By the Editors of Soccer America Magazine

The Soccer Field ,"

Build, Fund (
&Malntaln



The Soccer Field Handbook

U5

FOUNDATION®

ussoccerfoundation.org

© 2007 U.S. Soccer Foundation.All rights reserved. Reproduction, transfer or use of The Soccer Field Handbook
must be approved by the U.S. Soccer Foundation, 1211 Connecticut Ave. NW, Suite 500, Washington, DC 20036



Welcome

The Soccer Field Handbook

The U.S. Soccer Foundation is pleased to welcome you to the “Soccer Field
Handbook.” This is the Foundation’s latest initiative to support clubs and teams
across the country as they build and enhance soccer fields for their players.

Over the years, the Foundation has provided financial support for thousands
of new or improved fields, with special programs for lighting finance and planning
grants added along the way. We have also worked with industry leaders to develop
field building standards and offer discounted pricing on field building products
and services through our Partners Resource Center, which can be found on our

website at: www.ussoccerfoundation.org.

But the consensus recently has been that what the soccer community needs is
a compilation of lessons learned about field building, so that people can avoid hav-
ing to start from scratch every time the decision is made to construct a new field.
The Foundation’s Board approved the funding, Soccer America agreed to do the re-
search and writing and all of us are proud to present you with this finished product.

We hope you find here the information that will assist you in efficiently build-
ing the field that meets your needs. As you proceed, you will be helping overcome
the major barrier to the growth of the game in this country — the shortage of play-
ing facilities.

You embark on this journey with our best wishes for success and our hope that
you will share your experiences — and pictures — with us.

Good luck.

@W@

John A. Koskinen
President
U.S. Soccer Foundation
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The Soccer Field Handbook

Introduction

When the U.S. Soccer Foundation approached Soccer America about develop-
ing a how-to handbook on building soccer fields, it seemed like a pretty simple no-
tion. Like the process of developing soccer fields, however, creating this handbook
was a far larger task than we had ever imagined.

Every soccer field project is different. Just some of the differences are based on:
what part of the country it's located in, whether the area is city, suburbs or rural;
what resources are available, whether it’s one field or a complex of many fields; what
land may be available or affordable; whether a soccer organization is building the
field(s) itself or with community partners; how affluent (or not) members are; how
supportive the community is and what weather and soil are like. There are dozens of
factors that are specific to the community, the site, the organization and the project.

Yet with all the differences — and after hundreds of pages of interview notes and
research material — patterns emerged. Everybody must recruit and motivate volun-
teers, find a parcel of land, work with the political process of their community, create
a plan, raise money, choose professional helpers such as contractors and landscape
architects, decide on natural or synthetic turf, construct the field(s) and amenities,
and ultimately manage and maintain playable fields, plus keep themselves engaged
and motivated over the many months and even years a project could take. And
most of these people have never tackled a project of this type before.

The goal of this handbook is to offer simple and common-sense information
to help individuals and organizations successfully build one or more soccer fields.
What it will teach is the right questions to ask, the skills and resources to find the
answers, and the confidence to take the spark of the idea “we need more soccer
fields” all the way to the reality of children and adults playing on beautiful green
fields. It will not teach you to be a professional architect, engineer, contractor or
groundskeeper, but it will help you work with those professionals in a knowledge-
able, confident way.

We salute the wonderful people who make soccer fields happen. Our respect is
boundless for their commitment, tenacity and energy. For those of us who play on
the field or cheer on the sidelines, soccer fields just seem to happen ... and usually
not often or fast enough for our liking. But to understand what it takes to ultimate-
ly have more soccer fields is to see the best of America’s soccer community. It is our
honor and our mission to serve it.

We wish to thank the many, many individuals, organizations and companies
who offered their time, their experience and their stories for this handbook. It
would not have been possible without them.

Lyhn Berling-M#nuel
CEO & Publisher

SOCCER AMERICA COMMUNICATIONS LLC
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Getting
Started

“The secret of getting ahead is
getting started.The secret of getting
started is breaking your complex,
overwhelming tasks into small
manageable tasks, and then starting
on the first one.”

— Mark Twain

“You miss 100% of the shots
you never take.”

— Wayne Gretzky

Chapter |

Nothing is more exciting than the
prospect of new soccer fields!
There is a critical need for more
field space in virtually every
American community. So let’s get
started. Gathering volunteers,
determining the need and moving
into action is how the process
begins.

CHAPTER 1 CONTENTS
Where To Begin?
How To Use This Handbook
The Making Of Great Leaders

Taking The Community’s Soccer
Temperature

Inclusion:
Laying The Groundwork

Who’s In Charge Of What?
What Is The Need?

