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22nd District Agricultural Association 
Board Assessment 

 
During the months of September/October 2019, Peter Stark, Senior Consultant with 
Peter Barron Stark Companies, conducted one-on-one interviews with 8 Board 
members of the 22nd District Agricultural Association and 3 staff members.  The 
interviews each lasted an average of 30 minutes. 
 
The primary purpose of the interviews was to collect information regarding the Board in 
the area of clarity of strategic direction, teamwork, communication and organizational 
effectiveness.  Specifically, the consultant collected information regarding organizational 
strengths, as well as areas that, if improved, would make the Board even more 
effective. 
 
The following questions were asked of each person interviewed: 

• What are the strengths of the Board? 
• As a Board, what are the areas that, if improved, would make the Board even 

stronger? 
• On a scale of one to ten, with one being low and ten being high, how would you 

rate the effectiveness of the Board?  
• What one or two suggestions do you have to take the effectiveness of the Board 

to an even higher level? 
• Is the vision of the Board clear? If no, in one or two sentences describe what is 

clear or not clear.  
• Is the role of the Board clear? If no, in one or two sentences describe what is 

clear or not clear.  
• Are the top goals for 2019-2020 clear for the Board?   
• Between one and ten, one being low and ten being high, at Board meetings how 

would you rate the effectiveness of communication on the Board?  
• Between one and ten, one being low and ten being high, at Board meetings how 

would you rate the effectiveness of teamwork on the Board? 
• On a scale of one to ten, with one being low and ten being high, how would rate 

the overall Board engagement?  What one recommendation to you have to 
increase Board engagement? 

• Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the 
management team?  
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• Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the 
management team? 

• What are the strategic areas that the Board should discuss and possibly plan or 
set goals? 

• Are there any specific goals you have in creating the 22nd District Agricultural 
Associations next Strategic Plan? 

• Are you supportive and committed to the planning process and achievement of 
the strategic plan? 

Board - Strengths 
 
When asked, “What are the strengths of the Board?” the following were the comments: 
(The number in parentheses indicated the total number of times that particular comment was made.) 

Board Experience and Background (9) 
• Well rounded, diverse backgrounds, skillsets; experience is an asset (5) 

• Continuity and many years of experience/historical knowledge; a lot of longevity 
on the Board (2) 

• Technically strong; able to make the right decisions (2) 
Mission and Goals (5) 

• Belief in the mission of the organization; emphasis on environment, 
entertainment and agriculture (2) 

• Committed to the furtherance of the Fairgrounds; invested in the organization – 
they are living the mission (2) 

• Have to assess to some short and long-term goals to enhance and improve the 
Del Mar Fairgrounds; traffic; Horse Park; barns 

Board Leadership (4) 
• New Board leadership is genuinely interested in how the Fairgrounds functions; 

this has positively changed the tone of the Board; new leadership at President 
and VP level is going very well (2) 

• Board leadership has brought both stability and balance 

• Board President respects the level of experience and knowledge that staff brings 
to running the Fairgrounds  

Executive Staff (3) 
• Hard working and very engaged 

• Well respected by staff  

• Professionalism has helped build an award winning and profitable Fair 
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Board Dedication (3) 
• Qualified and dedicated people – willing to do the work; role-up their sleeves and 

get the job done (2) 

• Most Board members are actively engaged 
Mentioned One Time 

• We are responding to the significant issues before us: health; safety, gun shows 
and horse racing – all directors are very concerned about these issues  

• We all care about our neighboring cities; in communication with our neighboring 
communities and stakeholders and we care about them 

Board - Opportunities 
 
When asked, “As a Board, what are the areas that, if improved, would make the Board 
even stronger?” the comments were as follows: 
Board’s Role in Operations (4) 

• Clarify Board and staff roles in operations; the Board needs to stay focused on 
governance and policy; need to find ways to better educate Board and staff 

• We agree where the advisory and oversight role of the Board ends and 
management’s responsibility begins 

• Even stronger trust between Board and staff in areas of roles and responsibilities 
• Staying focused on the big picture and long-range plan policies and not get 

involved in the day-to-day operational issues  
Teamwork and Cohesiveness (4)  

