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22nd District Agricultural Association 
Del Mar Fairgrounds and Racetrack 
2020 Strategic Plan - Staff Report 

 
 
The 22nd DAA actively competes in a number of different marketplaces that include horse 
racing, satellite wagering and a countywide fair that enjoys the unique position of being the 
largest in the state.  Moreover, the Fairgrounds is committed to an interim events schedule that 
generates significant educational, recreational and entertainment opportunities for the 
marketplaces that we serve.  The Strategic Plan shall enable the Fairgrounds to allocate human 
capital and financial resources in a prudent and effective manner.  It is Strategic Plan’s objective 
to bring our vision to reality, operate in a manner consistent with our mission and achieve our 
long-term goals and objectives.   
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DESCRIPTION OF 
THE 22ND DISTRICT AGRICULTURAL ASSOCIATION 

(A State Agency) 
 
 
California Law, Agricultural Code states as follows: 
A district agricultural association is a state institution.  Its purpose is holding fairs, expositions 
and exhibitions for the purpose of exhibiting all of the industries and industrial enterprises, 
resources and products of every kind or nature of the state with a view toward improving, 
exploiting, encouraging, and stimulating them. Constructing, maintaining, and operating 
recreational and cultural facilities of general public interest. 
 
The Del Mar Fairgrounds is a California state-owned 350 acre multi-use entertainment, exhibit 
and horse racing facility consisting of 200,000 square feet of trade show and meeting space, a 
15,000-seat grandstand, a 3,500 - 9,000 seat multi-use covered arena, a 90,000 square foot 
Entertainment Complex consisting of a 1900 capacity concert hall, satellite gaming, e-Sports, 
food and craft beer facility, a one mile dirt and a one mile turf surface racetrack, 1,800 
permanent stalls, a 10-acre golf/tennis/volleyball/retail outlet/RV park, and in addition, the Del 
Mar Horsepark, a 64 acre equestrian facility. 
 
The 22nd District Agricultural Association (22nd DAA) is the self-funding governing body that 
oversees the Del Mar Fairgrounds/Racetrack, as well as the Horsepark Equestrian facilities.  The 
22nd DAA consists of a nine-member Board of Directors appointed to four-year terms by the 
Governor, who in turn appoints a General Manager/CEO, charged with the day-to-day operation 
of the facilities.  Three members of the 22nd DAA Board also sit on the Race Track Authority 
(“RTA”) and Race Track Leasing Commission (“RTLC”).  The 22nd DAA’s CEO and CFO act 
as the Authority’s Secretary and Treasurer, respectively. 
 
The 22nd DAA host in excess of 300 Interim Events on a year-round basis, not including the 
annual fair, satellite wagering and live horse racing.  These events include trade and consumer 
shows, concerts, horse shows, various sporting events, and fairground-sponsored events such as 
the Del Mar National Horse Show, the Scream Zone, and Professional Bull Rider Rodeo.  Total 
attendance for all events is in excess of 3,000,000 annually.     
 
There are 18 departments within the organization, consisting of administration, box office, 
concession, events, exhibits, finance, human resources, marketing, operations, satellite wagering, 
security, communications, parking, production, special events, sign shop, Horsepark and the new 
entertainment complex.  In addition, the 22nd DAA oversees the subleasing of food and beverage 
and live horse racing.  The 22nd DAA owns and operates the Horsepark equestrian facility and 
subleases the Surf & Turf property to a tennis club operator, a golf driving range/mini golf 
operator, a golf retailer, an operator of a youth volleyball practice facility and a children’s swim 
school operator.   
 
There are 185 full-time employees and 200 part-time employees (this number escalates to 2,000 
during the annual fair.) The 2017 and 2018 gross revenues for the Del Mar Fairgrounds/ 
Horsepark facilities were $78.8 million and $79.2 million, respectively with net operating 
incomes of $2.5 million and $1 million, respectively. The facility is noted for its 27-day award-
winning annual fair. The San Diego County Fair is the sixth largest fair in North America, the 
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largest of all fairs within the state of California, and the largest special event in San Diego 
County, attracting nearly 1.6 million visitors. 
 
The San Diego County Fair first took place in 1880 and has been at its current location since 
1936 when the existing property was purchased for the development of a permanent site for a 
fairground. The summer and fall live race meets are arguably the finest thoroughbred race meets 
in the country. Del Mar, “Where the Turf meets the Surf,” has a rich history dating back to 1936 
when crooner Bing Crosby and actor Pat O’Brien helped provide funding to complete the 
construction of the racetrack and grandstand. 
 