How To Build Consensus




1-2 — Getting Started

<IPg

\-""'4.{{/
W /
S1e)=

® Don'’t go it alone! Ask for advice
from other clubs that have built
fields — even your rivals. The
soccer network is wide and usually
cooperative.

® People do think in different
ways ... and approach problems
in different ways. Be patient when
someone on your committee or

in the community approaches a
problem differently than you do.
Try hard to understand their point
of view. It's amazing how often
respectful listening will help find a
mutually acceptable solution.

“
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Where To Begin?

“We need more soccer fields!”

It has become the soccer battle cry across America. Over 14,000,000
children and adults are playing soccer in the U.S., according to the Sporting
Goods Manufacturers Association. The need for fields is only increasing. In
urban, suburban, rural and even agricultural settings, soccer fields are in
demand everywhere.

There are six elements required to turn the idea of new soccer fields into
areality:

Committed leadership.

A suitable, affordable site.
Motivated, dedicated volunteers.
Funding or fundraising.

Determination through the political process.

@ 9ok w b=

Perseverance over the long haul.

The beginnings of field projects are surprisingly similar. The need for
new or refurbished soccer fields is usually self-evident. You know your

community needs more soccer fields when:

Il Scheduling time on existing fields has become an experiment in
frustration. There are just not enough practice and playing time
slots to go around.

B Soccer sign-ups significantly exceed the fields that exist and
players must be turned away.

[l Fields are not getting the “rest” they need to stay safe and
playable.

M You have a successful tournament but it is played at fields spread
across many miles.

Il You have a tournament that turns teams away because your fields
are maxed out.

Il Adult soccer has been squeezed out of the existing field space
because it is considered “too hard” on the limited field space.

[l You've already added lights to existing fields adding evening
hours to the schedule, but it hasn’t solved the problem.

l You're in a growing community with the expectation of new
families with children moving in.



Most soccer field projects become practical due to one or more of these
three reasons:

1. Asoccer organization or individual has determined that soccer fields
are a significant need and is willing to lead the effort.

2. Aschool district, municipality or other government entity has
decided additional recreational facilities are important and soccer is
or may be one of the options.

3. Apotential piece of land has been identified that could be used for
soccer fields.

At the point a leader, soccer or not, has stepped forward to lead the
effort, the conversation about needing more soccer fields becomes a real
project.

How To Use This Handbook

Are you a right brain or left-brain personality? Are you creative,
analytical or some of both? Do you dip into a how-to book and sample from
various chapters or do you read it from the opening page straight through
to the addendums? This handbook has been designed for both the creative
and the analytical type. In many cases, points will be illustrated with both
anecdotes and analysis. Some points may be included more than once so
they come up in each topic where they apply. This is not an encyclopedia,
but instead a “how-to” guide that will point you in the right direction at
each step in the project.

There is no simple cookie-cutter approach to field building. What each
reader will gain is an understanding of the process and what'’s possible.
There is such diversity of needs and circumstances that no one-size can fit
all. Chapter 2 is a selection of short success stories to open up your thinking
to the possible. Some unusual approaches have worked for others. Some
organizations have just been darn lucky. Others have “made lemonade”
when it appeared all they had was a lemon on their hands. Creativity and
a willingness to think outside the box is an important part of the field
development process.

The balance of the handbook will walk you through the steps — and the
thinking behind them — that has resulted in successful projects for many
others. You will need to adapt the information to your circumstances. But
soccer people have learned to be very adaptable!

Getting Started — 1-3
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® Feel free to dip in and out of this
handbook. Move to the chapters
and sections you need when you
need them.

® Managing expectations can

be one of the most challenging
aspects of a field project. For those
not immediately involved, it may
seem like it's taking too long;, it's
not as big or involved as it should
be or costs are too high. Consider
building an email list and having

a regular (at a frequency you

can handle, such as bi-monthly

or quarterly — perhaps more
frequently as the project picks up
speed) e-newsletter. It's a low-cost
mechanism to push out information
on your project and keep people in
touch. A website is also important
but people have to remember to
visit. An e-newsletter shows up in
their mailbox and keeps them in
touch with what you're doing.

’
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The Making Of Great Leaders

L One person or a very small number of motivated individuals most
commonly drive soccer field success stories. It does not take large
numbers to get the project moving. Ultimately, many people will be
required to bring the project to fruition, but it really takes only one to get it

® There are important benefits to started. It may be the club or league president, but it is equally likely that
having different personalities on

your field committee. A successful
leader values that diversity. to take on this commitment and help get your community’s soccer field
Different personalities have

this leader will emerge from within the organization. We encourage you

different skills and perspectives. A project off the ground.
variety of approaches to problems Leaders come in many different styles ... and they all can work. But
gmduseneepnllibe sesentiahioyons what is required to build a successful soccer field project is the leader’s

field project’s success. L
willingness to:

® A good leader knows that sharing
credit may be the most powerful
motivator of all.