• Working together as an even stronger team 
• All Board members need to treat each other with dignity and respect – no room 

for unprofessional behavior 
• It feels like the vision of board members is not the same 
• If all Board members were on the same page and in alignment to the 

Fairground’s mission, the Board would be even stronger 
Communication and Transparency (4) 

• More open communication and transparency between executive staff and the 
Board; when there is a problem, it is because information is not shared in a 
timely manner; has improved recently, but still has room for improvement 

• Even more transparency to the public to build an even stronger relationship with 
the 22nd DAA and the communities and stakeholder surrounding us 

• Our issues, concerns and population is bigger forcing each Director to be more 
involved with staff to help them solve problems – we need even more 
communication and teamwork with staff to do that 

• Even more interaction with senior staff would be helpful/better understand how 
the Fair operations are going 

Ideas and Innovation (3) 
• We could use a refreshing of ideas 
• Don’t just go with the status quo 
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• More open-minded possibilities of how to use the Fairgrounds 
Organizational Focus in Decisions (3) 

• If some Board members focus their decisions based on personal goals first 
versus organizational focus and goals, this needs to be checked  

• Communication needs to stay focused on the organizational issue at hand and 
not making things personal – this results in miscommunication during meetings in 
how ideas are conveyed and interpreted by others 

• Some Board members are swayed by some special interest groups’ opinions and 
requests rather than representing the County and Region versus a small group of 
people who live in their community  

Board Presence (2) 
• Even more Board members engaged in what we do – attend the events would 

help better understand how the decisions we make impact the communities and 
stakeholders we serve 

• Board should engage more in Fair associated activities so they better understand 
the impact of the decisions they are making 

Mentioned One Time 
• There is a difference of opinion of how the different communities and 

stakeholders perceive the Fairgrounds – disagreement of who agrees or 
disagrees of our decisions; we need to align with facts and not assumptions  

• Could benefit from even more business experience on the board to help with 
management and planning experience 

 
Board – Culture – Effectiveness of the Board 
 
When specifically asked to rate the culture of the Board in accomplishing the vision and 
role of the Board, on a scale of one-to-ten, with one low and ten high, the average for 
the Board was 7.6 with a range of 6.5 to 9.  
 
The average for the staff was 5.3 with a range of 3 to 7. 

 
When asked, “What one or two suggestions do you have to take the culture of the 
Board to an even higher level?” the following comments were shared: 

• Professionalism – accusations versus questions of inquiry 

• We need to move past the status quo; look at the big picture and be even more 
transparent 

• We could be even more effective if we had a more robust business plan for the 
next five years that generates more revenues and cash reserves 

 

Clarity of Vision for the Board 
 
When specifically asked, “Is the vision for the Board clear?” respondents stated: 

Yes:  4 responses 
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No:  6 responses 

Yes/No – 1 response 

When asked, “Is the vision for the Board clear?” the following comments were shared: 

• Promote the future and viability of the Fairgrounds 

• Remain a top performing international venue; award winning; and that SD County 
is our partner 

• We have an incredible economic impact on our Region 

• A self-funded Fair 

• Support staff in achieving the mission and vision 

• More changes are needed 
When asked, “In one or two sentences describe what is clear or not clear?” the following 
are the responses: 

• Everyone has the same end goal but the priorities for today are unclear 

• Individuals may have a clear vision of their role but what is our collective vision is 
not clear 

• We get involved in operations versus policy and governance 

• We are unclear because we react, and everything is a priority and we are not as 
effective as we could be 

Role of the Board 
 
When specifically asked, “Is the role of the Board clear?”  respondents stated: 

Yes: 3 responses 
No:  3 responses  
Yes and No:   2 responses 

If no, “Describe what is not clear?” the following comments were shared: 

Management and Board Role (2) 
• Actions of Board members are not always in alignment with what we say; in 

some cases, there is over involvement with management and other cases vice 
versa 

• The Board knows what the management team is supposed to be doing but there 
needs to be more transparency from the management team back to the Board. It 
has improved but still has opportunity for more improvement 

Roles and Goals Not Clear (2)  
• The role of each individual’s roles and goals is not clear 

