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August 18, 2021
Pima County Procurement Department
Design & Construction Division
Attn: Scott Loomis, CPPB; Division Manager
150 West Congress Street, Fifth Floor
Tucson, AZ 85701
RE: Old Tucson Studios RFP
Dear Ladies and Gentlemen:
American Heritage Railways is pleased to submit the following document regarding Old Tucson
Studios in accordance with:
Request For Proposal
Attraction Operator
Property fka Old Tucson Studios
RFP-PO-2100017
Our mission at American Heritage Railways is the preservation of history. We have undertaken
major projects in the restoration of railroads and historic properties. We believe history is the road
map to the future. Old Tucson Studios must be saved as a treasure of our past. But we also have
found the best way to save history is to make its presentation so interesting and exciting that people
will pay a fair price for a great experience. Our entire effort at Old Tucson Studios is to create an
experience that will attract people from all over the world.
Our success at American Heritage Railways is because we not only are preservationists, but we are
educators and entertainers. We look forward to bringing to you our talents and skills while creating
an enjoyable and lasting relationship for years to come.
Sincerely Yours,

Allen C. Harper

Durango, Colorado
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Operations Governance
Section 1.a
Attractions Operator Leadership and Key Team Members: The American Heritage Railways
(AHR) corporate structure is a pivotal component to the success of its subsidiaries. From financial, to
human resource, to overall management and business practices, AHR and its subsidiaries act as a team
to address challenges and solve problems that may arise at any one location. AHR is the corporate
umbrella and acts as a holding company in which its subsidiaries are operated independently of each
other. Each subsidiary has an independent onsite management team to oversee daily operations. The
AHR executive team, as well as the general managers from each subsidiary, meet on a weekly basis to
review overall performance of the company, address any operational needs, and review significant
events which occurred during the prior week. All AHR employees travel between subsidiaries to assist
where needed or to oversee technical work that requires a specific knowledge base and skill set not
always possessed by each onsite management team.
Old Tucson Studios (OTS) will operate similarly to other subsidiaries within the AHR corporate
umbrella. OTS will have a complete onsite management team, hired locally, whom will be trained on
best practices and management styles by the AHR executive team. The initial training will involve new
members of the OTS team traveling to AHR headquarters for an extended period. This allows them
to gain a firsthand understanding of how the parent company and subsidiaries function. After the
initial onboarding of the OTS team, AHR will post a member of the executive team in Tucson as onsite oversight of the opening process. This oversight will last for a consecutive 8-12 days to be followed
by monthly visits. OTS management will be required to participate in weekly company reviews to
address any actions or needs the team, and Attraction, may have. Financials, capital expenditure needs,
and business operations are reviewed weekly by the AHR executive team to ensure the success of all
its subsidiaries.
The Old Tucson Studio leadership team will be made up of thirteen (13) on-site managers:
 General Manager/Vice President
 Operations
 Human Resource
 Senior Accountant
 Marketing/Sales
 Special Events/Movie Production
 Reservations
 Retail/F&B/Warehouse
 Property Maintenance
 Attractions Development
 Historical Narration/Exhibits Curation
 Production*
 IT/Data Security
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Each of these positions will be hired and assigned locally to the venue and will be responsible for key
departments of the operation. These managers, and their efforts as a team, will play a vital role in the
guest experience and overall success of OTS.
The interaction and communication with Pima County will initially begin with the AHR executive
team. The point person for operations will be Vice President and General Manager John Harper. Daily
or required communication will be transferred to the onsite staff once they have been hired and
trained. Monthly and annual reviews of the Attraction operations with Pima County will include both
AHR and OTS staff. AHR’s goal is to be transparent in all communications with Pima County
regarding general operations, requirements, and potential issues.
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Proposed Old Tucson Studios Organizational Chart
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Section 1.b
Regional Partner/Stakeholder Collaboration: American Heritage Railways (AHR) understands
the need to work with all potential partners and stakeholders in the local community, region, and
state in every location that we operate. The concept that “we are all in this together” is particularly
true in the tourism industry. In the RFP, the Pima County noted specific organizations that we need
to work with regarding Old Tucson Studios. Not only does AHR agree, but we have also identified
numerous others that are of equal importance. We can categorize these groups as follows:
I.
II.
III.
IV.

Direct Business Needs:
Native American Program Development
Not For Profit Social Organizations
Entertainment/Media Industry Contacts

We have deferred direct contact with any of these agencies/organizations until AHR has been awarded
the Operating Agreement to proceed with OTS. Please see the description of each category below:
I.

Direct Business Needs

A. Visit Tucson (Tourism)
VisitTucson.org
Meredith Lipscomb
Certified Tourist Ambassador
(520) 770-2170
mlipscomb@visitTucson.org
Visit Tucson is the primary tourist promotion group and OTS will work closely to join their
programs with innovation in mind.
B. Sun Corridor Inc.
Joe Snell, President/CEO
(520) 243-1900
info@suncorridor.com
Every major business is a member, and the list includes Tucson’s “Who is Who”! OTS must become
an active member and build a strong network to interface with as many local businesses as possible.
C. Tucson Mountain Park
Owned by Pima County
National Resources – Parks & Recreation
Coordinator: Ann Khambkalja
(520) 724-5000
20,000 Acre Park – Vast Amenities
It is incumbent upon us to ensure that OTS programs are appropriate to the mission of the Attraction.
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D. National Park System in Pima County
1) Saguaro National Park
2) Coronado National Forest
3) Aqua Caliente Park
Support Groups:
Western National Parks Assn.
(520) 622-1999
National Parks Conservation
(520) 622-6430
The National Park System is a critical part of the unified attractions that bring guests to the Tucson
Area. AHR and OTS will support and promote their presentation and conservation efforts.
E. Arizona Sonoran Desert Museum
Not For Profit – Zoo, Desert Garden. Art Museum
Executive Director
Craig S. Ivanyi
(Since 2010)
(520) 883-1380
As a private foundation with an outstanding history, we will coordinate efforts for joint presentations
and cooperative attendance or marketing efforts.
F. University of Arizona - Tucson
We have had very preliminary discussions with Business School (Eller College of Management) and
the University of Arizona School of Theater, Television & Film. Our goal will be to involve students
in internships and seasonal positions as well as to recruit graduates for permanent roles within OTS.
II.

Native American Program Development

Not enough can be said for the need to develop a strong Native American Program. OTS needs not
only to present the history and culture of Arizona’s Native American residents, but also needs to
coordinate and promote jobs and entrepreneurial opportunities for them.
The Tokona O’odham Nation covers all reservations in Pima County. Its Headquarters are in Sells,
Arizona located Southwest of Tucson. The Nation is divided into 11 districts. The second largest
district is directly adjacent to Tucson and is called the San Xavier District. It appears as many as 19
tribal entities make up this nation. The San Xavier District Chief is Austin Nunes. Initial research and
contact should start with the Inter-Tribal Council of Arizona. Arizona does have an office to promote
tribal employment called Arizona at Work.
Contact with the following organizations would be initiated:
Intertribal Council of Arizona
(602) 258-4825

August 18, 2021

American Heritage Railways
Old Tucson Studios Proposal

7

Old Tucson Studios Proposal
Responses to Section 3
Tribal Planning and Economic Development
(520) 383-5546
Arizona At Work – Jobs For Native Americans
(602) 542-2460
III.

Not-For-Profit Social Organizations

There are numerous not-for-profit social organizations within the Tucson area. While not being a
direct or critical need for OTS, they represent introduction to a large and very active part of the
community. It is the desire of AHR to involve some of these organizations in OTS programs to help
make the community feel as though they are a meaningful part of our resurgence and growth.
A. Boys and Girls Club of Tucson
(520) 792-0331/ (520) 573-3533
B. Big Brothers / Big Sisters
(520) 624-2448
C. Children’s Museum of Tucson
(520) 792-9985
D. Boy Scouts of America
Catalina Council
(520) 750-0385
E. Girl Scouts of Southern Arizona
(520) 327-2288
IV.

Entertainment/Media Industry
A. Film Tucson
Arizona Office of Film and Digital Media
Located at VisitTucson.org
Peter Catalanotte, Director
(520) 770-2151
Cell (520) 349-4729
B. Rural Media Group
RDF T.V.
Peter Gottsch, Founder
(402) 991-6290
C. True West Magazine
Bob Boze Bell
(480) 329-4092
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D. Warner Bros.
Kathleen Wallis
(818) 954-2935
The “Strategy for Obtaining Public Input” is divided into two parts: I. Pre-opening and II. Postopening.
I.