Create a vision.
Communicate that vision.
Recruit others to help.

Be energetic & passionate.

Value collaboration & consensus.

Leadership and building a team are always challenging and a soccer
project is no different. But to make that role the most effective, here are
some tips on gaining the cooperation of others, reprinted courtesy of
The Leader’s Institute (theleadersinstitute.com):

Il Acknowledge the importance of other people. The deepest
principle in human nature is the craving to be appreciated.
— William James

[l Show enthusiasm and energy. Enthusiasm is by far the highest
paid quality on earth, probably because it is one of the rarest; yet it
is one of the most contagious. — Frank Bettger

Il Encourage and facilitate two-way conversation. Education is a
kind of continuing dialogue, and a dialogue assumes, in the nature
of the case, different points of view. — Robert Hutchins

Il Askother people’s opinions. I have opinions of my own — strong opin-
ions — but I don't always agree with them. — President George W. Bush

[l Ask questions instead of giving orders. Never tell people how to
do things. Tell them what you want them to achieve, and they will
surprise you with their ingenuity. — General George S. Patton

Il Show sincere gratitude. God gave you a gift of 86,400 seconds

=
%‘!s today. Have you used one to say “thank you”? — William A. Ward

[l Give strength-centered compliments. The life of many a person
SOCCER

FOUNDATION® could probably be changed if someone would only make him feel

ussoccerfoundation.org important. — Dale Carnegie



Taking The Community’s
Soccer Temperature

You will be working with two communities: soccer and everybody else.

And, you'll need to take the soccer field “temperature” of both.

Here are four questions to judge the “temperature” of your soccer

community:

1.

3.

4.

Is the club and/or league board of directors excited and committed
to a soccer field project? Yes or No

Is there a solid group of volunteers to draw from? A single leader can
get the field project started, but it will take plenty of help to bring the
project all the way to conclusion. Yes or No

Are there any cash resources already available from within your

club or league to jumpstart the project? There will be lots more
information on fundraising later in this handbook, but existing start-
up cash is a great resource. Yes or No

Are there other soccer organizations in your area that you can work
with or who have already been successful developing one or more
fields? Yes or No

If you answer YES to all four questions, than your soccer community’s

temperature is HOT and ready to roll.

Here are four questions to judge the soccer field “temperature” of the

rest of your community:

. Are athletic facilities already part of a master plan of your

community’s park and recreation or other agency? Yes or No
Is “green space” a hot button for the politics in your area? Yes or No

Are there other agencies or groups such as school districts,
universities, or the county that may be discussing developing
athletic or recreational facilities? Yes or No

Has your community been financially supportive via tax or bond
initiatives of civic spending? Yes or No

If the answer is YES to all four questions, then the rest of your

community’s temperature is HOT, too!

Getting Started — 1-5
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® Some field project teams have
had good success with community
surveys. However, these can be time
consuming tasks and when you're
asking “do you know about our
soccer team” or “will you consider
contributing donations to a soccer
field project,” you're as likely to

get answers based on what people
think you want to hear as much as
what they will really do. But do a
survey if you think it will have value
in your situation. One of the most
popular and least expensive online
survey tools is SurveyMonkey.com.
Even big companies use it!
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® Invite inspectors to your planning
meetings to help you troubleshoot.
Actively recruit members of

these agencies as volunteers on
the project. They will know the
inside and out of the planning and
approval process.

® Put every contact you make in a
database with their name, agency,
mailing address, phone number
and email. Try to include a notes
field that lets you jot down how
supportive (or not) they seemed
and if there are specific resources
or help they may be able to offer.

Inclusion: Laying The Groundwork

One of the early steps for the leadership of your soccer field project
is to have a preliminary meeting or conversation with any individual or
organization that may be able to help with this project.

You will do three things in these meetings:

1. Let them know the need for soccer fields and your intention to
pursue the project.

2. Askif there are any plans or projects that they know of that your
soccer field project could be part of.

3. Ask for their advice and willingness to serve as a sounding board
as you undertake the planning and preparation for your project.
As your plans develop, you will want to take advantage of that
availability. And most people love to be asked for advice!

The type of organizations and individuals to contact include:

[l City & county staff and elected officials.