• There is not total engagement by all Board members to say yes to this one 
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Mentioned One Time 
• As Director, we serve as the request of the Governor to foster and help support 

the staff of the 22nd DAA  

Goals 
 
When specifically asked, “Are the top goals for 2019-2020 clear for the Board?” the 
following responses were shared: 

 
Yes:  3 responses 
No:   8 responses 

When asked about goal clarity, the following comments were shared: 

• Safety is our number one goal  

• Assess the future of Horse Racing 

• Establish and launch our SSRP  

• Create clear goals 

• Set goals for the next 1 to 5 years  

• Set revenue goals 

• Keep revenues high and taking care of the State owned properties 

• Done a good job specifying our goals for this year 
 

Communication Effectiveness on the Board 
 
When specifically asked to rate the effectiveness of communication on the Board, on a 
scale of one-to-ten, with one low and ten high, the Board average was 6.1 with a range 
of 4 to 7.5. 
 
The staff average was 5.0 with a range of 5. 
 
When asked to elaborate on the communication effectiveness, the following comments 
were shared: 

• Respectful; professionalism; honest communication in a respectful manner (5) 

• Tolerant and considerate of other people’s opinions; regardless of whether you 
agree with their opinion or not; open minded of each other’s opinion (3) 

• Board members to feel more comfortable with each other 

• Declined over the last four years from a 9 - 10 to a 6 – something has happened  
• If we resolved some of the divisions on the Board, it would make us even more 

effective 
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Teamwork Effectiveness on the Board 
 
When specifically asked to rate the effectiveness of teamwork on the Board, on a scale 
of one-to-ten, with one low and ten high, the Board average was 7.5 with a range of 6 to 
9.  
 
The staff average was 7.1 with a range of 7 to 7.5. 

Board Engagement 
 
When specifically asked to rate the overall Board engagement, on a scale of one-to-ten, 
with one low and ten high, the Board average was 8.3 with a range of 6 to 10.  
 
The staff average was 7.5 with a range of 7 to 8. 
 
When asked, “What one recommendation do you have to increase Board 
engagement?” the following responses were shared: 
 

• All Board members attending more events and being on the property for things 
that impact our decisions – to observe and assess the impact of the decisions we 
make 

• We could improve this score. At times, management can get ahead of the Board 
without full communication 

Communication Effectiveness between the Board and Leaders of the 
Management Team 
 
When specifically asked to rate the effectiveness of communication between the Board 
and the leaders of the management team, on a scale of one-to-ten, with one low and 
ten high, the Board average was 7.6 with a range of 5 to 8.5.  
 
The staff average was 7.5 with a range of 7 to 8. 

 
When asked to elaborate on the communication effectiveness between the Board and 
management team, the following comments were shared: 

• Opportunity for improvement 
• Even more communication from management  
• Even more effective respectful and professional communication from Board 

members to management  
• Communication has improved significantly over the last few months  
• Communication could be even stronger if Board members did not go directly to 

staff with their concerns and rather followed the chain of command 
• Most of the interaction with management occurs in subcommittees and not with 

the full Board 
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Teamwork Effectiveness between the Board and Leaders of the 
Management Team 
 
When specifically asked to rate the effectiveness of teamwork between the Board and 
the leaders of the management team, on a scale of one-to-ten, with one low and ten 
high, the Board average was 8.3 with a range of 8 to 9. 
The staff average was 6.3 with a range of 6 to 6.5. 
 
When asked, “What are the strategic areas that the Board should discuss and possibly 
plan or set goals?” the following comments were shared: 
 

• Revenue Steams; need to discuss future revenue; better understanding of our 
finances so we can address fiscal stability; what are we going to do to replace 
revenue steams we have lost or we potentially will be losing in the future; how to 
build a great facility; fund out major capital improvements (5) 

• The future of Horsepark; future of horse racing and horse shows; our long-term 
plan for the “if and when” the decline becomes financially unsustainable (4) 

• Mission statement is still on target (3) 
• Need for events in North Coastal SD; what will we do with our exhibit halls; 

remain relevant; discuss World Class means – are we relevant – will we continue 
to be relevant (3) 