Pre-opening will include one-on-one meetings with the General Managers/Executive
Directors of those organizations listed as Direct Business Needs above. As appropriate with
some of those, AHR will become a member and start business networking. There will be a
series of more formal group events where community members can review our plan of action
and help guide the OTS team in the direction of success.

II. Post-opening will include extensive guest surveys to determine all “likes” as well as
“disappointments”. This feedback loop will allow for constant improvement in our services
and products and will provide a numerical rating system for every aspect of the OTS
presentation.
This interaction with the proposed team, stakeholders, County, and other interested partners should
begin as soon as the award is given. Conducting virtual meetings, on-site visits, and review sessions of
proposed future operations should be scheduled quarterly or on an as needed basis. An annual report
of attendance, economic impact, and future expectations will be provided by AHR.
Currently AHR manages over 25 tenants throughout five states and over 50 licensees in four countries.
This provides AHR with the experience needed to manage tenants, sub-leases, partnerships, quality
assurance programs, and contracts. Typical contracts with tenants can vary from a monthly flat fee
basis to flat fee plus percentage of sales, to just percentage of sales formats. The ability to tailor the
style of rent payment based on the operation allows for some flexibility to ensure the success of both
the tenant’s business interest as well as that of AHR. Additionally, indemnification and insurance
language are a requirement for the protection of all stakeholders of the Attraction. Typically, the goal
of these external parties is to find local support who will enhance or fulfill the attractions experience.
For example, in many cases the food & beverage component of the property can be sublicensed out
to an organization that has a background of supplying local flavors. This could include local breweries,
wineries and local flavor restaurants that tell the cultural story of the region.
To help simplify the relationship between vendors, AHR, and the county, we will focus on having the
tie to the county’s revenue come from gate admissions and film production revenues. The
subcontracted partners and businesses will generate revenues separately. This mitigates the risk of the
county not receiving payment on the property while still generating business for local subcontractors
to become involved within the Attraction. Their businesses roles and responsibilities will be separate
fare ventures that do not tie into gate admissions. AHR has found this to be the cleanest method when
involving partners and subcontractors. In this case, vendors and sub-contractors would pay a lease on
the space they use directly to AHR (as a sublease of the space) as they would generate revenues
themselves to operate their business. The county would then collect appropriate sales tax revenues
generated off their sales, separate from those generated in other parts of the greater Attraction
operated by AHR. For the sake of clarity regarding this document, those sales tax revenues from the
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third-party leases of the space are not represented in our financial projections regarding revenue for
the county.
Additional examples of profitability for stake owners and offsite partners could be offered with
licensed events. AHR has found that easily recognizable IP can be extremely valuable to generate
larger sales revenues and enhance an attraction. As referenced throughout, AHR utilizes licensing
agreements to generate larger attendance numbers and higher gate admission prices for special events.
These agreements are structured as a licensing fee in the form of a percentage of gate admissions paid
to the owner of the licensed property used in conjunction with the event. This arrangement allowing
for access to valuable Intellectual Property (IP) tied directly to unique gate admissions revenues that
are only connected to the special event that is utilizing said IP.
For example, if we were to operate a Warner Bros. themed horror event during the Halloween season
hosting 25,000 guests, this unique event would carry a different, often elevated, price point for gate
admission. This elevated price would already include the calculated additional costs associated with
use of the desired branded IP. The County would receive the proposed 1.5% of revenue from gate
admission sales of these events. This is a strong partnership that we plan to leverage at the Attraction
which will benefit all parties involved; the licensor, AHR, and the County.
AHR believes it is best to establish great working relationships with all public stakeholders involved
in an operation to ensure a successful outcome. AHR partners with the Public Utilities Commission
to ensure safety devices, sidewalks, public utility lines, and roads meet recommended standards of
safety for transportation corridors; with Department of Transportation for traffic flow, turning lanes,
and safety signage; and with the Water Quality Control Division to assure water runoff is controlled,
environmentally friendly, and nonhazardous in nature. AHR’s experience working with many
government agencies throughout multiple states would apply to OTS. This experience will assist in
the development of the Attraction by assuring compliance and ensuring work is done in a professional
matter that meets guidelines and safety standards.
The development of new infrastructure, maintenance of historic buildings, and installment of new
utilities fall under criteria that AHR already holds standards for. Quarterly meetings, notices of
improvement and work to be performed, as well as year-end reviews play a role in keeping stakeholders
engaged. The success of this engagement is measured by accomplishing tasks in a timely fashion and
being able to communicate on a personal basis.
Attractions such as this require a great deal of thought, long-term strategy, and multiple stake owner
involvement to lead to a successful experience for all whom attend. In this case AHR envisions finding
partners who already call Pima County and the greater Southwest area home. The first key will be
creating relationships with investors and financial institutions within Pima County. Currently, AHR
utilizes local lenders within the counties in which it operates whenever practical and possible to do so.
Vested interest in financial backing is crucial to a healthy community. This will be very important as
AHR anticipates needing to seek several million dollars in capital improvements that would be
amortized over the life of the lease agreement with the County.
Another growth opportunity within the County is to design the lease agreement to correlate directly
to gate admission revenues. This method will ensure that, as the attraction grows, the county is not
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stuck in a legacy agreement that lacks adjustments for the value of the property or inflationary costs.
Instead, the property lease would grow with increasing revenues, ensuring the agreement is as relevant
in 25 years as it is today.
AHR anticipates utilizing local contractors for construction projects such as the trail system, Stage 2
venue, and outdoor amphitheater/concert venue. Other upgrades geared toward local contractor work
could include facelifts to some of the existing buildings and grounds. These upgrades could lead to
over $8,000,000 in construction costs that would be opened for bidding within the local community.
If possible, AHR would like to have the ability to potentially call on those companies that have
previously complete work within the Attraction to leverage their institutional knowledge base and skill
set associated with maintenance of historic structures. AHR also anticipates utilizing other partners
and resources within the local workforce providing such opportunities as internships, youth
mentorships, and vocational programs with the local schools, University of Arizona, the National Park
Service, and other local organizations in Pima County Arizona.
Finally, AHR would like to source local products for products that fall outside of our traditional retail
offerings. These items would focus on truly unique offerings that are made in Pima County and
inspired by the people of the Southwest.
AHR is not foreign to the challenges of growing strong relationships within the community. Our other
properties and businesses have been strong economic drivers that leverage local relationships
whenever possible. The OTS team will look to duplicate these successful relationships found in
Colorado, Washington, and North Carolina to build a similar model in Pima County. Inspiring
stakeholders and growing communities are a core value of how AHR goes about implementing new
business strategies for a successful future.
Section 1.c
Economic and Community Goals: As the team at American Heritage Railways implements the
operating plan for OTS, the focus will be on creating an experience rich in preservation of history
while building a cohesive alignment with local neighbors. In general, American Heritage Railways and
its subsidiaries operate as good neighbors, seeking local partnerships and collaborations whenever
possible. Another key goal is to leverage strengths of a geographical area in which we operate. The
final goal would be to maintain the integrity of the film studio that was expanded upon to create the
greater Attraction.
AHR will work towards an operation that is sensitive to the needs of the neighboring community and
respectful of the beautiful desert landscape that surrounds the Attraction. Efforts to reduce
environmental impact would include mitigation of noise and light pollution should the Attraction be
open in the evenings. In general, OTS would strive to minimize events that take place past 10:00pm
on weeknights.
Another goal would be to incorporate the use of more of the undeveloped land for activities that may
attract additional guests while being a service to the community. This could include, but is not limited
to, two major additions planned for the Attraction.
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The first is an outdoor amphitheater/concert venue that would accommodate around 3,500-4,000
guests for outdoor events. To attract use from its neighbors, AHR’s operating plan would include
allocation of this space for community events. This may include corporate gatherings, school
graduations, proms, as well as unique holiday-based events. These events cater to the needs and desires
of the local population and will help create a familiarity with the Attraction in much more personal
manner than had previously been allowed for. To help entice locals even further, it is the intent to
offer season passes and other “locals only” opportunities for them to partake in throughout the year.
When possible, AHR will attempt to leverage local resources for subcontracts, employees, and supply
chain management, helping to strengthen the relationship of the Attraction with the community.
These efforts will extend to the creation of restaurant menus that fit with the local heritage and culture.
Multiple uses of the Attraction could also focus on significant elements of the nearby culture including
the western film scene, Hispanic, Latino, and Mexican culture, as well as Native American cultures
that guests want to learn about when experiencing the American Southwest.
One of the more challenging aspects of incorporating new elements within the Attraction would be
maintaining the feel of the property’s history and western aura. Each of the planned additions present
challenges as they must be thoughtfully blended with older, more historic parts of the Attraction to
maintain a seamless integration. The creation of a safe, modern experience must not ruin or interfere
with the appearance of the Attraction when viewed from outside the property lines.
Finally, upgrades to the Attraction that allow for evening operations well past sunset must mitigate
potential noise and light pollution to existing neighbors. Evenings in Sonoran Desert present a unique
time for guests to enjoy an experience and it is crucial that the Attraction can host these guests at
almost all hours of the night. Thoughtful planning must take place to ensure a “good neighbor” policy
exists. AHR has found creative ways to solve some of these challenges and we are confident in our
ability to solve them at the Attraction as well
American Heritage Railways is confident that it has an operating plan as well as an expansion plan that
creates an enhanced guest experience that does not diminish the neighboring beauty of the Tucson
Mountain Park. The operation will also consider limited water usage and other environmental impacts
to sensibly operate within a desert environment.
Section 1.d
Economic Benefit: AHR has seen positive economic, and tourism impacts within the communities
it serves. Local guests are tied to an impact based on revenue spent in restaurants, gift shops, and the
Attraction itself to create an impact of roughly four to five times the gate admission price. This group
will also impact employment, tax revenue, and general revenues earned in or around the park as they
look for ways to spend an afternoon or evening. For the simplicity of this exercise, AHR will assume
a factor of five to represent the economic impact of all guests attending who simply visit the
Attraction.
Out of town guests and true tourists, both those in tour groups and the daytime guests, visiting the
Attraction also have a large impact on the local economy. In AHR’s experience, the more demand
driven to late afternoon and evening offerings, the greater impact on a local economy. These guests
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will most likely be spending the night at a local hotel and will further that economic impact with meals
both at the Attraction and local restaurants. Tourist and out of town guests are more than likely to
also attend other area attractions such as the Pima Air & Space Museum and the Saguaro National
Park. For the purposes of this plan, AHR will utilize a factor of six for the guests that fall in this
category. Pima County should be able to assemble a fairly accurate economic impact assessment based
on past attendance records and the economic impact multipliers outlined above.
In 2019 the attendance of Old Tucson Studios was 176,000 with one special event that drew around
34,000 guests. Based on the prior eight years, attendance grew a total of 28% with an average growth
of 3.2% annually. It is realistic to expect a base line attendance of roughly 145,000 guests through
regular gate admissions alone.
As mentioned earlier in the overview of the company, Rail Events Inc., a subsidiary of American
Heritage Railways, operates over 50 licensed themed events in four countries. These special events
have an average attendance of 25,500 per venue. AHR believes it could offer two large seasonal events
(centered on Halloween and Christmas) and multiple smaller events such as beer and wine tastings,
concerts, and community-based events throughout the rest of the year. With an estimate of 8,000 12,000 people attending the smaller events and 40,000 attending the larger events, an increase of
attendance to the Attraction reaching nearly 195,000 guests is a realistic possibility. For the purposes
of the economic impact estimate summary, AHR has assumed this attendance figure in year one with
a 2% annual growth in attendance for the following 10 years.
By combining all these revenue sources together, the per-guest yield of $39 is achievable in 2022.
During subsequent operating years, as an estimate AHR will adjust for inflation by increasing pricing
by 1.5% each year. Based on all assumptions listed above, the total attendance, revenue, and direct
economic impact are shown below:

In ten years, AHR believes that our organization can establish a tourist attraction that draws over
230,000 guests, of which over 50% would be from outside the local drive market. AHR also believes
that it can create an economic impact of $52,000,000 dollars to the local economy.
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Section 1.e
Develop Metrics for Success: There are multiple factors that come into consideration when AHR
is evaluating the success of any of its subsidiaries. These factors include:
 Financial Sustainability
 Employee Morale
 Economic/Community benefit
 Safety and Security
 Customer Engagement and Feedback
Financial sustainability is reviewed by benchmark key performance indicators (KPIs), return on
investment (ROI), and long-term stability of the operation. The KPIs for OTS will be gate attendance
numbers, customer spend yields, and overall budgetary goals. These three KPI’s will measure the
success of the Attraction, both daily and long term. If any of these KPI’s are not met, an evaluation
of marketing, pricing, and actual revenue/expenses will be performed.
The return on investment (ROI) is analyzed at the end of each fiscal year. This will determine if the
ROI is sufficient for a long-term investment and continued improvement of OTS. If the ROI is not
meeting requirements for a long-term investment, then an evaluation of the products offered at OTS
will be needed. This includes attractions, retail, food and beverage, movie rentals, banquets, festivals,
and concerts.
Long term stability is the last aspect of financial sustainability that AHR reviews. For the long-term
stability of OTS, AHR reviews not only the ROI but also economic conditions, infrastructure,
equipment, and employment challenges that may arise. Long term sustainability can pose a risk to the
future of OTS operations and is monitored for advance warning ahead of the challenges.
Employee morale is extremely important to American Heritage Railways because our employees are
the backbone of these operation. There will always be difficult times, but it is how employees within
companies come together to get through those times. This unified response in times of need shows
how successful the employee culture is. AHR not only strives to offer competitive wages within each
sector of employment but also provides strong incentives and real rewards to motivate the team.
Employee benefits and rewards include:

Employee Assistance Programs

401k

Healthcare/Life Insurance/Disability

Cash reward programs for above and beyond performance

Discounts and tickets for company and subsidiary activities

Year-end bonus programs

Company swag

Beginning and end of year employee and family gatherings

Tuition reimbursement

August 18, 2021

American Heritage Railways
Old Tucson Studios Proposal

14

Old Tucson Studios Proposal
Responses to Section 3
AHR and OTS will be gauge employee morale by measuring employee retention and listening to
feedback. Having an open-door policy is critical to a successful employee environment.
The economic impact and community benefit of OTS will be measured by the support of local
education and sport programs, total economic impact reports, non-profit support, and partnerships
with local and regional stake holders. It is important that OTS involves itself and its team members
within community functions to show dedication and commitment to the local economy.
Safety at any AHR company is of the utmost importance. Measuring the success of OTS will include
regular review of metrics related to incidents, injuries, and accident. Not only can injuries and accidents
be costly, but it can also create a poor reputation resulting in negative representation to the public.
OTS will review any injuries and accidents weekly and issue repairs and mitigation as needed to prevent
future incidents. An annual review will be conducted to ensure proper incident reporting, incident
follow up, frequency ratios, and the success of repairs to prevent something similar from reoccurring.
The last factor used to evaluate the success of the property is direct customer feedback and
communications. AHR trains its employees to ask for and receive feedback when communicating with
any customer. AHR also monitors customer feedback from guest satisfaction surveys, social media,
blogs, and search engine reviews. This data is collected, reviewed, and organized into multiple
categories to assist with future improvements. The consistency and frequency of any feedback will
determine how quickly complaints and dissatisfaction gets addressed and corrected.
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Operations Approach
Section 2.a
Proposed Major Scope Elements: AHR has developed an operating approach that includes much
of the original elements with an upgraded experience to attract a wide range of audiences. This
operating approach was developed with thorough planning and a review the historical operating
method of the Attraction. OTS must continue to attract its historical fan base but also broaden its
base to those who may not necessarily have interest in the old west culture. AHR plans to attract these
additional audiences by expanding cinema presentations, festivals, live music offerings, and special
events. In addition to the expansion of those four items, the following activities will remain or be
implemented:
Activities
Carriage Rides
Retail Shop x4
Arcade
Train Rides
Shoot Out
Magician
Walking Trail
Cowboy Church
Can Can Girls/Photo Op
Golf Cart Exploration
Stunt Man Show
Cemetery
Track Car Ride
Filming/Special Effects Exhibit
Black Smith
Walk through Mine
Native American Exhibit
Poker Game Room
Carousel
Unique F&B Stands
Play Ground
Art/Antique Gallery
Daily Live Music/Entertainment
Shooting Gallery
Museum Displays x2 (Wagons/Artifacts)
Mining/Panning for Gold
Candy/Ice Cream Shop
Restaurant/Bar x4
Lasso/Roping
Cowboy Games
Amphitheater/Festival
Weekend Western Bar
Vendor Ally
Custom Sign Shop
Movie Theatre
Private Tours