The Del Mar Fairgrounds/Racetrack and the Horsepark equestrian facility are located 25 minutes 
north of downtown San Diego on the beautiful Pacific Ocean and 95 miles south of Los Angeles.  
The Fairgrounds is west and adjacent to the I-5 freeway, the Horsepark equestrian facility is one 
and one-half miles east of I-5 on Via de la Valle. 
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22nd District Agricultural Association/ 
Del Mar Fairgrounds 

 
 
 
 

MISSION STATEMENT 
 
 

“To manage and promote a world class, multi-use, 

public assembly facility with an emphasis on 

agriculture, education, entertainment, and recreation in 

a fiscally sound and environmentally conscientious 

manner for the benefit of all.” 
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VISION STATEMENT 
 
This “Vision” describes our organization’s desired image for the future and reflects the 
natural outcome of fulfilling the mission statement. 
 
 
 

1. The Del Mar Fairgrounds and Racetrack is the premier venue recognized 
internationally for providing exciting, diverse entertainment, business, cultural and 
educational opportunities.  We build upon our rich traditions, including agricultural 
heritage, while innovatively leading the community into the 21st Century. 

 
2. The community is our partner in the mutual success of our world-class facilities and 

programs.  The community recognizes and appreciates our economic impact and 
supports our vision, goals and contributions to the region. 

 
3. We are renowned for our friendly, knowledgeable, innovative staff who are 

dedicated to the success and satisfaction of our customers, partners and guests. 
 
4. The success of our organization is built upon attracting, developing and retaining 

high-achieving, creative, and enthusiastic team members.  We foster a work 
environment of dignity and respect, encouraging the highest level of integrity and 
professionalism.  We offer policies and programs that provide employees with the 
opportunities to develop meaningful and rewarding careers. 

 
5. We are an autonomous governing body empowered to manage in an entrepreneurial 

business environment. 
 
6. We are a fiscally sound business enterprise with the resources, the incentives and the 

reserves to fulfill our vision. 
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VALUES 
 
The following list reflects the values our organization has determined to be important and 
strive to demonstrate in our actions. 
 
 

1. Customers:   We are committed to providing extraordinary service at every level of our 
organization. 

 
2. Leadership:   We value people who lead by example, who respect individuality and who 

live the vision and values of the organization. 
 
3. Teamwork:   We value individuals who promote and encourage teamwork.  Working 

together is the key to our success. 
 
4. Employees:   We are committed to empowering our employees to accomplish our 

mission and vision through programs that enhance and develop accountability, positive 
attitude, teamwork and a problem-solving spirit. 

 
5. Innovation:   We embrace the idea that our business is in a constant state of change.  We 

welcome creative thought and look to improve all aspects of our operations. 
 
6. Diversity:   We value the unique background, perspective and talents of each employee 

whose combined experiences blend to build a stronger, more balanced organization. 
 
7. Safety:   We are committed to a safe environment for the protection of our employees and 

patrons through training programs, proper tools and equipment and maintenance of the 
facility. 

 
8. Community:   We embrace the community as a partner. 
 
9.   Communication: We are committed as an organization to open and honest              

communication.  We encourage openness between all levels of staff, in a timely and 
effective manner. 

 
10. Character:  We are committed to honesty, integrity and strong work ethic, treating     

everyone with dignity and respect. 
 
11. Flexibility: We value individuals who adapt and change to meet the demands of the task. 
 
12. Fun:  We are committed to providing a stimulating and exciting environment for all team   

members and customers to enjoy. 
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LONG-TERM GOALS 
 
The following is a list of long-term goals of the 22nd District Agricultural Association  
(22nd DAA) has determined to be the most important to our organization in fulfilling our 
mission and achieving our vision. 
 
The long-term goals of the 22nd District Agricultural Association - Del Mar Fairgrounds and 
Racetrack is to: 
 

1. Develop a current 2020 Strategic Plan with the objective of enhancing and improving the 
Del Mar Fairground facilities in such a manner as to maintain the distinction as a place 
for an excellent county fair, equestrian events, recreational events, sports activities, and 
meeting center.   

 
2. Plan and implement strategies to help sustain the financial security of the Del Mar 

Fairgrounds for present and future generations.  The 22nd DAA will continue to allocate 
our resources in a manner that will ensure that we protect our core revenue generating 
events and seek new revenue generating events that will help sustain the financial 
security of the Del Mar Fairgrounds for present and future generations. 
 

3. Allocate financial resources in a manner that will effectively allow the 22nd DAA to 
address future capital improvements. 
 

4. Enhance the San Dieguito River and lagoon as a major regional asset and capitalize on its 
exposure and relationship to the Fairgrounds. Continue to partner with the City of Del 
Mar, Solana Beach and the JPA (River Park Joint Powers Authority) in order to ensure 
that environmental issues remain a focus/priority and that adequate resources/reserves are 
available to deal with the community’s environmental needs. 

 
5. Strategically plan and implement programs to mitigate environmental and traffic impacts 

by providing safe and efficient parking facilities, advocating alternative transit sources 
(i.e. rail platform) and traffic management programs, advocating responsible 
environmental practices and adopting sustainable building design guidelines. 

