met with and interviewed a wide variety of users with differing perspectives, there were several areas of agreement determined through the Focus Group meetings. All stakeholders agreed that the location of the Arcadia All-Florida Championship Rodeo Facility at the heart of downtown located at the Desoto County Turner Center was a great advantage, and the easy access from Roan Street promotes the western heritage and history of the City. The ability of the rodeo facility to host a variety of events was critical to the future and improvements should allow for flexible use of the space. The event seating, especially the comfortable desire and accessible flows, along with improved parking, access, circulation and the restroom facilities are the top items of concern.

4. FINAL MASTER PLAN & IMPLEMENTATION

The Rodeo Arena will be covered to deter adverse weather conditions and will be placed centrally within the proposed 15 +/- acre parcel.  The main access point to the Turner Center will be utilized for the parking area and shall be utilized as the main pedestrian entry area.  A proposed driveway access point from Roan Street will be utilized for Rodeo Board Members and staff, maintenance operations and contracted competition personnel and vendors.  

A main pedestrian access entry will be located at the northwest corner of the parcel.  The entry area will include a ticket purchasing building that then branches into two separate walk through learning centers that eventually lead to both the Rodeo Arena Facility and a proposed Live Stock Barn.  Both facilities will connect to each other utilizing concessions, barbeque stations, and restroom facilities, as well as open space areas for other events.  There is also the potential to creating a petting zoo, providing children with an interactive experience and access to small animals. 
The overall parking support and infrastructure is provided by both the Desoto County Turner Center and the City of Arcadia utilities department.  
Seating
Covered seating is a critical element of the master plan.  In the Final Concept, both concrete and aluminum stands have been considered.  Portions of both to provide wind through aluminum seating and less wind with more secure storage with concrete seating. The grandstand on the will hold approximately 6000 people, the VIP grandstand will hold approximately 1000 people, for a total 7000 covered seats. All of these grandstands shall be connected to one another, utilizing a bridge system in order to allow for pedestrian circulation above the rodeo uses.  Handicap seating shall remain in place near the food areas and restroom facilities.  General Admissions (GA) seating shall remain along the east and west sides of the covered arena area.  Several options for this seating area have been considered and should be decided upon with competitive vendor bidding once funding is delivered.  The range in cost for these options is included in the conceptual cost estimate, Table 4.1.
Access & Circulation
A primary concern at the current rodeo facility is safe parking, access and pedestrian circulation. The Final Master Plan Concept incorporates a new downtown County large event location with adequate existing parking areas to lower development costs and to assist in traffic flow. In addition to the additional infrastructure facilities and a brand new Rodeo Arena Facility, safe traffic control can now be utilized efficiently at large events to assist in entry to and exit from the facility.  The consolidated paved parking area will provide expanded and formalized parking for both facilities for combined larger events.  The west side parking area shall be utilized for Rodeo events, with electric hookups provided along the westerly parcel fencing to provide for permit-only overnight RV parking for competitors and event participants. 

Maintenance
All large maintenance and equipment storage building under the permanent seating areas, with some support storage for smaller equipment pieces to be located on the rear of concession and restroom facilities.
The sound system hookups and control panels shall be located inside a secured building and the announcer booths (Crows nest), and potentially the entry Ticket Booth Building. 
In addition, grading and drainage improvements should be made to the proposed livestock pens and Rodeo Arena areas in conjunction with the Rodeo Board member desires for different events planned.
Horse Stables and Riding Facilities
Proposed stables and horse riding facilities can be located both adjacent and within the proposed arena location behind the existing wetland pond and natural upland areas to the north of the subject parcel.  

Final Master Plan & Implementation
The proposed project programmed for utilization of the existing parking and infrastructure facilities located at the Desoto County Turner Center answers the concerns and issues for the existing Rodeo functions and expands the overall operation while providing improvements to the Downtown Economic engine for Desoto County Commissioners.  