When entering OTS, the customer needs to be immediately immersed into the experience they are
expecting. Historical events and festivals like Night Fall and Steam Punk themed events will be
expanded upon with the addition of new themed events structured around holidays, specialty liquors,
and unique food offerings. Theatrical lighting, audio, and expanded visual technology will all be
upgraded to create an all-inclusive, immersive experience. A new amphitheater with a capacity of
3,500-4,000 guests, located on the site of the current rodeo facility, will be developed with the goal of
hosting “A” list music artists. When not hosting music artists, the amphitheater facility will turn into
the festival grounds. This will assist OTS in attracting new festivals and celebrations from across the
region and state. Lastly, a beer and wine garden will be built behind the site formerly known as “Jakes
Restaurant” for guests to enjoy tastings while watching the sun set across the mountains.
Other attractions and activities will be introduced to OTS to focus on the western experience and rich
history of the property. A poker room will be built to teach guests how the rugged cowboys and
cowgirls of the west would gamble their time away. Cowboy games and cattle roping area would be
established where kids and parents can rope their first steer or toss a cowboy hat onto the wall. A
Native American exhibit will be constructed to show how native peoples lived, and thrived, in the
west. AHR hopes to partner with the Tohono O’odham Nation to share their cultural heritage as the
focus of this exhibit.
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AHR estimates that there will be about 6.9 hours of entertainment and a value $106 per guest at the
Attraction. The estimated ticket price for the daily activities will fluctuate between $29-$39. Based on
the production, filming/movie facility rentals will be offered at the beginning or end of park hours to
still accompany guests throughout the day. If the production is large enough and can offset attendance
revenue, then OTS will close completely for filming. No communication with potential occupants has
taken place yet due to the final operating agreement not being completed.
Section 2.b
Proposed Support elements: The supporting elements of the attraction will continue to operate and
be expanded upon. Retail offerings will be sold at four planned locations within the Attraction, each
having a unique theme or product line. Two new retail locations will be added, of which one will
include western art, artifacts, and antiques with the other focusing on custom western signs.
There are three restaurants planned and, like the retail locations, each will have their own theme. In
addition, two bar spaces are planned exclusive of the concession stand and Stage 2 beverage offerings.
The concession stand and Stage 2 will be used both on weekends and during special events.
Out of the three restaurant locations on property, OTS plans to operate one and sub-lease out the
other two. The restaurant location operated by OTS will not only support itself, but also food services
for the Amphitheater/Concert Venue, Grand Palace, and Stage 2 during special events. An expanded
permanent concession building next to the amphitheater/concert venue will be required to sell food
and beverage items directly to concert/festival goers using this space. To date, conversations have not
been had with potential lessees of the two additional restaurant spaces as the operating agreement has
yet to be finalized with the county.
When creating the activity list for OTS, the two restaurants and the stagecoach rides were the only
items that were discussed to be leased to third parties. The concept of also offering third party vendor
booths for locally made products is being reviewed. These leased spaces would attract local artisans
to the facility and increase ties to the community. If executed, the location of these booths will be
called “Vendor Ally”. All other activities and entertainment will be managed, and operated, by the
OTS team.
Section 2.c
Infrastructure: Many Infrastructure improvements and new construction efforts will be required to
accommodate the activities AHR has presented. These improvements included a 4,900sqft museum
display building, 3,000sqft warehouse, Native American exhibit, amphitheater stage/seating/facility
development, audio/visual/IT upgrades across all buildings/stages/ and property, beer and wine
tasting garden, landscaping, railroad track installation, and internal buildouts of existing buildings to
support the activities listed. Once the initial infrastructure buildout is completed to operate the park,
other possibilities will be reviewed which may include a 13,000sqft movie sound studio, 20 camp/20
RV sites, 80 room themed motel, and other needs that may arise over time.
When making these improvements and building the new structures, it will be important to take into
consideration the internal/external design and layout. These buildings need to be built having a multi-
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purpose use in mind and filming locations to not impact OTS historic scenery. The buildings will also
need to have exterior characteristics that fit the western theme of Old Tucson Studios. These
infrastructure improvements will be in addition to all the new equipment and assets that AHR will be
acquiring to bring OTS to a leading state attraction.
Section 2.d
Parking Plan: Parking is an important attribute of the guest experience. This is the first, and last,
point where OTS can influence a customer. Traffic flows, parking fees, signage, staff, and safety all
become relevant items that must be examined when planning a parking operation. For normal OTS
operations, AHR does not believe that parking will be a concern. Required improvements to the
auxiliary parking lot will be reviewed once AHR has been granted to Operating Agreement.
Special events, on the other hand, will require review with local officials to ensure traffic pattern, flows,
and safety operations do not impact public roads. Both the main and auxiliary lots will be required
when hosting larger events. OTS staff as well as traffic control personnel from local municipalities or
the county will be used on an as needed basis to control traffic flows. Due to these staffing and public
safety requirements, a parking fee will be applied to all vehicles. This fee will vary depending on size
of vehicle, nature of the event, and location at which it was parked.
Farmers markets, flea markets, swap meets, bicycle and running events are activities that would require
review as these would take place in the parking lots or on OTS grounds. Historically, third party groups
have been given permission to utilize the OTS parking lot for events. This would still be acceptable
but will need to be reviewed to ensure that there isn’t a scheduling conflict between the two
organizations. AHR wants OTS to be a location where community functions are held.
Section 2.e
Categorize Elements by Type of Uses: As outlined previously within responses to Section 2, the
intent of AHR is to further enhance the rich history of OTS, refurbish the attractions that guests have
come to expect, and focus on telling the story of the property. AHR plans to operate four retail spaces
and one restaurant area. The restaurant will service and support the overall liquor sales, act as a lower
cost concession-based dining experience, and supply catering to special events and concerts in the
amphitheater and Stage 2 area. The other unique dining experiences in the park would be leased to
local flavors who can capitalize on a mid-level and higher-end dining experience.
In general, the style and theme of restaurants would center on the amazing Mexican food and local
gastropub flare that exist in the surrounding community. The AHR operated restaurant would be
housed in the space currently occupied by the pizzeria. The mid-price level spaces that are to be leased
out are in the locations of the former ice cream parlor as well as the previous Mexican food eatery.
The higher end dining option, which would either be a steak house or a more unique experience to
the area, would utilize the area currently occupied by Jake’s BBQ and have a connection of proximity
to the Beer Garden.
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Both selected vendors for the restaurants would be local or statewide known companies, not national
chains. AHR will focus on the types of food and concessions it already knows how to run and let the
more specialized offerings come from places that offer more unique and regionalized flavors for a
premium fare. In general, once the entire Attraction is open, our goal is to offer season passes for
locals to entice them to visit the park simply for the dining and entertainment experiences at the beer
garden and on the main street promenade leading into the Attraction.
Guests of OTS will be able decide exactly what type of experience is right for them. The main street
area will focus on higher end dining, an additional museum space, and interpretation of the history
associated with filming of classic western films produced on the site. The entrance to the west of the
park would be intended more for families that want to add the amusement aspect to their experience
and visit. These amusements will be centered around the train ride, trail rides, stagecoach rides,
carousel, and old-time car rides. In addition, the shooting gallery will receive a technology update as
well as refresh to the existing setting. Lastly, an old-time arcade, including some classic western themed
games, will be added into this amusement space.
The third major experience option that guests can partake in is the special event spaces to the east of
the main entrance. These events will take place in newly remodeled amphitheater/concert venue space
and the area within the Stage 2 complex. This will include live concerts, weddings, corporate
engagements, private parties, and other seasonal special events.
The final expansion effort would be focused on the beauty of the Sonoran Desert that surrounds the
Attraction. This would include the trail rides on horseback and an additional dirt trail with electric golf
cart rides through the wonderful scenery. If a ropes course or zip lines were added, this could be the
future location of those major attractions. These new construction attractions would be installed in
such a way that they are not present in the key sight lines of the historic main street area looking to
the scenic mountains behind. OTS would intend to maintain a clean and organized environment in
those areas slated for future expansion. As part of this good housekeeping effort, we will take great
care to avoid a “bone yard” area on the property. Instead, this space will be left to a more natural
appearance in case future Major Attractions are required through the expansion of available real estate.
Section 2.f
Logistics and Supply Chain Management: AHR plans to utilize existing supply chains in handling
of all retail, general merchandise, and consumables. AHR currently handles over $7,000,000 annually
in retail sales and organizes direct shipping logistics throughout the United States, Canada, and the
United Kingdom. AHR plans to utilize the same manufacturers to supply official merchandise with
Old Tucson Studios branding.
Retail will be sold in the park and as well as online via an ecommerce platform. The consumables
(paper cups, mugs, lids, napkins, etc.) will be supplied by vendors that are currently utilized by AHR
subsidiaries Rail Events, Inc., Durango & Silverton Narrow Gauge Railroad, and Great Smoky
Mountains Railroad. Most of these items would potentially come from our direct shipping supplier
warehoused by logistics and shipping company Negistix in Buffalo, NY. AHR would utilize the onsite
warehouse and additional storage spaces throughout the Attraction to house a monthly inventory of
goods and consumables. In general, our supplies will be managed utilizing a visual management system
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with reorder baselines established. Some stocked items will be supplied monthly, some as needed, and
most reordered seasonally.
In summary, our goal is to utilize existing supply chains with vendors that have successfully provided
quality product for the past 20 years of AHR operations. AHR will also work to create a product line
that uniquely supports the image of Old Tucson Studios. Retail efforts may extend into movie
merchandise and memorabilia as those related portions of the Attraction are enhanced or installed.
Section 2.g
Film Aspect: The rich film history is the single greatest asset of the property and, as such, it will be a
key focal point to the guests entering the Attraction. As has been stated earlier in this proposal, one
of the weaknesses to the Attraction’s prior operations was the lack of a moving story being told when
one enters the space. AHR plans on calling attention to the films that were shot on the property by
using short clips, historical narration, brief text, and a newly constructed movie props museum to tell
this story. This will be accomplished in a modern way utilizing high quality video screens, QR codes,
interactive signage, and immersive audio throughout the Attraction. The addition of a museum
dedicated to western film history will enhance this story even further. AHR is working to secure a
collection of famous movie props valued at several million dollars that would be added to the new
museum to create new interest in the Attraction and provide added value to guests.
The current ground plan of OTS provides numerous locations to offer value added shows and
immersive experiences. AHR fully anticipates utilizing the different venues throughout the Attraction
to tell share these stories and share the experiences of film makers with guests. The stunt gun show
will be enhanced from what was previously offered. Utilizing existing relationships with several film
companies AHR plans to secure the ability to show movie clips of famous scenes shot at OTS,
bringing the sets and buildings to life. One of the challenges to overcome will be interpreting movies
that were shot in areas of the park prior to the damaging fire.
The special events will primarily be unique experiences, concerts, holiday themed brands, or seasonal
draws to the Attraction. The primary experience conveyed at OTS will focus on the rich film history,
local influences, and beautiful desert landscaping around the Attraction. Film history is the single
largest asset leveraged by the Old Tucson Studios name. It will continue to be the main hook for
prospective guests who have never been able to come and experience it.
Once re-opened, AHR hopes to entice and leverage relationships within the film industry to bring
back on-location shooting to OTS. The opportunity to stay relevant by having new art content created
at Old Tucson Studios is extremely important. This is key for long term future growth in the
Attraction, not so much for the immediate revenue it produces but for the continued name recognition
amongst guests.
Film production would, whenever possible, continue while the Attraction is open to guests. Lower
cost filming can be accomplished easily by segmenting the property in a way in which some areas can
remain open to guests. AHR feels we can coordinate any of the onsite needs of film crews as so much
of our staff has production backgrounds.
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The final requirement to incentivize the film industry would be to build a sound stage that can be
utilized in addition to location shots throughout the rest of the Attraction. Nearby access to the
amphitheater/concert venue, sound stage and Stage 2 complex may also provide flexibility for studios
to shoot and produce commercials, game shows, reality shows, and other projects not specific to the
western theme. AHR desires to package OTS with assets such as railroads and hotels in other regions
creating a more enticing company to film with.
A strong cooperative relationship with the State of Arizona and Pima County will be essential to entice
companies to film at OTS. AHR feels we can bring some of the players together through our
relationships with production companies like Warner Bros., Netflix, Mattel, and others. OTS could be
a very enticing venue with proximity to Mexico and two major metropolitan areas. Film production
should return in abundance if OTS and its partners are able to present attractive rates, quality movie
props, tax incentives, and a full sound stage.
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Operations Schedule
Section 3.a
Design and Construction timeline for Major Attractions: American Heritage Railways utilizes
industry standard construction planning and procurement methods. These methods include dividing
most new construction projects into the following steps:
1.
2.
3.
4.
5.
6.
7.
8.
9.