 
6. Continue as the largest fair in California and use our operating income to provide 

educational opportunities and other events that benefit the public for the communities that 
we serve. 
 

7. Capitalize on the new Entertainment complex, focusing on revenue generating, 
educational and entertainment events to serve the community through creation of jobs 
and other economic impacts. 
 

8. Making the Fairgrounds a year round world-class sports, event and meeting facility. 
 

9. Aim to be a zero carbon footprint facility. 
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22ND DISTRICT AGRICULTURAL ASSOCIATION (22ND DAA) 
STAFF ASSESSMENT SUMMARY 

DRAFT 
 

Overview 
The Del Mar Fairgrounds features a unique set of entertainment assets that has generated significant 
amounts of income for the State of California, local cities and various charitable causes while staying 
consistent with its overall mission to promote agriculture, education, entertainment and recreation.   
 
The 22nd DAA (a state agency) receives zero tax subsidy and, like any business, it is 
subject to internal and external factors that help or hinder an organization’s ability 
to accomplish its mission. 
 
Listed below are the 22nd DAA’s strengths, challenges and opportunities. 
 
Strengths 
 
1. Dedicated employees/staff who are flexible, resilient and take pride in their work. 
2. Experienced management team with great vision, strong implementation skills and the ability to 

recognize changes in our marketplace and reallocate resources in an effective manner.  Management 
team’s accumulation of knowledge allows the Fairgrounds to establish significant and sustainable 
leads over competing facilities by its ability to design and produce programs and market and 
distribute its products.  

3. Prime location of the Del Mar Fairgrounds. 
4. A footprint that allows for multiple types of entertainment opportunities including the Surf & Turf 

property across the street from the Fairgrounds and a new Entertainment Complex. 
5. Active community input has positively contributed to assisting the 22nd DAA in setting priorities and 

allocating assets/resources in a prudent manner. 
6. Board of Directors comprised of members from the community who share diverse skill sets and 

bring varied perspectives to issues that affect the Fairgrounds.  Diverse opinions and approaches 
serve as a strength in setting priorities and establishing long-term goals and objectives. 

7. Food services include great customer service, a top-level chef, a strong partnership and agreement, 
which provides the ability for creativity and innovation to generate unique events and promotions. 

8. Evacuation and First Responder training facility that serves the needs of the community. 
9. Onsite Security emphasizing safety is our top priority. 
10. A strong brand/familiar/facility recognition. 
 
Challenges 
 
1. Significant investment required to maintain aging facilities. 
2. Non-competitive salaries. 
3. State regulations-imposed oversight. 
4. Transportation/traffic. 
5. Future of horse racing. 
6. Financially challenged with debt service. 
7. Located in an environmentally sensitive area. 
8. Community growth and its resistance to fairgrounds growth (i.e. noise, traffic). 
9. Anticipated turnover of employees due to retirement. 
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10. Inability to book events during July, August, September and November. 
11. Insufficient on-site parking. 
12. Competition for the entertainment dollar in San Diego.   
13. Reliance on annual Fair revenue to fund all projects. 
14. Increase of public safety cost. 
15. Potential loss of east parking lot in 2023. 
16. Wildfires/natural disasters/security. 
17. Rise in cost for doing business in California. 
18. Expenses that are beyond our control, i.e. healthcare, retirement, minimum wage increases, etc. 
19. California legislation impacting our industry. 
20. Low unemployment rate. 
21. Cost of living in San Diego County hinders the hiring of employees. 
 
Opportunities 
 
1. Upgrading facilities will strengthen our position in the markets where we compete and expand into 

new markets.   
2. Expand and enhance trade show/consumer shows/meetings/convention space/private events  
3. Sponsorship/naming rights. 
4. Population growth. 
5. Multi-cultural backgrounds of San Diego County. 
6. Market growth potential. 
7. Continue to improve communications and relations with our surrounding communities. 
8. New business opportunities resulting from new entertainment complex. 
9. Maximize the Surf & Turf property for potential revenue generating opportunities. 
10. Develop housing opportunities/hotel/conference center. 
11. Build facilities to meet the needs of numerous types of sporting events. 
12. The ability to book events during July, August, September and November. 
13. Recognize trends and adapt business model. 
14. Introduction of all sports gaming. 
15. Develop a plan to increase revenue at Horsepark. 
16. Explore notification signage for traffic and parking updates. 
17. I-5 on ramp from parking area. 
18. E-sports 
19. Upgrade transit and pedestrian capabilities. 
20. Expand the equestrian footprint. 
21. Explore enhancement possibilities for a new parking structure. 
22. Development of year-round farm. 
23. Build adequate maintenance and operational facility. 
24. Build adequate food and beverage warehouse facility. 
 

 
 

 