Parks & Recreation Dept. staff and elected or appointed officials.

[l Other soccer organizations in your area (they may be your rivals
on the field, but off the field they can be strong allies).

Il Other sports organizations (baseball, softball, football, rugby,
lacrosse, skateboarders — all have need for space just like you
do and may be willing to work with you or tell you about their
experience).

M School district staff and board members.

[l Service/fraternal organizations who may be able to help your
project (i.e.: Lions, Kiwanis, Soroptimist).

[l Community media (the editors or sports reporter for your local
community newspaper).

Il Universities, colleges, churches, etc.

ﬁ
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Who'’s In Charge Of What?

Field project steering committees can range from very formal to very
casual. But even if there are just two people in your hierarchy, you will be
doing most of the same tasks as a committee many times that size. The

following jobs may vary in what they’re called and who does them, but this

is a simple structure for your Field Development Steering Committee:

Chairman: Primary responsibility for the committee; lead
spokesperson; insures that all deadlines are met and approvals signed off;
insures that either he/she or another representative is at every important
meeting and event; keeps the process on track; serves as “cheerleader”
when the committee gets discouraged or has set backs. Will likely be the
“face” of the field project.

Administrator: Keeps track of all the details; records and distributes
meeting minutes; keeps calendar of important events, deadlines and
other dates; keeps centralized copies of all contracts, minutes, invoices,
correspondence; point person for day to day contact.

Committee Chair/Finance: Handles the following tasks or oversees
committee members that handle the tasks of:
1. Fundraising (grant writing, sponsorship sales, donor development,
fundraising events or projects)
Finance (budgets, approving invoices, bidding vendors)
3. Purchasing

Committee Chair/Operations:

1. Sitelocation/selection

2. Selection of professionals i.e. contractor, landscape designer,
architect, irrigation and turf experts

3. Permit oversight
Deadline/scheduling contact with contractor

Committee Chair/Communications & Marketing:
1. Oversees needs analysis

Coordinates media and public relations
Produces all necessary collateral material
Assists with fundraising projects

A A

May “track” the political process
Look for the following qualities in all volunteers:

Relevant experience.

Time availability.
Commitment to the project.
A history of follow-through.

Enthusiasm.

Team player.

<IPg
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® People are rarely less busy than
they are right now. If a volunteer
doesn’t currently have time to
complete tasks they take on or
misses deadlines, it is very unlikely
that they will have more time in the
future. Even when they think they
will, life tends to get in the way!

Getting Started — 1-1

® When gathering volunteers, value
redundancies. If a person gets ill,

is swamped at work or has a sick
child, always try to have a back-up
(or two!) that can step into their
place.

® Have a regular meeting schedule
of your field project team that
people can plan around. Each task
force should report progress and
problems. Make these meetings
short and convenient. (Perhaps a
monthly breakfast meeting at a
local restaurant?)

® Find a useful job for every-
body that wants to help and every
skill-set.

® Having a single administrator
who coordinates all the paperwork
and tracks details insures that the
right hand and the left hand really
do know what the other is doing!
Seek someone for this position
who is excellent with details and
deadlines.
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©® When others ask, be forthright
about your experiences. Share what
works and what doesn’t, even with
competitors. What goes around
comes around.

® Double-check everything. Never
rely on one person who says
something is true (particularly re-
garding legal or permit questions).
Important corollary: Get everything
in writing. And make copies.

ﬁ
U5
SOCCER
FOUNDATION®

ussoccerfoundation.org

What Is The Need?

An important Getting Started step is analyzing the specific need for

your soccer field project. These will be the hard numbers that fire up your

steering committee, give fuel to your case for a field project and serve as

the foundation of much of your planning, fundraising, site selection, design

and construction.

You should consider both current needs and your needs over time. To

project growth, determine what has been the percentage of growth (in

number of players) over the last five years. Then consider what is taking

place in your community in terms of the increase in the number of families

with children. Are you a fast-growing community or has your community

leveled out? Your projection for growth should go out at least five years into

the future. It should be a reasonable, educated estimate. Call your local

city offices to determine what department and person would be the best to

speak with to help you gather this information:

Number of current competitive & recreational players.
Expected increase in number of players.

Average number of players per team.

Number of teams.

Number of hours each team practices per week.

Ages of teams. (Younger teams will play small-sided games which
allow two games to be played on a single full-size field.)

How many additional games may there be if lights are added to
the fields?

Average length of each game. (Recognizing older kids or adults
may play a full 45 minute half, but younger kids will play shorter
halves.)

Number of games per weekend.
Fields needed for games per weekend.

Are tournaments important to you now or in the future?