• How will we generate revenue to replace needed buildings; our physical plant is 
aging - don’t have a detailed approach to managing these improvements that will 
meet the needs of our communities over the next 20 years (2) 

• Fiscal and financial viability of operations; what are we going to do to continue to 
be financially responsible (2) 

• Kaaboo move to Petco 
• East overflow lot – Coastal Commission gave us 10 years to figure out a plan; 

nothing has been done and it needs to be addressed 
• Timeline for succession of the Executive’s staff’s retirement and change of 

leadership 
• Board needs to understand governance and the role of the Board – what do we 

perceive this means – differs between Board members 
• Symbiotic relationships of the events we will hold in the future – they are united  
• Future of the Fairgrounds; our strengths and weaknesses; identify our challenges 

and determine how we will deal with them 
• Set goals for the next three to five years – understanding the long-term impact of 

our decisions 
• Clarify the vision of our brand and image  
• Detailed business plan and assessment of risk and benefits would be helpful 
• Sustainability in meeting the State’s climate goals 
• Improving transportation and traffic; improving people’s ability to get to the Fair 

without driving 
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Retreat Goals 
 
When asked, “Are there any specific goals you have in creating the 22nd District 
Agricultural Association’s next Strategic Plan?” the following responses were shared: 

• Process to be inclusive; collaborative; need to feel comfortable to speak up and 
be honest (7) 

• That we end up with a plan and goals that will guide staff moving forward in a 
financially sound and prudent manner; has buy-in from both the Board and staff; 
plan that gets us where we want/need to go (4) 

• Achieve consensus/be all on the same page; come together to do their job and 
create a strategic plan for the organization (3) 

• Everyone needs to participate; looking forward to getting even more involved with 
the Fairgrounds; make sure everyone is here and we hear from them (3) 

• Process that can be respectful and professional (2) 

• Determine our next steps; guides our future decisions (2) 

• End up with a strategic plan that is the best to help management and the 
organization move forward 

• To get a succession plan in place with a timeline 

• We need to remember we are an agricultural district 

• We need to be even more environmentally friendly 

• Have a half-day to collect feedback from our external stakeholders to ensure we 
are truly inclusive 

• To uncover any specific Board members concerns, figure out how to effectively 
deal with those concerns and move forward  

• Revenue: A better assessment of the horse racing revenues and the long-term 
survival of horse racing at Del Mar. What will fill in the revenue loss from the 
horse racing industry should it become extinct or significantly reduced? 

Are you supportive and committed to the planning process and achievement of 
the strategic plan? 

Yes: 8 responses 
No: 0 responses 
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Board Member:  Richard Valdez 

What are the strengths of the Board? 
 

• Committed to the furtherance of the Fairgrounds  
• Qualified and dedicated people – willing to do the work; right skillset  
• Diverse skillsets and background  

 
As a Board, what are the areas that, if improved, would make the Board even stronger? 

 

• Board – Staff roles – need clearer understanding; for Board not to interfere into 
the operational aspect of the business. Board needs to stay focused on 
governance and policy. Need to find ways to better educate Board and staff of 
their respective roles 

• Even stronger trust between Board and staff in areas of roles and responsibilities  
• If some Board members focus their decisions based on individual goals first 

versus organizational focus and goals, this needs to be checked  
• Respect: all Board members need to treat each other with dignity and respect – 

no room for unprofessional behavior or personal attacks 
 

On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
7.5 
 
What one or two suggestions do you have to take the culture of the Board to an even 
higher level? 

 

• Professionalism – Avoid accusations versus questions of inquiry to facilitate 
productive communication and debate among the Board 

• Focus on fiscal responsibility and governance rather than operational areas 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

 
Yes/No - The vision role of the Board should be to promote the future and viability of the 
Fairgrounds and I believe the Board members have that understanding. 
  
Not Clear - Individuals may believe they have a clear vision of their individual role but 
what is our collective vision is not clear 
 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  

 
No – While I believe each Board member understands their role is toward policy and 
governance, I think that means different things to different members.  There should be a 
collective understanding of what policy and governance means and an adherence to the 
staff-board division of roles and responsibilities.  Also, each board member should 
understand their individual role while appreciating the board role of policy/governance 
and the staff operational role. 
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Are the top goals for 2019-2020 clear for the Board?   
 