Construction Planning
Building Design
Feasibility Analysis
Design Build
Working Drawings
Bidding
Pre-Construction
Construction Procurement Process
Construction & Post Construction

It is essential that these steps are followed during any new-build efforts to ensure that the project is
kept on budget and on schedule. Outlined below are a series of time estimates associated with each
planned Major Attraction build.
Amphitheater/Concert Venue: The amphitheater/concert venue is considered a critical Major
Attraction and the construction process would commence with the operation of the Attraction. A
large, and well-coordinated, effort will be required by all stakeholders to ensure its success.
Presenting itself as the single largest new construction project for the Attraction, this item will require
a fair amount of effort to complete. This project will serve to re-purpose the current space utilized for
rodeos with a mix of new construction and renovations of existing structures. The intent is to create
a 3,500-4,000-seat entertainment venue with bleacher style seating for guests to enjoy live music or
other performances.
1. Construction Planning – 1-2 Months
Includes required environmental impact studies and feedback period for stakeholders, vendors, and
community members to weigh in on required elements. This venue would be an anchor for the overall
Attraction due to its draw.
2. Building Design – 1-2 Months
Architectural design firms would be sourced based on feedback acquired during the construction
planning process. A coherent, functional design that blends with the surrounding landscapes would
be augmented by modern interpretations of imagery from the Southwest to create this meaningful
venue.
3. Feasibility Analysis – 1-2 Months
This step can be executed concurrently with the Building Design process to ensure that both a sound
structure and a sound construction plan have been created. A review of existing support infrastructure
(i.e., Power, Sewer, Water, Data, etc.) would be employed to ensure that the new Concert Venue would
fit within the overall concepts of the Attraction as well as function well within the planned space.
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4. Design Build – 1-2 Months
Work to complete the Building Design phase will continue through this step. Elevations, site plans,
and performance stage design will be created. Fine tuning the details of the structure, including
materials to be used, will take place during this step.
5. Working Drawings – 1 Month
Finalized drawings with materials and application specifications would be the primary focus of this
effort. These items, with stakeholder approval and review, will make up the bid package for
construction. Initial permitting would be started during this step.
6. Bidding – 1-2 Months
AHR will work with Pima County to source multiple bids for each portion of the project in accordance
with all applicable procurement processes. It is our desire, when possible and practical, to keep the
construction efforts localized to provide the greatest impact on the local community. The bid review
process would also involve all stakeholders in the project.
7. Pre-Construction – 1 Month
Vendors and sub-contractors will provide a refined list of items and materials to be used within the
project.
8. Construction Procurement Process – 1-2 Months
The procurement process has been fraught with extended lead times for raw materials, finished
amenities, and labor which may result in delays during this stage of the project. At least one, if not
two, secondary sources for these items would be required. Site and location-based logistics challenges
including the delivery of physical materials to the Attraction would be arranged at this time.
9. Construction & Post Construction - 2-3 Months
The timeframe for this step is the hardest to estimate for a Major Attraction as large as this Concert
Venue will be. This estimate is based on construction of other venues of similar designs and capacities
as the venue planned for the Attraction.
TOTAL: 10-17 months
Beer Garden: While far less involved than the Amphitheater/Concert Venue, this Major Attraction
will still serve to draw numerous guests to the Attraction. The flow of guests through this multi-use
space will require some design effort to ensure a safe and enjoyable experience. This would primarily
be a new construction effort utilizing the space within the Attraction previously occupied by the gun
show. This space is adjoining to the site formerly named “Jake’s BBQ” to provide support
infrastructure and food service capabilities.
1. Construction Planning – 1 Month
Includes required environmental impact studies and feedback period for stakeholders, vendors, and
community members to weigh in on required elements. This venue would be an anchor for the overall
Attraction due to its draw.
2. Building Design – 1 Months
Envisioned mostly as an outdoor space, the design will need to accommodate the natural surroundings
as well incorporate required supporting infrastructure for practical use. High volume refrigeration,
food preparation, bar services, and restroom facilities will be required for this Major Attraction
3. Feasibility Analysis – 1 Month
A review of existing support infrastructure (i.e., Power, Sewer, Water, Data, etc.) would be employed
to ensure that the Beer Garden would fit within the overall concepts of the Attraction as well as