How To Build Consensus

There is no project, soccer fields or otherwise, that will get universal
agreement from all its stakeholders. But what it must have is the consensus
that it is valuable and worth pursuing. Consensus decision-making, as
defined by Wikipedia, the free online encyclopedia that is built completely
on the consensus of its users who can change anything they don't agree
with, is a decision-making process that not only seeks the agreement of
most participants, but also to resolve or mitigate the objectives of the
minority to achieve the most agreeable decision. In the end, it doesn’t
mean everybody thinks it’s the perfect solution. But it does mean it’s a
solution everybody can live with.

Sometimes you can simply force a project through with the power of
your personality, your expertise or your ability to bring voters to the table.
But you ignore consensus building at your peril. Consensus building is not
the fastest decision making process, but it insures that everybody can live
with, and support, the final outcome.

In building consensus, focus first on what you all agree on (i.e. it’s good
to keep kids off the street, we need more recreational space, child obesity is
a problem, safety first). Often it is most things. Building your relationships
on what you agree on will help you tackle those later disagreements in a
friendlier, less confrontational manner.

To help build consensus within your leadership team, soccer organiza-
tion or larger community:

Listen more than speak.

Speak softly. Loud voices raise blood pressure.
Remember that there’s always more to learn.
Look for areas of agreement.

Be courteous.

Build relationships.

Assume everyone has his or her heart in the right place.

Support positive movement even when it’s not quite as far as you
want it to go!

Leave egos at the door.

Set goals and move forward.

Getting Started — 1-9

® “Don’t get ahead of yourself. Put
your energy into solving the current
problem. If you don’t have land, you
can’t worry about bleachers. If you
have land but no money, you can’t
bring in bulldozers until you get
funds.” — Doug Fielding, Bay Area
Association of Fields

® There will always be barriers
— financial, physical and political.
Expect them and realize they are
valid. Be prepared to logically;
emotionally and financially deal
with them on their merits.

’
U5
SOCCER
FOUNDATION®

ussoccerfoundation.org



Notes

ﬁ
U5
SOCCER
FOUNDATION®

ussoccerfoundation.org




Chapter 2

S o c c e r Nothing is more heartening than

stories of communities that have

S u c c e s s been successful developing soccer

fields. Here are seven success
. : 13 - 1
St o r 1 e S stories and one “nice try” — to
illustrate the energy and creativity
\ that soccer people bring to building
\ their field of dreams.

“Some people dream of success ...
while others wake up
and work hard at it.”

— Author Unknown

CHAPTER 2 CONTENTS

Waverly, Iowa

Montgomery County, Maryland
Boise, Idaho

Warren County, Virginia

Clearfield, Pennsylvania
Berkeley, California
Lancaster, California

Horsham, Pennsylvania
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Skilled Volunteers
Key To Staying On Time
And On Budget

Waverly Shell Rock Soccer Complex
Waverly, lowa

hen the Waverly Shell Rock Soccer As-

sociation planned its new complex, the
organization, which serves 500 players and spans
two towns five miles apart in northeastern Iowa,
knew what it wanted: nine full-sized fields, includ-
ing a fenced and lighted premier facility to showcase
the local high school program. They had spent years
finding the land and months planning and designing
the project.

They also knew they wanted to maintain control
of the project, rather than have local government
run it. They knew they were working on a tight bud-
get and wanted to have the complex completed in
record time. Meticulous planning was going to be
the key to success.

How To Do It On A Budget

Waverly Shell Rock’s organizers also knew what
they did not want: hiring professional fundraisers, or
paying a general contractor. Theyd seen other soccer
groups contract out fundraising and general contract-
ing, and knew that in their two small communities
that cost would be prohibitive

“We couldn'’t afford those funds, so we had to
figure out how to do it ourselves,” said Waverly Shell
Rock secretary/treasurer Bruce Toenjes.

Their can-do attitude, a bevy of skilled, commit-
ted volunteers, lots of planning and some fortuitous
circumstances ultimately brought the project in at $1

million, including $350,000 for the cost of the land. This
is considerably less than half of what the same project
would generally cost EXCLUDING the land cost.
Waverly also found an uncommon way to drasti-
cally cut its maintenance cost: it dug a well on the
property. Their underground irrigation system could

run right off their own well water.

Keeping Control Was Critical
The other factor that was critical to Toenjes and

his board was retaining control of the project. “We'd
been playing on public fields all over town. We knew
what it’s like to have conflicts with other events, and
worry the grass wouldn't be cut,” Toenjes said. Board
members had attended a U.S. Youth Soccer workshop
and had heard disturbing
stories of other soccer or-

ganizations that felt they What the city of

Waverly got was a
premier facility — and
they got it far faster

had lost control of their
facility to a city or school
district.

