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Introduction

Waitsburg has a proud equestrian heritage. This document details a proposal for equestrian use of the 
north and east side of the fairgrounds, including a renovation of Barn B (aka the Railroad Building), the 

construction of a new covered riding arena and an all-weather arena, as well as facility improvements. 

Through smart repurposing of existing materials, investment, and sweat equity, we can create a quality 

equine facility whose operation is cost-neutral and low-touch to the City of Waitsburg, will drive 

wholesome tourism in Waitsburg, and play a role in revitalizing the Fairgrounds as a multi-use center for 

recreation and entertainment.


What is being proposed?

This is a multi-faceted plan to build a sustainable equestrian center (name TBD) that Waitsburg can be 

proud of, and will set us apart as a high-quality destination for horse recreation in eastern Washington. A 

survey of local equestrians was conducted online from March 5-19, 2015 (results online at http://

www.dukeandremington.com/waitsburg-equestrians) to better understand the needs of the community. 

That survey very clearly demonstrated the need for a multi-disciplinary equestrian facility to serve local 

riders and clubs in our area.


The design and facilities plan were developed incorporating feedback from area horse people who 

participated in a survey in the spring, revised to accommodate the conflicting needs and space 

requirements of active community groups who use the fairgrounds, as well as giving consideration to the 

maintenance requirements and operational staffing limitations of the City of Waitsburg who owns and 

maintains the fairgrounds property.


Primary activities include: 
• Recreational facility for equestrians to ride, attend riding clinics/seminars, and compete at small local-

level schooling shows and competitions.


• Coordination with 4-H, FFA, and other organizations to ensure that kids have access to recreation, 

mentoring or learning opportunities related to horses and livestock, as well as avenues for club 

fundraising at local equestrian events.

• Horse hotel/Short-term layup facility that would serve southeast Washington for equestrian travelers, 

horses with emergency health needs (founder cases, recovery from injury or surgery, etc) who require 

stall rest/convalescence and a level of care not available at any local facility. Critical care and infectious 
disease cases would be out of scope for this facility. 


• Year-round boarding facility for a handful of locals.
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Our goals are threefold: 
1. Provide a horse-friendly environment where dedication to the welfare of the animals is priority. 


2. Create a resource that our community can be proud of, owned and operated by the people of 

Waitsburg.


3. Make Waitsburg a desirable destination for traveling horse people and equestrian tourism by creating 

a horse facility of exceptional quality, and offering events that draw people to our town.


This is an ambitious project which will require hard work, extensive fundraising, and is expected to begin 
modestly, with incremental improvements and strategic phased implementation to achieve the end goal.


Phases

Phase One would kickoff with the October 22 2016 work party, and will focus on cleaning up the 

existing buildings, renovating Barn B (also known as the Railroad building), and preparing the grounds 

for pasture, leveled stalls, improved footing, and arenas. Phase one will be complete once fences, 

shelter areas, and clean-up is completed to a level where the grounds are safe and habitable with at 

least one barn and some pasture turnout available. The co-op will be established in phase one, with 

special recognition of our founding membership, donors and sponsors.


Phase Two will focus on completing the renovation of existing property, completing the fenced 

paddocks and outdoor arena, promotion of the facility for short-term stays, and fundraising for the 

covered arena.


Phase Three will include the construction of the covered arena, stables completion, tweaking operations 

to maximize efficiencies, hiring employees as needed, and widely marketing use of the facility and our 

first sponsored event to people outside the area.


Future initiatives that the community have requested may include additional parking and RV hook-ups in 

closer proximity to the riding areas, and extending safe riding trails in or around Waitsburg.


The Timeline of the phases will depend on resource availability, but we hope to have phase one 

completed by spring 2017, establish an outdoor riding area, and have the facility open to travelers in 

some capacity for the 2017 summer traveling season.
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Functional Requirements

While this is a fluid plan that can be revised according to funding, resources, and conflicting facility use 
requirements, at a bare minimum, there must be an agreement that these functional requirements will be 

met to move forward.


Stalls 

12’ x 12’ or larger stalls, some with outdoor runs

Dry level gravel base in stalls with rubber matting


Water troughs + access


Turnout Spaces 

Dry turnout paddocks


Multiple grassy turnout areas for rotational 

grazing


Run-in shelter from the elements

Wood 3 rail fencing for pastures.


Water troughs + water access


Water for irrigation


Storage 

Hay storage / Secured feed area


Stall Bedding


Secure tack lockers, BYOL (bring your own lock)

Hanging Horse Blankets


Fridge for medications


Amenities 

Tack-up/Grooming stalls


Vetting area


Wash rack


Mounting blocks

Seating area


Designated Office/Reception Area


Riding Areas 
150’x250’ outdoor riding arena


150’x300’ covered arena with half-wall and 

professional footing, lights, mirrors and sprinkler 

system for dust control.


Round pen


Track surfaced with hogsfuel for improved 

footing, decreased soil erosion, and reduced 
weed maintenance.