No 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
4.0  
 

• In my opinion, given the limitations imposed by the Bagley-Keene Act upon 
effective communication (number of board members who can communicate with 
each other outside of meetings; timing of meetings; etc.) the best grade a Board 
could get in “effective communication” is somewhere around a “7” 

• At times, our Board is further impaired from having effective communication 
when the manner in which Board members address each other is less than 
professional or if comments take on an accusatory or caustic tone rather than 
one that is conducive to respectful discussion/disagreement 

• It appears some Board members do not feel comfortable with each other, which 
will impair effective communication 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
6.0 
 
On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
9.0 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  

 
5.0 

• Even more communication from management  
• Even more effective respectful and professional communication from Board 

members to management 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 

 
8.0 
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 

 

• Mission statement is still on target 



 

22nd District Agricultural Assoc. 12 ©2019 Peter Barron Stark Companies 
Board Assessment 
 

• We need to have a better understanding of our finances so we can address fiscal 
stability  

• Want to talk about what World Class means – are we relevant – will we continue 
to be relevant? 

• Board needs to understand governance and the role of the Board – what do we 
perceive this means – differs between Board members 

 
Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?  

• Process that can be respectful and professional  
• Process that is collaborative 

 
Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Board Member:  Lisa Barkett 
 

What are the strengths of the Board? 
 

• We are all on track with our mission; emphasis on agriculture, environment, 
entertainment, and fiscal responsibility  

• We all care about our neighboring cities; in communication with our neighboring 
communities and stakeholders and we care about them  

• We are responding to the significant issues before us: health; safety, gun shows 
and horse racing – all directors are very concerned about these issues  

• We recognize that we have to assess some short and long-term goals to 
enhance and improve the Del Mar Fairgrounds; traffic; Horse Park; barns 
 

As a Board, what are the areas that, if improved, would make the Board even stronger? 
 

• It feels like the vision of board members is not the same for accomplishing the 
vision 

• Our issues, concerns and population are larger in scope forcing each Director to 
be more involved with staff to help them solve problems – we need even more 
communication and teamwork with staff in order to accomplish these goals 
 

On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
8.0 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

 
Yes 

 
• We want to remain being a top performing international venue; award winning; 

and that SD County is our partner; we have an incredible economic impact on 
our Region  

• We are a self-funded Fair  
• To support staff in achieving the mission and vision; staff love working with Tim 

 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  

 
Yes 

 

• As Director, we serve as the request of the Governor to foster and help support 
the staff of the 22nd DAA in accomplishing the 22nd DAA Mission Statement 

 
Are the top goals for 2019-2020 clear for the Board?   

 
Yes 

 

• Safety is our number one goal  
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• Assess the future of horse racing and Horsepark 
• Establish and launch our SSRP 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
6.0 

 
One thing that would help us is honest communication in a respectful manner 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
6.0 
 
On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
6.0 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  

 
8.0 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 

 
8.0 
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 

 
• Mission statement is still on target 
• What are going to do to continue to be financially responsible? 
• What are we going to do to continue to build a great facility? 
• What is the future of horse racing and horse shows? 
• How will we fund out major capital improvements? 

 
Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?  

• Process to be inclusive 
• Process that is collaborative 
• That we end up with a plan and goals that will guide staff moving forward in a 

financially sound and prudent manner 
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• Have a half-day to collect feedback from our external stakeholders to ensure we 
are truly inclusive 
 

Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Board Member:  Pierre Sleiman 
 

What are the strengths of the Board? 
 

• A lot of experience and diversity on the Board which is a strong asset  
• Technically strong: a lot of longevity on the Board  
• Every Board member is committed and invested in the organization – they are 

living the mission 
 

As a Board, what are the areas that, if improved, would make the Board even stronger? 
 

• Communication: needs to stay focused on the organizational issue at hand and 
not making things personal – this makes miscommunication in the meetings in 
how ideas are conveyed and interpreted by others  

• There is a difference of opinion of how the different communities and 
stakeholders perceive the Fairgrounds – disagreement of who agrees or 
disagrees of our decisions; we need to align with facts and not assumptions 
 

On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
7.0 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

 
No 
 
Everyone has the same end goal but the priorities for today are unclear 
 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  

 
Yes and No 

 
Everyone would say it is clear, the actions of Board members are not always in 
alignment with what we say; in some cases, there is over involvement with management 
and other cases vice versa 
 
Are the top goals for 2019-2020 clear for the Board?   