“We knew, with the

_ than if they’d had to
money we were putting e . .
. bid it out and build it
in, that we wanted to keep ..
through traditional

control,” Toenjes said. “But
we also knew that because government channels.
the city was still providing
substantial financial sup-
port, they had to get something out of it too.” What
the city of Waverly got was a premier facility — and
they got it far faster than if they'd had to bid it out and
build it through traditional government channels. The
complex now belongs to the Waverly Shell Rock Soccer
Association, though a provision allows the city to take
title to it at some point. If that option is exercised, the
soccer organization can enter into a long-term lease.
The key to both cost containment and the speed of
getting the facility up was doing it themselves.

Skilled, Willing Volunteers Are Key
Finding a volunteer construction supervisor was
critical to the project’s success. Jeff Soash, a board
member whose fulltime job is electrical contracting,
volunteered to serve as the general contractor. He was
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involved from the initial stages, and was instrumental
in adding a second floor to the concession-restroom

building, for meetings and tournament administration.

“That was a great idea,” Toenjes said. “Everyone uses it,
including referees. Other teams are really jealous.”

Soash knew what he was doing, from both soccer
and engineering perspectives. A former player and
referee, he was familiar with what worked — and
what did not — at other facilities. “He had a vision.
He knew what he wanted, and what we wanted,”
Toenjes said.

Soash stopped by often, in between his own jobs
and after work. He estimates that at the peak of the
project, he was putting in 50-80 hours a week. Beyond
time and expertise, he contributed money to the proj-
ect. In appreciation, Waverly Shell Rock named its con-
cession-administration building in honor of his family.

Other board members volunteered legal and regu-
latory work, and wrote grants. They did hire a local
surveyor to handle the surveying, construction draw-
ings, and much of the on-site supervision of grading.

Fundraising On The Fly

No board member had formal fundraising experi-
ence, so they learned on the fly. They asked a local ac-
countant (not a board member) to handle funds; his
assistant tracked pledges and gifts. Most fundraising
took the form of sponsorships.

Looking back, Toenjes said, the group’s biggest
mistake might have been undervaluing the amount
charged for some naming rights. The premier field —
named for Rada Manufacturing — went for $75,000,
which Toenjes termed “about right,” but if Waverly
Shell Rock had charged just $5,000 more than the
$25,000 requested for each non-premier field, they'd
have raised an extra $40,000. The project was com-
pleted with an $80,000 shortfall, so that would have
cut the deficit in half.

Local Businesses Buy Naming Rights
Local businesses, including G&R Publishing, First
National Bank, First Insurance Services and State
Bank of Waverly, bought naming rights. So did service
groups like the local Kiwanis Club and Masons, and

the R. J. McElroy Trust.

Nestle signed on as well.
The Rada, G&R, McEI-

roy and Nestle pledges

Excellent planning
and an enormous
commitment of time
and enthusiasm

by dedicated of
volunteers is what
allowed Waverly to
bring its project in
on time, and under
budget.

were paid up front. Oth-
ers were spread over time
— typically, $5,000 a year
for five years. That forced
the club to borrow over
$200,000 from a bank

and from city and county
economic development
organizations. Though the
interest rate was good, borrowing added $80,000 to
$120,000 to the total cost of the project.

Borrowing Was Money Well Spent

Toenjes called it money well spent. “If we had wait-
ed for every penny to come in, we still wouldn’t have
been able to turn over dirt. It was a question of getting
started and completed, even if we didn’t have all the
cash in hand.”

Yet despite all the volunteer planning and work,
Waverly Shell Rock’s project would not have been a
success without careful attention to the field surface
itself. B&K Products of Des Moines took soil samples,
and provided fertilizer and seed recommendations.

The soccer club also consulted with Iowa State
University’s extension service and a local turf expert (a
golf course maintenance supervisor), and then poured
over Pennsylvania State University’s resource materi-
als. When all those sources agreed on the approach
the soccer organization wanted to take, Toenjes said,
“we knew we were on the right track.”

Excellent planning and an enormous commitment
of time and enthusiasm by dedicated volunteers is
what allowed Waverly to bring its project in on time,
and under budget. Their choices may not work for
everyone, but it should encourage every field project
design team to consider all its options. W
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Maryland Complex Models
European Facilities

Maryland SoccerPlex And Discovery Sports Center
Montgomery County, Maryland

n the mid-1990s, John and Maureen Hendricks

returned home to Maryland from the Gothia Cup.
Their daughter played for the prestigious Bethesda
Soccer Club, and the facilities in Sweden impressed
Hendricks — founder of the Discovery Channel —
and his wife. Chatting in a Pizzeria Uno with Bethesda
soccer booster Ken Solomon, they realized the only
thing holding back soccer in the Washington, D.C.
area was a lack of good fields.