August 18, 2021

American Heritage Railways
Old Tucson Studios Proposal

23

Old Tucson Studios Proposal
Responses to Section 3
function well within the planned space. The flow of guests to and from this space in relation to the
Concert Venue and the rest of the Attraction would be considered and modeled.
4. Design Build – 1 Month
Mechanical details as well as flow and volume requirements would be refined during this stage. It is
the hope of AHR that common design elements from the Concert Venue, Stage 2 and other Bar and
Restaurant spaces could be incorporated within this space for a uniform appearance and to obtain an
economy of scale for purchasing.
5. Working Drawings – 1 Month
Completed drawings material specifications are the primary focus of this effort. These items, with
stakeholder approval and review, will make up the bid package for construction. Initial, and critical,
permitting would be started during this step.
6. Bidding – 1 Month
AHR will source multiple bids for each portion of the project in accordance with all applicable
procurement processes. It is our desire, when possible and practical, to keep the construction efforts
localized to provide the greatest impact on the local community. The bid review process would also
involve all stakeholders in the project.
7. Pre-Construction – 1 Month
Vendors and sub-contractors will provide a refined list of items and materials to be used within the
project.
8. Construction Procurement Process – 1-2 Months
While not as intensive as the Concert Venue project, procurement for the Beer Garden will require a
wide range of vendors and their expertise. As multiple projects may be underway at any one-time, offsite storage or additional on-site material yards may be required.
9. Construction & Post Construction – 1-2 Months
The time frame for this Major Attraction is easier to estimate when compared to the
Amphitheater/Concert Venue project. That said, if the Amphitheater/Concert Venue is delayed it
could influence the timeline of the Beer Garden as they would be built at the same time.
TOTAL: 9-11 months
Restaurants: At least three (3) restaurants are planned for the Attraction. The intent is to remodel
existing restaurant spaces before any new construction efforts would begin. Only those remodeled
restaurant sites are included in this timeline. Design, permitting, and construction for both planned
sites could occur concurrently so this timeline would encompass the entire project for two (2) fullservice restaurants and one (1) “order-up” counter-style restaurant.
1. Construction Planning – 1 Month
Further analysis of existing restaurant spaces would take place during this time. A flow pattern of
traffic through each of these spaces, especially in relation to the rest of the Attraction, would be
reviewed to ensure that the proper style of restaurant is placed in each space.
2. Building Design – 1 Month
Refrigeration, food preparation, bar services, and restroom facilities would be required for each
restaurant space. Design would be catered toward any future tenant of these spaces as AHR works to
sub-lease food and beverage operations for the Attraction.
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3. Feasibility Analysis – 1 Month
A review of existing support infrastructure (i.e., Power, Sewer, Water, Data, etc.) would be employed
to ensure that the restaurants would function well within their planned spaces. The flow of guests to
and from this space in relation to the amphitheater/concert venue, beer garden, and the rest of the
Attraction would be considered and modeled.
4. Design Build – 1 Month
Mechanical details, fixtures, appliances, and material specifications would be refined during this stage.
It is the hope of AHR that common design elements from the Attraction could be incorporated within
this space for a uniform appearance.
5. Working Drawings – 1 Month
All modifications to existing spaces as well as drawings for any expansion plans or newly constructed
elements would be drawn.
6. Bidding – 1 Months
AHR will source multiple bids for each portion of the project in accordance with all applicable
procurement processes. It is our desire, when possible and practical, to keep the construction efforts
localized to provide the greatest impact on the local community. Bids for operation of the restaurant
space via a third-party vendor(s) would be received much earlier in the process and that time is not
reflected here.
7. Pre-Construction – 1 Month
Vendors and sub-contractors will provide a refined list of items and materials to be used within the
project.
8. Construction Procurement Process – 1 Month
Sources for appliances, fixtures, and other hard goods will be found or contracted during this step of
the process.
9. Construction & Post Construction - 2-3 Months
Restaurant construction times seem to be more predictable due to the common nature of these
projects. This estimate assumes that both spaces would be in construction at the same time.
TOTAL: 9-11 months
Stage 2: Stage 2 is considered a critical Major Attraction and the construction process would
commence with the award of the Operating Agreement. This indoor music and reception venue would
require a complete remodel of the existing space. The construction efforts would include new sound
and theatrical lighting system to allow for more flexible use of these spaces.
1. Construction Planning – 1-2 Months
This venue would be a Major Attraction due to its draw and multi-purpose design. Input from
stakeholders and feedback from the entertainment industry would also be obtained to ensure that the
remodeled space can accommodate a wide array of events.
2. Building Design – 1-2 Months
Architectural design firms would be sourced based on feedback acquired during the construction
planning process. The focus of efforts will remain on the interior of this structure. Limited exterior
and structural modifications may be required to better suit the intended purpose of this space.
3. Feasibility Analysis – 1-2 Months
This step can be executed concurrently with the Building Design process to ensure that both a sound
structure and a sound construction plan have been created. A review of existing support infrastructure
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(i.e., Power, Sewer, Water, Data, etc.) would be employed to ensure a good fit within the overall
concepts of the Attraction.
4. Design Build – 1-2 Months
Work to complete the Building Design phase will continue through this step. Elevations, interior
partitions, and performance space concepts will be required. Fine tuning the details of the structure,
including materials to be used, will take place during this step.
5. Working Drawings – 1 Month
Finalized drawings with materials and application specifications would be the primary focus of this
effort. These items, with stakeholder approval and review, will make up the bid package for
construction. Initial permitting would be started during this step.
6. Bidding – 1-2 Months
AHR will source multiple bids for each portion of the project in accordance with all applicable
procurement processes. It is our desire, when possible and practical, to keep the construction efforts
localized to provide the greatest impact on the local community. The bid review process would also
involve all stakeholders in the project.
7. Pre-Construction – 1 Month
Vendors and sub-contractors will provide a refined list of items and materials to be used within the
project.
8. Construction Procurement Process – 1-2 Months
The procurement process has been fraught with extended lead times for raw materials, finished
amenities, and labor which may result in delays during this stage of the project. At least one, if not
two, secondary sources for these items would be required.
9. Construction & Post Construction - 2-3 Months
The timeframe for this step is the hardest to estimate for a Major Attraction as large as the Stage 2
space. This estimate is based on remodeling timelines of other venues of similar designs and capacities
as reference.
TOTAL: 10-17 months
Retail: A gift shop location, along with satellite retail spaces throughout the Attraction, is planned.
These efforts will focus on the development of a central, permanently located retail space to act as a
gift shop and convenience items sales space. This space will rely primarily on existing infrastructure
and would be remodeled to accommodate new products, better traffic flow patterns, and an improved
guest experience.
1. Construction Planning – 1/2 Month
Further analysis of existing retail space would take place during this time. A flow pattern of traffic
through each of these spaces, especially in relation to the rest of the Attraction, would be reviewed to
ensure that guests will enjoy shopping in this space.
2. Building Design – 1/2 Month
Numerous back of house spaces need to be considered in addition to space for display and sales of
retail items. Storage for overstock, light refrigeration for snack food and beverages, as well as working
spaces for employee and managers would all be integrated into the design. If AHR chooses to integrate
a third-party vendor/operator for this space, that party would be involved throughout the
construction process.
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3. Feasibility Analysis – 1/2 Month
A review of existing support infrastructure (i.e., Power, Sewer, Water, Data, etc.) would be employed
to ensure that the retail location would function well within the planned space. The flow of guests to
and from this space in relation to the rest of the Attraction would be considered and modeled.
4. Design Build – 1/2 Month
Mechanical details, fixtures, appliances, and material specifications would be refined during this stage.
It is the hope of AHR that common design elements from the Attraction could be incorporated within
this space for a uniform appearance.
5. Working Drawings – 1/2 Month
All modifications to existing spaces as well as drawings for any expansion plans or newly constructed
elements would be drawn.
6. Bidding – 1 Month
AHR will source multiple bids for each portion of the project in accordance with all applicable