Parking 

Widening of northwest entry/parking/RV area


Easy drive loop and trailer parking by arena


Level 10' access road along north perimeter for 

hay, feed, and supplies delivery


Overflow parking for events outside of the 
equestrian space (along school play fields)


Security 

Perimeter fencing and pin-accessed gate


Locking gates to secure delivery path


Replace external barn lights with solar 

movement-triggered security lights


Cameras to monitor animals and activity

Wifi access for security cameras and visitor 

access. 

We do have detailed and comprehensive plans for the following: pasture management, animal health/

disease prevention, waste handling, manure composting, and pest control policies. They are available for 

review anytime in The Full Proposal document at: http://www.dukeandremington.com/waitsburg-

equestrians 
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Funding & Operational Structure

Project Funding 
Funding for this initiative includes multiple revenue streams:


• Membership fees


• Use fees


• Sponsorships


• Fundraising campaigns including local efforts, and use of online fundraising platforms

• Potential tax-deductible donations when partnering with established community non-profits

• Grant funding

• Additional investment by members


Operational Structure 

The Waitsburg equestrian center will, in the tradition of American granges and collective farming 

organizations, be founded as a cooperative, defined as “an autonomous association of people united 

voluntarily to meet their common economic, social and cultural needs and aspirations through a jointly 

owned and democratically controlled business.” Our guidelines will follow these traditional cooperative 
principles:


• Voluntary and open membership


• Democratic member control


• Economic participation by members


• Autonomy and independence

• Education, training and information

• Cooperation among cooperatives

• Concern for community


This co-op will be a solidarity cooperative. Solidarity cooperatives take different forms, but with the 

Waitsburg equestrian center that means we're owned and democratically controlled by customers and 

workers who have each purchased a share of the business. Members will enjoy discounts on access/

services and receive an annual cut of any profits in proportion to their financial or labor investment and 

patronage. Anyone can join.


Each of these owners gets one vote, and from amongst themselves elect a Board of Trustees to direct 

the organization. Owners provide input to, vote for, and comprise our Board and Nominating Committee, 

tying the co-op directly to the needs of our community. The person named as the primary account owner 

is the legal owner of that share for its lifetime, and is the only person who can make changes to the 
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account, sign any election ballot, or choose to resign ownership and refund the share. Others in the 
immediate household are included in membership when listed on the account by name. People in the 

immediate household over the age of 18 may also choose to join as independent members for additional 

voting rights.


While everyone is welcome to join and support this organization and enjoy dividends, voting rights are 

reserved for active members who utilize or actively support the facilities. E.g. Only boarders or people 

who work in the barns make decisions about the boarding operation. Only members who use or work 
the arena make decisions about its maintenance or management.


Owners also have access to educational and skill-building opportunities. Owners can participate in 

shaping the direction of the Co-op through our owner-elected Board of Trustees and the Trustee 

Nominating Committee.


Clubs, non-profits and interested organizations will also be allowed a special club membership which will 
grant them collectively one vote and access to discounted rental rates for club activities. Individual 

members of the these organizations are also welcome to join as independent members. 


Use Fees & Payment  

Use fees will be determined collectively by members of the cooperative, balancing the need for 

accessibility and competitive rates with operational financial requirements. It is expected that co-op 

members will enjoy discounts on use of the equestrian facilities, and there may be potential for co-
operative members to exchange facility access for clearly defined, approved, tracked, and necessary 

labor. Records will be kept digitally, accessible for viewing at any time on a shared drive, and reported at 

normal ROB cycles for complete transparency to the co-op members and staff.


To reduce staffing overhead costs, have a broader presence through online access, and ensure 

operational streamlining, the business will use online booking and payment as the primary method of 

collecting membership dues, boarding fees, and facility use fees. All fees are paid in advance. The 

website will also serve as the primary marketing tool.


We will coordinate with RV service facilitators with clear protocols in place to ensure that the facility is 

available to accommodate travelers who aren’t internet users. A Post Office Box will also be rented to 

accept checks and business correspondence.


 


Local competitive analysis indicates the following fees are the norm:
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• Monthly boarding fees at professional barns with riding facilities, $275-$350 per month 

• Daily stall rental is $25 (stall only, not bedded or cleaned), $15 with event rental of arena/property.


• Haul-in use of arena rental range from $10-$20 per horse for private facilities (non-exclusive use)


• $45 per hour for exclusive us)


• Exclusive Day rental is $500 to $700 per day + pro-rated fees for additional use or services.


• Camping with hookup $25

• Man labor: $40 man hours and $45 man + equipment for additional or clean-up work


Financial Outlook 

Typically I would do extensive business analysis to attempt 1-year / 3-year / 5-year income and P&L 

projections, but this plan has enough moving parts and unknowns to make accurate critical evaluation 

very challenging. Instead of creating a fictional blue-sky analysis, I will instead share two scenarios to 

demonstrate the possibilities.


Given the number of existing and planned stalls, max capacity for boarding is 22 stalls. At max capacity 
with full time boarders paying $200-350 per month, you could expect gross revenue of $4.40-$7.7k per 

month. If we had 100% occupancy of horse hotel clients paying $25 per day, we would expect gross 

revenue of $16.5k per month. But 100% occupancy isn’t likely, nor desirable, so let’s assume 50% 

capacity with a mix of 4 monthly boarders paying $300 per month, and 50% capacity on the remaining 

18 stalls. That’s $7,950 gross revenue minus feed costs, bedding, maintenance or staff. That is one 

revenue stream of the business.