That week Hendricks called friends and acquain-
tances, including the governor of Maryland and the
Montgomery County executive, to gauge support for a
plan to build a soccer complex.

“The stars were aligned,” said Trish Heffelfinger,
executive director of the Maryland Soccer Founda-
tion, the parent organization for what is now the
Maryland SoccerPlex and Discovery Sports Center.

Business Plan Kicks Off Process

The Foundation was incorporated in October
1997. An extensive and detailed business plan was
created outlining the vision and mission of the
project, the people and companies that would be
involved, the communities that would be served,
expense and revenue projections, maps, photos and
timelines — in all almost 100 pages of details and
documentation.

Fifteen months later, the Montgomery County
Planning Board approved a proposal to build a $19
million soccer complex in Germantown, several miles
northwest of Washington. It was the largest public/
private partnership ever in the county.

The approval process was interesting, Heffelfinger
said, “From a private standpoint we found it lengthy
and frustrating. But other people who have dealt with
government told us we did it with lightning speed.”

Overcoming Neighborhood Objections

Three neighbors objected to the proposal, citing
traffic and pollution concerns. However, Heffelfinger
said, “enough people in the public saw that it fit a real
need. We were totally devoid of adequate fields.”

The Foundation told county executive Doug
Duncan it wanted to construct a 24-field complex.
At the time, South Germantown Recreation Park was
being planned for 13 fields, tennis courts, baseball
diamonds, a swimming pool and an adventure play-
ground. Duncan and the Maryland-National Capital
Park and Planning Commission said that, if the Mary-
land Soccer Foundation could redesign the park for
24 fields — without sacrificing all the other elements,
— they'd OK it. Working

with a landscape architect,
the Foundation devised a

plan that worked.

The Foundation offered
to lease 162 acres of the
655-acre park for soccer.

It financed the $14.1 mil-
lion cost of 19 fields (four
more are planned), plus a
stadium and indoor multi-
use facility, through tax-ex-
empt bonds. Debt service
and operating costs were
to come from operating
revenue, sponsorships and

Despite outreach to
other athletic and non-
athletic communities,
Heffelfinger said that
soccer remains the
facility’s primary
user. No other sport is
played on the soccer
fields, and in the
summer of 2005 an
outdoor league was
introduced.

donations. Hendricks provided important contacts

and introductions to help raise additional funds from

local corporations, while his wife was a driving force

behind development and construction.

Fear For First-timers

However, Heffelfinger said, “The commission was
scared. They'd never built or managed a complex like
this. We told them we could do it — thatwe had a
plan, and would be good stewards of the land. But we
hadn’t done it either. There was no proof. We spent a
lot of time building trust, helping them see our point
of view. Along the way, we developed an outstanding
working relationship with the commission.”

Construction began in July 1999. The complex



opened 15 months later, with the Rael Vodicka Washing-
ton Area Girls Soccer (WAGS) Tournament as its premier
event. “That was incredibly gutsy,” Heffelfinger acknowl-
edged. “None of us had ever worked on a tournament
before, and there we were showcasing the premier
girls tournament in the country. But it was incredibly
exciting, and it put our facility on the map instantly.”

Providing Good Stewardship

The Foundation has proved to be good stewards
of the land. Its operation of the SoccerPlex exceeded
the planning commission’s expectations, Heffelfinger
said. Families — particularly those with young chil-
dren — have embraced the complex.

Yet difficulties arose.

“Like any group, we got very excited by our ‘field
of dreams,”” said Heffelfinger. “But I think we also lost
sight of the unglamorous side of things: the mainte-
nance, and the cost of marketing and operations.”

Debt service is $1 million a year. The business plan
was developed in 1997, during a booming economy.

“It was the dot-com era, there are a lot of high-tech
companies in this area, and we anticipated the facility
would draw lots of sponsors,” Heffelfinger said.

Economic Changes Impact Outcome

By 2000, however, the economy had slowed, and
many dot-com firms failed. The Foundation realized
its Catch-22: it solicited sponsors while building the
complex, but those sponsors waited to commit until
the gates opened. “This is a great sponsorship op-
portunity, but it’s not an easy sell,” Heffelfinger said.
“Timing is important. Unfortunately, we were behind
the eight-ball from day one.”