 
No - We have not attempted to set goals 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
6.0 - We have declined over the last four years from a 9 to 10 to a 6 – something has 
happened 
 
 
 



 

22nd District Agricultural Assoc. 17 ©2019 Peter Barron Stark Companies 
Board Assessment 
 

Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
7.0 
 
On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
10.0 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  

 
8.5 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 
 
8.5 
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 
 

• Fiscal and financial viability of operations  
• Symbiotic relationships of the events we will hold in the future – they are united 

 
Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?  

• Process to be inclusive 
• Process that can be respectful and professional  
• Process that is collaborative 
• That we end up with a plan and goals that will guide staff moving forward in a 

financially sound and prudent manner 
• To uncover any specific Board members concerns, figure out how to effectively 

deal with those concerns and move forward 
• Board needs to come together to do their job and create a strategic plan for the 

organization 
 

Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Board Member:  Fred Schenk 
 

What are the strengths of the Board? 
 

• Continuity: a group of Board members that have many years of experience and 
historical knowledge; they are technically strong to make the right decisions   

• Board Leadership: with Richard and Lisa at the helm as Chair and Vice Chair has 
brought both stability and balance   

• Executive staff at the Fairgrounds work hard and are very engaged   
• Executive staff at the Fairgrounds are well respected by their staff   
• Fair is award winning and very profitable – because of the professionalism of the 

executive staff and their team   
 

As a Board, what are the areas that, if improved, would make the Board even stronger? 
 

• Open communication and transparency: really important to have between the 
executive staff and the Board; when there is a problem, it is because information 
is not shared in a timely manner; it has improved recently but there is still has 
room for improvement. We need to be even more transparent with information to 
the public. This would build an even stronger relationship with the 22nd DAA and 
the communities and stakeholders that surround us.   

• Even more Board members engaged in what we do – attend the events we put 
on; this would help Board Members better understand how the decisions we 
make impact the communities and stakeholders we serve  
 

On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
 9.0 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  
 
Yes 
 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  

 
No - There is not total engagement by all Board members  

Are the top goals for 2019-2020 clear for the Board?   
 
No 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
7.0 - Tolerance and open minded of each other’s opinion would help  
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Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
9.0 
 
On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
7.0 - All Board members attending more events and being on the property for things that 
impact our decisions – to observe and assess the impact of the decisions we make 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  

 
7.5 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 
 
9.0 - I am not privy to how other Board members work with management because of the 
Bagley-Keene restrictions   
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 
 

• We need to have a timeline for succession of the Executive’s staff’s retirement 
and change of leadership  

• Physical plant of the property – our physical plant is aging – we do not have a 
detailed approach to managing these improvements that will meet the needs of 
our communities over the next 20 years  
 

What do we need to discuss, accomplish, or set goals for to make this retreat 
successful? 

• To get a succession plan in place with a timeline   
• Revenue: A better assessment of the horse racing revenues and the long-term 

survival of horse racing at Del Mar. What will fill in the revenue loss from the 
horse racing industry should it become extinct or significantly reduced 
 

Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Board Member: Kathlyn Mead 
 

What are the strengths of the Board? 
 

• Belief in the mission of the organization  
• Willingness to roll up our sleeves and get the job done  
• Board is well rounded: diverse backgrounds and experiences 

 
As a Board, what are the areas that, if improved, would make the Board even stronger? 

 
• We agree where the advisory and oversight role of the Board ends and 

management’s responsibility begins 
• Board participates more in Fair related activities so we even better understand 

the impact of the decisions we are making  
 

On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
8.0 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

 
No - We are sometimes unclear because we often react and then, everything is a 
priority.   We may not be as effective as we could be if we were more pro-actively 
addressing top priorities. 
 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  

 
No. - We may be unclear about the difference between Board and Management duties 
and responsibilities. 
 