A good weekend of 16 riders in for a riding clinic with Friday night arrival and Sunday afternoon end 
would mean ~$800 in stall fees, $1,500 in arena rental. If half of them have LQ trailers, that’s another 

$400 in RV rentals, and eight people renting rooms in our local B&Bs. They would probably rent the 

Lion’s Building for at least one evening for an event dinner, and would need to dine out or buy groceries. 

That’s $2,765 for the fairgrounds as a total, and another $1,200+ for Waitsburg businesses.


Knowledge of our local market, connections in the horse scene, and intuition tell me that our boarding 

mix will be a handful of full-time local boarders, the occasional lay-up customer, and travel horse hotel 
boarders that will have a high level of seasonal variability and a slow ramp as we build the facilities and 

establish our reputation. We may be quite busy in the summer and fall months with traveling 

competitors. Once we have the facilities to drive tourism, we can begin organizing tourism adventure 

packages and sponsoring clinics and competitive show summer series to drive traffic.
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The bottom line is that there is a very real opportunity for both revenue and tourism to come to 
Waitsburg, but we will need to be patient and realistic about the amount of work and time it will take to 

get the fairgrounds to a quality level that will draw people to our facility. 


The City of Waitsburg 

The details of the relationship and financial agreement between the Waitsburg equestrian center and the 

City of Waitsburg are open for negotiation. Obviously, the city should be compensated for allowing this 

activity on their property, receive payment for utility costs, and benefit from any maintenance and 
improvement activities they and their staff contribute to the success of this endeavor.


At the same time, the property in its current state is unusable for responsible equestrian use without 

considerable investment for renovation, development, construction and operational expense. Being a 

city-owned property, some level of general maintenance would be expected at the same level as the city 

park, pool or other properties. Assuming that the city doesn’t have resources to finance the renovation to 

bring the property to the quality level needed to lease, some financial adjustment will be needed to 
compensate those investing in this endeavor, as they are unlikely to ever fully recoup their investment in 

the property improvements since it will remain on city property in perpetuity.


A standard lease contract between the cooperative and City of Waitsburg, with monthly payments 

adjusted to offset the cost of investment in property improvements seems the most sensible financial 

agreement. There is a historical precedent with prior equestrian use lessees that the property be leased 

in the amount of $1 in cases where all upkeep and maintenance is the responsibility of the lessee. 

Whether or not a similar arrangement would be appropriate lease terms in this specific scenario can be 
considered, but is not a requirement of this proposal.


The equestrian center will partner and coordinate with City of Waitsburg operations to ensure that the 

property maintains (or improves) it’s value, and is kept in good condition. In large, this operation is 

intended to be self-sufficient and reduce demands on city staff, but in cases where heavy equipment, 

contract use of penitentiary labor, or access to external funding that only the city can apply for is 

required, we will coordinate with the City of Waitsburg team with an understanding of operational 
capacity and budget constraints.


Safety & Access

Access to the equestrian area will be controlled to protect and contain the livestock, ensure human 

safety, and guarantee that appropriate use fees are paid.
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• Regular use of the fairgrounds and monitoring will be the most effective deterrent to unsafe activities.

• The perimeter of the equestrian area will be fenced with minimum 5' no-climb fencing. 


• A pin accessed electric gate will allow access for members and guests to the northeast entrance to the 

equestrian area.  Digital entry pins will be distributed after payment for facility use is received online, or 

in person, and managed on an ongoing basis. This gate will be opened for events as appropriate.


• The property will be monitored by live camera feed, and the guardians of animals onsite will be give the 

URL address to check on their animals when away from the property. In special situations, a caregiver 

may need to be on grounds overnight to monitor the animals in case of illness or special events. 

• A northwest entrance and north exit gate into the barn area will be used to deliver hay and supplies, 

and remain locked when not in active use.


• For the safety of humans and horses, non-threatening barriers will be created to prevent unsupervised 

visitors from directly interacting with the horses.


• Human sized width gates or barriers will be used for all non-equestrian access points to the track to 

prevent unauthorized use of the riding facilities. These barriers will be removed for special event use 

and maintenance.

Special consideration and proactive planning will be needed to manage fireworks, drone use, or 

unusual activities that would cause distress to the animals. Advance exposure will be wise in special 

event planning, and on-site monitoring will be arranged during special events.


No Smoking Because of the high flammability of materials on property, the equestrian center will be a 

strictly enforced no-smoking area.


Insurance & Liability 
• Signed waivers for all users of the facility and posting of explicit signage in keeping with Washington 

RCW 4.24.540 will be used.

• We request that the City of Waitsburg continue its existing insurance coverage of the fairgrounds.

• Additional insurance will be carried by the co-op as required. 


• All boarders and users of the property will sign a waiver agreeing to hold harmless the City of 

Waitsburg. Those records will be stored digitally and be accessible to City of Waitsburg as needed.


• Additional event insurance will be required of groups who wish to rent use of the property for events.
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