The first year of operation saw a significant short-
fall in revenue. The Foundation had planned to break
even by the end of year two. Five years later, it was still
working on achieving that goal.

Determined to make the complex work, the Foun-
dation focused on alternate sources of operating
revenue. It broadened its Soccer Tots program, and
appealed more directly to the baseball, volleyball, and
lacrosse communities. In addition, it broadened the
marketing and use of its indoor facility.

Indoor Center Morphs To Events

What had been planned as an indoor soccer center
morphed into a venue for trade shows, and cultural
and community events. “Event management” was
added to the job description of facility employees.

However, it took a year to gain approval for a lease
amendment to make it happen. County executives feared
the indoor sports center would become a corporate
convention center. However, Heffelfinger said, 85 to 90
percent of indoor events are still geared to youth sports.

Fortunately, Heffelfinger said, county residents
have realized that non-sports activities, like church
festivals, an interior design show and an Indian cul-
tural event, add value to the facility.

Facility Business Always Evolving

“We're always looking at the mix of what we offer,
and trying to add quality events,” Heffelfinger noted.
“We originally thought we'd do a lot of basketball, but
we found it hard to compete with the county in the
leagues we offered. So now we emphasize basketball
tournaments and camps, not leagues.”

It took two to three years to understand the value
of the facility to various markets, she said.

Despite outreach to other athletic and non-athletic
communities, Heffelfinger said that soccer remains the fa-
cility’s primary user. No other sport is played on the soccer
fields, and in the summer of 2005 an outdoor league was
introduced. Soccer revenue is important: in 2005 the Foun-
dation charged a fee of $300 per game (a two-hour block of
time), up from $200 in 2000. There are 4,200 games a year.

Fees Pay Maintenance

Those fees help pay for maintenance. Including
equipment, materials and labor, that maintenance runs
to $25,000 a year — per field. Maintenance is the one
budget item that increased in both 2004 and '05, Hef-
felfinger said. “Outdoor facilities are a finite resource. If
you don't take care of them, your facility suffers.”

It has been a long and winding path from pizza
parlor to SoccerPlex. Yet despite all the ups and downs,
Heffelfinger said, “anyone here will tell you this is the
most worthwhile thing any of us has ever done. Noth-
ing compares with seeing kids coming in with their
families and playing soccer on excellent fields.” B

Success Stories — 2-5
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the Boise Valley; easy access from major roads and
highways — but high purchase prices or restrictions
on land usage limited most options.

Turf Catches Coach’s Eye
One day, a coach in their program stopped by the

Turf Farm Is Creative
Solution To Field Needs

Turf Company farm. He was there for non-soccer rea-
sons, but as he gazed out at the “flat land filled with
acres of sod, ready to be harvested and trucked to
Boise Capital Soccer Club homes and private industries throughout the West” he
Boise, Idaho recognized its potential as playing fields.

The owner of the turf farm had no soccer connec-
tion, beyond previously leasing a small portion of his
reativity is the key to funding field mainte- land to a Police Athletic League soccer group. But he
nance. Soccer clubs often spend tremen- liked children, he understood the value of the game
dous time and energy battling over playing surfaces.
Grass or synthetic turf? If the latter, what type? Which

is better for players? Which is more economical to

to youngsters and soon

he and the Boise Capital

directors were in serious Boise Capital’s board

of directors did not

set out to buy partof a
turf farm.When they
began searching for

a fields site several
years earlier, they
were open to just about
anything.

build? Which is easier or cheaper to maintain? negotiations.
At first, said Mike

Brown, secretary of Boise

The Boise Capital Soccer Club never discussed
those issues. From the moment it identified the site
of its new complex, it knew it would be grass. The rea- Capital Soccer Foundation
son: It purchased 20 acres from a turf farm. (the non-profit arm of the
The owner had spent his professional life growing club charged with devel-
oping the facility), the club
planned to lease a portion
of the turf farm. But the

Turf Company had a dif-

lush, green grass. The club also extended the relation-
ship to include a major in-kind donation from the
turf farm owner for almost all the maintenance of the
fields, plus the use of additional space for large tour-

naments.

Boise Capital’s board of directors did not set out
to buy part of a turf farm. When they began searching
for a fields site several years earlier, they were open to
just about anything.

As the largest soccer club in Idaho, situated in a
booming metropolitan area, they had a couple of
specific criteria — centrally located to the growth of
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ferent idea: The club could

purchase 20 acres of the farm’s total of 150 acres, allow
the company to continue to grow turf, and rotate eight
full-sized fields from year to year, allowing different
sections of the property to be harvested. An agree-
ment was quic