Are the top goals for 2019-2020 clear for the Board?   
 
No yet. 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
7.0 - We can be more respectful of everyone’s different perspectives. 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
8.0 - Because we work on small committee structure, it works well.  We can do better 
placing more trust in committee work. 
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On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
9.0 - We are heavily engaged in our own committee work.  We do a better job of 
including others to learn about Fair activities that are not related to committee 
assignments. 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  

 
8.0 - Formal communications are strong.  Informal communication lines less so. 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 
 
8.0 - Formal teamwork is strong, especially committee work.  Informal teamwork may 
need improvement. 
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 
 

• The future of Horsepark  
• Kaboo move to Petco  
• The future of Horse Racing 

 
Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?   

• We end all being on the same page  
• We have a plan that gets us where we want/need to go  

 

Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Board Member:  Lee Haydu 
 

What are the strengths of the Board? 
 
 

As a Board, what are the areas that, if improved, would make the Board even stronger? 
 

• Working together as an even stronger team  
• Don’t just go with the status quo 

 
On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
6.5 
 
What one or two suggestions do you have to take the culture of the Board to an even 
higher level? 
 

• We need to move past the status quo; look at the big picture and be even more 
transparent 

 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

 
No - We need to make more changes 
 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  

 
Yes and No - The Board knows what the management team is supposed to be doing 
but there needs to be more transparency from the management team back to the 
Board. It has improved but still has opportunity for more improvement 
 
Are the top goals for 2019-2020 clear for the Board?   
 
No  
 

• That is the purpose of this initiative is to create clear goals 
• We need to set revenue goals 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
6.0 - Opportunity to be even more respectful of each other, regardless of whether you 
agree with their opinion of not 
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Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
8.0 
 
On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
6.0 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  

 
8.0 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 
 
9.0 
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 
 

• We will need to discuss future revenue and where it will come from 
• How will we generate revenue to replace needed buildings  
• East overflow lot – Coastal Commission gave us 10 years to figure out a plan; 

nothing has been done and it needs to be addressed 
 

Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?  

• We need to remember we are an agricultural district  
• We need to be even more environmentally friendly 

 

Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Board Member:  Sam Nejabat 

What are the strengths of the Board? 
 

• Diversity is a strength – different backgrounds and experiences of each Board 
member is an asset 
 

As a Board, what are the areas that, if improved, would make the Board even stronger? 
 

• We could use a refreshing of ideas  
• More open-minded possibilities of how to use the Fairgrounds 

 
On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
8.5 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

 
Yes 
 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  

 
Yes 
 
Are the top goals for 2019-2020 clear for the Board?   
 
Yes - We are in charge of managing the Fairgounds; keeping revenues high and taking 
care of the State owned properties 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
7.5 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
8.5 
 
On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
9.0 
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Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  

 
8.0 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 
 
8.5 
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 
 

• Revenue Steams: The future of the Fairgrounds regarding what are we going to 
do to replace revenue steams we have lost or we potentially will be losing in the 
future 
 

Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?  

• Looking forward to getting even more involved with the Fairgrounds 
 

Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Board Member:  Don Mosier 
 

What are the strengths of the Board? 
 

• More engaged Board than other Boards I have been involved in the past 
• Most Board members are actively engaged 

 
As a Board, what are the areas that, if improved, would make the Board even stronger? 

 
• We could benefit with even more business experience on the Board; help us with 

management and planning experience 
• Even more interactions with senior staff would be helpful; to better understand 

how Fair operations are going 
 

On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  
 
6.0 
 
What one or two suggestions do you have to take the culture of the Board to an even 
higher level? 
 
We could be even more effective if we had a more robust business plan for the next five 
years that generates more revenues and cash reserves 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

Yes 
 
Is the role of the Board clear? If no, in one or two sentences describe what is not clear.  
 
Yes 
 
Are the top goals for 2019-2020 clear for the Board?   
 
Yes: we have done a good job specifying our goals for this year 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

7.0 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
5.0 

 
If we resolved some of the divisions on the Board, it would make us even more 
effective. 
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On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 
 
8.0 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  
 
5.0 

 
We could improve this score. At times, management can get ahead of the Board without 
full communication 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 
 
NA: much of the interaction with management occurs in sub-committees and not with 
the full Board 
 
What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 
 

• Detailed business plan and assessment of risk and benefits would be helpful 
• Sustainability in meeting the State’s climate goals 
• Improving transportation and traffic; improving people’s ability to get to the Fair 

without driving 

Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?  