The proposed livestock barn and Animal Shelter location could be utilized for overnight horse stabling, in order to provide potential revenue generation for the Rodeo Board and improved amenities options for equestrian competitors. Restroom facilities in this area should provided and be upgraded for overnight considerations compared to typical event facilities.  The stable area could be used solely for overnight horse boarding.
The Mosaic and FPL Green Energy Learning Center’s assist in educating both local and tourist attending the Rodeo and other combined functions associated with the County and its facilities.

Financial Analysis
Potential Funding Sources
Traditional Funding Sources
Historically the All Florida Championship Rodeo capital funds for the development or maintenance of events are most often developed through donations and contributions or revenues generated by sales from the event. Given these tight economic times, it may be challenging to gain support for a bond referendum within the County or the City limits and historically has not ever been proposed to local residents in the area. 

Dedicated Property or Sales Tax – Desoto County
The Rodeo Board presently does not have a steady funding source that could be dedicated for major repairs, renovations, or improvements to event facilities and recreation amenities. A proposed dedicated property or sales tax would generate stable annual funding to support the ongoing capital needs of the Rodeo and Turner Center support system. For example, with 18,000 households in the City of Arcadia and Desoto County a property tax that generates $0.50 per month would generate $108,000 annually for capital tourism attraction projects to help small businesses stay alive during off seasons. 
Alternative Funding Sources
Fundraising - Local fundraising is a mechanism that has worked effectively for park and recreation agencies around the country. Although a vast amount of local effort is involved, this mechanism typically generates a vast amount of support and publicity. Local businesses, organizations, and private individuals can pledge funding over a specific period of time.

The Desoto County Commission and Rodeo Board Members should work together and play an active role in fundraising for the overall development Master Plan, which could include a campaign dedicated to implementing the Rodeo Master Plan.  These groups can be proactive by initiating a variety

of fundraising tasks, such as creating learning centers and product advertisement related to preserving natural resources through Rodeo nonprofit efforts.  Or collaborating with an existing nonprofit to send direct mail letters, promoting sponsorship of programs and naming rights, seeking inkind donations, hosting special events (i.e. – fundraiser dinners, events to honor volunteers, silent auctions, and themed socials), and soliciting charitable donations of money and in-kind services.

Grants - Grants are available to park and recreation agencies from both public and private sources. Grant opportunities exist for a wide variety of purposes including parks and recreation. The Rodeo Board and Desoto County Commission should look for the alignment between its request and the objectives of the grant programs. The request for funds should provide a solid basis for a positive response from the funder. There are numerous sources of information and assistance available to grant-seekers. Initial efforts should be on Florida-based agencies, organizations and foundations. Some examples may include:

· Animal Shelter for Hurricane grants to protect, enhance and manage the

State’s endangered wildlife animals or local resident livestock/ large pets. 
· Department of Community Affairs (DCA) – Conservation Trust Fund and Disaster Recovery Grants Proposed EOC combined Disaster Recovery plan or construction of parks, trails, and/or animal shelters on Federal, State, or local government lands. 

User Fees- User fees are subject to the contract agreement provided in the land purchase and its addendums.
Implementation Strategies
Master Planning is the first step in the design process that is used to help the City determine recommended facility upgrades, phased priorities, and identification of funding sources for future improvements. There are several “next steps” that are critical to implementation to be accomplished following the approval of the Master Plan, such as Schematic Design, Design Development, and Construction Documents. However, these necessary planning phases, as well as renovations and construction, cannot be completed without the identification of adequate funding. In order to maintain the community and stakeholder support gained through the master plan process, the Rodeo Board established a Rodeo Funding Committee that involves a wide variety of dedicated and influential community members, including but not limited to Rodeo Board members and County Commission, City Council members, equestrian community representatives, local club representatives, as well as other community and user groups to work together in order to gain funding through the budgeting process, fundraising and sponsorships.

It is recommended that the Rodeo Fund Raising Committee utilize a combination of the Potential Funding

Sources listed previously, such as establishing a grassroots fundraising campaign, applying for and allocating money for grant matches, and soliciting corporate sponsorships to gain revenue through paid advertisements, product supply, and naming rights for the different facilities within the government center, and establishing user fees for new and renovated facilities. Once the planning and design phases of the project are complete, the renovations and construction of the new covered Rodeo Arena, livestock and learning facility.
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