• That we are able to achieve consensus 
• Want to make sure everyone is heard; we need to hear from everyone 

Are you supportive and committed to the planning process and achievement of the 
strategic plan? 

Yes 
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Staff Members 

What are the strengths of the Board? 
 

• New Leadership at President and VP level is going very well  
• New Board President and Board leadership is genuinely interested in how the 

Fairgrounds functions; this has positively changed the tone of the Board  
• New Board President respects the level of experience and knowledge that staff 

brings to running the Fairgrounds 
 

As a Board, what are the areas that, if improved, would make the Board even stronger? 
 

• If all Board members were on the same page and in alignment to the 
Fairground’s mission, the Board would be even stronger  

• Some Board members are swayed by some special interest groups opinions and 
requests rather than representing the County and Region versus a small group of 
people who live in their community  

• Staying focused on the big picture and long-range plan policies and not getting 
involved in the day-to-day operational issues 
 

On a scale of one to ten, with one being low and ten being high, how would you rate the 
effectiveness of the Board?  

 
Before the Fair - until the conclusion of the Fair (3, 6, 4) 
It has improved significantly over the last couple of months (7;7;5) 
 
Overall Average: 5.3 
 
Is the vision of the Board clear? If no, in one or two sentences describe what is not 
clear.  

 
No - 3 
 
Do you feel the Board is able to accomplish its stated purpose?  If no, what one thing 
would you recommend the Board do differently to accomplish its purpose? 

 
No – Staff: 3 - They get involved in too many operational issues 

Are the top goals for 2019-2020 clear for the Board?   
 
No – Staff: 3 - The Board is reacting to things as they happen versus setting goals for 
the next 1 to 5 years 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication on the Board?  

 
Overall Average: 5.0 
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Staff – respectful and considerate of other people’s opinions 
 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork on the Board? 

 
Overall Average: 7.2 
 
On a scale of one to ten, with one being low and ten being high, how would rate the 
overall Board engagement? What one recommendation do you have to increase Board 
engagement? 

 
Overall Average: 7.5 

 
Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of communication between the Board and the leaders of the management 
team?  
 
Overall Average: 7.5 

• Communication has improved significantly over the last few months  
• Communication could be even stronger if Board members did not go directly to 

staff with their concerns and rather followed the chain of command 
 

Between one and ten, one being low and ten being high, how would you rate the 
effectiveness of teamwork between the Board and the leaders of the management 
team? 
 
Overall Average: 6.3 
 
Staff has improved over the last two months; some Board members are new; some 
Board members have more interaction and teamwork with senior leaders than others  

What are the strategic areas that the Del Mar Fairgrounds Board should discuss and 
possibly plan or set goals? 
 

• Mission statement is still on target: yes, but it needs another look and discussion 
to be validated Set goals for the next three to five years – understanding the 
long-term impact of our decisions  

• Talk about horse racing – what is our long term plan for the if-and when the 
decline becomes financially unsustainable  

• What will we do with our exhibit halls?  
• Clarify the vision of our brand and Image  
• What are the needs for events in North Coastal SD; what do we need to do 

remain relevant? 
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Are there any specific goals you have in creating the 22nd Agricultural District’s next 
Strategic Plan?  

• Everyone needs to participate  
• People need to feel comfortable to speak up and be honest  
• We develop a plan that has buy in from both the Board and staff and guides our 

future decisions  
• Determine our next steps 

 


	22nd District Agricultural Association
	Board Assessment
	Board - Strengths
	Board - Opportunities
	Board – Culture – Effectiveness of the Board
	Clarity of Vision for the Board
	Role of the Board
	Goals
	Communication Effectiveness on the Board
	Teamwork Effectiveness on the Board
	Board Engagement
	Communication Effectiveness between the Board and Leaders of the Management Team
	Teamwork Effectiveness between the Board and Leaders of the Management Team
	Retreat Goals