procurement processes. It is our desire, when possible and practical, to keep the construction efforts
localized to provide the greatest impact on the local community.
7. Pre-Construction – 1/2 Month
Awarded vendors and sub-contractors will provide a refined list of items and materials to be used
within the project.
8. Construction Procurement Process – 1 Month
Sources for appliances, Point of Sale, display fixtures, and other hard goods will be found or contracted
during this step of the process.
9. Construction & Post Construction – 1-2 Months
Retail space construction timelines seem to be more predictable due to the common nature of these
projects.
TOTAL: 6-7 Months
Bar: This space is envisioned to supplement either a restaurant space or the beer garden as a yearround venue. The flow of guests through this multi-use space will require some design effort to ensure
a safe and enjoyable experience. The Bar project would occur concurrently with the beer garden and
restaurant projects as there is a considerable amount of overlap. This would be a new construction
effort and not rely on any existing infrastructure. Lastly, special attention will be required to ensure
that all alcohol permits, and licenses are obtained in a timely manner.
1. Construction Planning – 1 Month
Includes required permitting and planning for an efficient use of space. This space would be an anchor
for the overall Attraction due to its draw.
2. Building Design – 1 Month
Envisioned as an indoor space, the design will need to accommodate the natural surroundings as well
incorporate required supporting infrastructure for practical use. High volume refrigeration, food
preparation, bar services, and restroom facilities may be required for this attraction.
3. Feasibility Analysis – 1/2 Month
A review of existing support infrastructure (i.e., Power, Sewer, Water, Data, etc.) would be employed
to ensure that the bar would fit within the overall concepts of the Attraction as well as function well
within the planned space. The flow of guests to and from this space in relation to the amphitheater/
concert venue, beer garden, and the rest of the Attraction would be considered and modeled.
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4. Design Build – 1 Month
Mechanical details as well as flow and volume requirements would be refined during this stage. It is
the hope of AHR that common design elements from the amphitheater/concert venue, Stage 2 and
other restaurant space could be incorporated within this space for a uniform appearance and to obtain
an economy of scale for purchasing.
5. Working Drawings – 1 Month
Completed drawings material specifications are the primary focus of this effort. These items, with
stakeholder approval and review, will make up the bid package for construction. Initial, and critical,
permitting would be started during this step.
6. Bidding – 1 Month
AHR will source multiple bids for each portion of the project in accordance with all applicable
procurement processes. It is our desire, when possible and practical, to keep the construction efforts
localized to provide the greatest impact on the local community. The bid review process would also
involve all stakeholders in the project.
7. Pre-Construction – 1 Month
Vendors and sub-contractors will provide a refined list of items and materials to be used within the
project.
8. Construction Procurement Process – 1 Month
Procurement for the Bar will require a wide range of vendors and their expertise. As multiple projects
may be underway at any one-time, off-site storage or additional on-site material yards may be required.
9. Construction & Post Construction - 2-3 Months
The timeframe for this step is based on a remodel of an existing structure. This estimate my double
or triple if substantial new construction efforts are required.
TOTAL: 8.5-9.5 months
Carousel: Construction timeline on this project will the rely heavily on the third-party vendor selected
to re-build, repair, and certify the actual ride itself. Most of the efforts reflected in this estimate will
apply toward the support infrastructure and site preparation efforts required to act as the foundation
for the ride. As an improvement, additional canvas will be installed for shade throughout the year.
1. Construction Planning – 1/2-Month
Basic planning of the support infrastructure would be required.
2. Building Design – 1/2 Month
Envisioned as an upgrade to existing ride infrastructure, this building would require a minimal amount
of design.
3. Feasibility Analysis – 1/2 Month
A review of existing support infrastructure (i.e., Power, Sewer, Water, Data, etc.) would be employed
to ensure that the Carousel would fit within the overall concepts of the Attraction as well as function
well within the planned space.
4. Design Build –1/2 Month
It is the hope of AHR that common design elements could be incorporated within this space for a
uniform appearance and to obtain an economy of scale for purchasing.
5. Working Drawings – 1/2 Month
Completed drawings material specifications are the primary focus of this effort. These items, with
stakeholder approval and review, will make up the bid package for construction.
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6. Bidding – 1 Month
AHR will source multiple bids for each portion of the project in accordance with all applicable
procurement processes. It is our desire, when possible and practical, to keep the construction efforts
localized to provide the greatest impact on the local community.
7. Pre-Construction – 1/2 Months
Vendors and sub-contractors will provide a refined list of items and materials to be used within the
project.
8. Construction Procurement Process – 1/2 Month
While not as intensive as other on-site projects, the Carousel will require a third-party vendor and their
expertise to re-build and certify the ride itself.
9. Construction & Post Construction – 1/2 Month
Minimal effort involved. This project could certainly take place concurrently with other ongoing
efforts.
TOTAL: 5 Months
Train: This portion of the Attraction is envisioned to re-use most of the existing track bed and station
locations. Most of this effort would be dedicated to working with a third-party contractor as they
rebuild ride and track infrastructure and install new ride mechanicals for this miniature train.
1. Construction Planning – 1/2 Month
Basic planning of the support infrastructure would be required.
2. Building Design – 1/2 Month
Envisioned as an open-air track structure with utilities, this building effort would require a minimal
amount of design.
3. Feasibility Analysis – 1/2 Month
A review of existing support infrastructure (i.e., Power, Sewer, Water, Data, etc.) would be employed
to ensure that the Train would fit within the overall concepts of the Attraction as well as function well
within the planned space. An environmental study would be required if the selected route of the train
was to be expanded into undeveloped areas of the Attraction.
4. Design Build –1/2 Month
It is the hope of AHR that common design elements could be incorporated within this space for a
uniform appearance and to obtain an economy of scale for purchasing.
5. Working Drawings – 1 Month
Completed drawings material specifications are the primary focus of this effort. These items, with
stakeholder approval and review, will make up the bid package for construction.
6. Bidding – 1 Month
AHR will source multiple bids for each portion of the project in accordance with all applicable
procurement processes. It is our desire, when possible and practical, to keep the construction efforts
localized to provide the greatest impact on the local community.
7. Pre-Construction – 1/2 Months
Vendors and sub-contractors will provide a refined list of items and materials to be used within the
project.
8. Construction Procurement Process – 1 Month
The Train will require a third-party vendor and their expertise to create the ride vehicle(s) itself.
Components could be sourced from multiple vendors.
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9. Construction & Post Construction - 1 Month
Minimal effort involved. This project could certainly take place concurrently with other ongoing
efforts.
TOTAL: 7 Months
Stagecoach Rides: This Major Attraction is less of a construction effort and more of a sourcing
effort. It is AHR’s intent to contract with a local purveyor of horse drawn stagecoach rides and employ
their services. Minimal infrastructure improvements would be required but regular, as well as any
deferred, maintenance, on the corrals and livestock facilities would need to be performed.
TOTAL: 3 Months
Section 3.b
Support Scope Elements: In addition to the Major Attractions listed in Section 3.a, numerous
supporting elements will be required or are planned as future enhancements to the Attraction. These
items are covered in detail within Sections 4.a and 4.b of this document.
1.
The supporting elements required for operations are outlines within the phases
opening approach outlines below.
2.
Phases of operation for each element or Major Attraction would be structured as
follows:
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Phase Zero: The primary focus of this phase will be to close the sale of existing assets
with Old Tucson Company. Construction planning for Phase I elements and Major
Attractions would begin at this time.
Phase One: One Restaurant (the Pizzeria space), Retail Space, Concession stand,
Amphitheater/ Concert Venue, Stage 2, and Restrooms are planned for this phase
Phase Two: Rehabilitation of all existing assets and construction of the Beer Garden
and Bar space. This would include the return to operation of the Train, Carousel,
Carriage Rides, and other elements throughout the Attraction.
Phase Three: The largest new construction projects would take place during this phase.
The Museum Space and other enhancements planned for the undeveloped areas of
the Attraction would be planned for completion during this phase.
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3.
All the supporting infrastructure and systems that are on the property now must be
serviceable or in habitable condition to open the Attraction. This would include, but is not
limited to:









Ticketing and admissions spaces
Restrooms in the areas to be used during Phase One of operations
Parking facilities and all signage
Vehicle and ride maintenance areas/structures
Water and sewage treatment facilities
Structural repair and maintenance to all buildings and roofs
Fire suppression systems
Communication systems (phone, data, public address, storm/lightening warning etc.

Section 3.c
Operational Dates: Operational dates for each element or Major Attraction correlate directly to the
phase of operation into which it has been placed. Referring to the elements and Major Attractions
referenced in Section 3.b above, the following dates are planned for each phase of operation:





Phase Zero: Thirty (30) days after execution of an Operating Agreement with Pima County.
Phase One: March of 2022
Phase Two: October of 2022
Phase Three: Spring of 2024

Section 3.d
Additional Information: AHR is anticipating that Pima County will handle all permitting and
construction/remodeling efforts of all fixed assets within the Attraction. It is critical that this work is
completed to ensure that this space may be occupied in a timely manner. In addition, repair, and future
mitigation of water erosion within the attraction (specifically the Main Street area) will be necessary.
These efforts will ensure a safe walking environment for guests as well as a safe working area for
employees, livestock, and other motorized vehicles.
The greatest risks include the degradation of the project timelines resulting in delays from planned
opening dates and budgetary overruns. In addition, concerns regarding the timeline and overall quality
of work to be performed by Pima County ahead of the assumption of the Operating Agreement by
AHR. It is critical the AHR has timely occupancy of the spaces required to operate the Attraction.
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Operations & Maintenance Approach
Section 4.a
Attractions Operations Plan: With significant infrastructure repairs, new construction, and other
improvements at OTS, a phased opening approach will be needed until construction is finished. AHR
has developed a-phased concept of opening which allows construction to continue while still attracting
guests to the property.
Phase One will entail focusing on special events, concerts, and festivals using primarily the outdoor
amphitheater/concert venue, Stage 2, and other specific buildings as support to the planned
operations. These buildings are located within area 99, area 100, area 200, area 400, area 700, area 800,
and area 900.
OTS will not be using the rodeo arena for rodeos at this time. The rodeo arena will be converted to
use for concerts, performances, and festivals. In addition to the repairs of the existing buildings, new
technology will need to be installed to support the Phase One operations. The list of buildings below
was taken from documents Pima County created of Old Tucson Studio owned assets and
maintenance/repair schedule.
Phase One Repairs
o All buildings in Area 99
Entry Building
Entry Plaza
Front Gate Storage Building
Last Outpost
Railroad Station
Area 99 Rammed Earth
Front Gate Kiosk
Last Outpost Exit Plaza
Area 99 fences
Area 99 Boardwalks
o All Buildings in Area 100
Storyteller Theatre
Arizona Theatre
Area 100 Restroom
Olsen’s Shop
Taxidermist
Big Scoop
Blacksmith Shop
Adobe Historic Landmark
Storyteller Historic Ruins
Area 100 Fences
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o Buildings in Area 400
Cowboy Café
o Buildings in Area 700
High Chaparral Main House
Area 700 Restrooms
High C Ramada
o All buildings in Area 800
Stage 2
Stage 2 Ramada
Bitter Creek
Rodeo Arena Announcers booth
Area 800 fences
Area 800 Boardwalks
o All buildings in Area 900
Warehouse
Warehouse Storage Shed
Art Department
Patty’s Parlor
Fire Pump House
Water Tanks
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Area 100 Boardwalks
o Buildings in Area 200
Phoebe’s Candy Store
Area 200 Fences in specific locations
Area 200 Boardwalks in specific locations

Maintenance Shop
Maintenance Storage
Oil Storage Ramada
Asphalt Walkway
Smoking Area
Employee Parking lot
All Roads
Main Parking lot
Auxiliary Parking Lot
Auxiliary Annex Parking Lot
Area 900 Fences

The planned entertainment can operate in the area only after the repairs are complete and new
infrastructure to support phase one is built.
Due to operating constraints, Phase Two and the remainder of the Attraction will not be open until
all facilities are structurally repaired, new technology is installed, and the infrastructure to support
operations has been built. Phase Two will entail opening OTS as a whole and adding themed events
throughout the grounds. The first major themed event with the opening of Phase Two will be Night
Fall or something similar. This will be followed by a Christmas event and then other themed events.
Nighttime operations during the summer will be an important aspect of operating the attraction due
the heat during the mid-day hours.
AHR has already commenced communication with its partners in the entertainment industry. These
partners include entertainment promoters, film studios, concert/festival producers,
reservation/marketing platforms, and contractors to understand what OTS needs to become a
premier facility in the State of Arizona. With the proper updated infrastructure, AHR will be able to
recruit festivals and premium entertainers from outside of the Tucson area and widely expand the
local economic impact.
AHR expects to open Phase One in the spring of 2022. Phase Two, which entails opening the
Attraction as whole, will be planned for the fall of 2022. Tours will be given, and regular updates will
be provided showing the property’s historical past and teasing what is to come.
The operational plan includes splitting OTS into two sections. One side (Phase One) focusing on
festivals, concerts, banquets, and weekend activities and the other (Phase Two) will focus on
daily/nightly attractions and entertainment. Movie productions would include both sections and work
around the schedule of the Attraction unless the whole facility is to be leased out. OTS hours and days
of operation are still being reviewed based on the seasonality of tourism and heat in the summer.
This operating plan will be fully executed and managed by AHR oversight of the OTS team. OTS will
have eleven different on-site departments to supervise each division of the operation. Input from
outside stakeholders as well as feedback from the community will be solicited for future enhancements
and to provide context with the historical significance of the previous operation of OTS. AHR believes
that taking a phased approach is best due to the potential for unforeseen challenges that may arise
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after a property of this size has been shuttered for so long. In addition, this approach broadens the
overall market and increases interest of the park by building demand and giving guests a flavor of what
OTS will look like prior the launch of Phase two. With AHR’s relationships with partners in the
entertainment industry, AHR feels that it can maximize all the possibilities OTS has to offer and tap
into new markets and wider audience than ever before.
Section 4.b
Relationship between Main Attractions and Support Elements: The support elements are just as
important as the Major Attractions. Retail, Food and Beverage (F&B), and supplemental
entertainment could make up over a quarter of all revenue for OTS. Retail and F&B are major aspects
of AHR’s current operations with over $7,000,000 in wholesale products and $1,700,000 in global
F&B sales. These support elements will be open with enhanced offerings prior to the launch of each
phase of OTS.
Obtaining OTS branding rights by working with Pima County is key to getting the retail shops
launched with a new, refreshed feel. On average, and in today’s economic environment, custom retail
product has a lead time of four to eight months. Preparing the F&B facilities is anticipated to move
smoothly but could be delayed by the transfer of the liquor license or in obtaining a F&B license.
OTS, as well as each event that is hosted at the Attraction, will have custom retail manufactured and
sold respectively. This retail will be reviewed annually to keep current with market trends and sales. In
addition to retail, AHR is reviewing a private label for OTS on specialty wines and liquors. Branding
OTS, each event, and each restaurant will assist in diversifying audiences and marketing to
demographics that may not otherwise have interest in the historical operation. The goal is to make the
supporting elements of OTS just as important as the major attractions. AHR would like locals and
tourists alike to visit OTS for the nightlife, restaurants, or unique retail that will be offered.
Section 4.c
Incorporation of Technology: AHR anticipates a large overhaul of the audio and visual elements of
the Attraction. This would include equipment for the amphitheater/concert venue and Stage 2 as well
as other enhancements throughout the main street area of the Attraction.
The new technology package would include a wide area mesh style wireless network to permit syncing
of all wireless devices within the Attraction. This would include an improved cellular data network to
permit guests to order F&B items, review an interactive map of the Attraction, and share their
experiences on social media
All existing Audio/Visual (A/V) systems within the Attraction would require significant service or
complete replacement to meet more modern standards of customer experience expected by guests.
This would include replacement of theatrical lighting fixtures, replacement of indoor/outdoor
speakers within the Attraction, installation of compliant wireless audio technology, and installation of
improved video monitors.
Additional lighting will be required in the parking area and those portions of the attraction that will
be operated during the evening and into the night.
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Supporting infrastructure for the amphitheater/concert venue space as well as Stage 2 will also need
to be installed or updated to modern standards. This is a major requirement for visiting our touring
bands as they build complex, yet easy to setup shows on the groundwork of this infrastructure.
Based on preliminary discussions, the budget has been set at $450,000 to accomplish the first phase
of the A/V improvements. Below is a breakdown of this total broken out by each planned element to
which it would apply.
Element
Amphitheater/Concert Venue
Stage 2
Main Street & Common Areas
Restaurants and Beer Garden
Other Attractions
TOTAL:

Audio
$125,000
$45,000
$50,000
$15,000
$10,000
$245,000

Visual/Lighting
$60,000
$25,000
$35,000
$25,000
$10,000
$155,000

Network/Coms
$15,000
$5,000
$15,000
$5,000
$5,000
$45,000

Sub Total
$200,000
$75,000
$100,000
$45,000
$25,000
$450,000

Section 4.d
Operations Contingency: One of the strongest business strategies of AHR is to develop operating
plans that can easily be transformed into other products. Having a contingency plan and being quick
to adapt is something that AHR also does well. OTS will be another example of agility in that every
building, product, and space planned can adapt when needed, and on short notice. The first 12-18
months of operation will be a study to understand attendance, operational needs, and any areas that
can be improved upon. Based on sales and popularity, attractions and activities will be changed, or
sold and new ones brought in. The activity list mentioned in Section 2.a is not permanent and may
change based on demand. Some examples of the multi-use buildings are the following:
 Stage Two
 Grande Place
 Museum Building
 Storyteller Theatre
 Courthouse
 Church
 Amphitheater/Concert Venue
 Mining Walk Through
 Chapparal Buildings
The buildings above and activities contained within will be designed to allow for them to morph into
a film set, special event venue, or themed entertainment space. The new warehouse will be a significant
asset to allow for storage of props, equipment, and inventory while filming or a major event is in
process.
AHR is active within the entertainment industry and is aware of the changing demands of guests and
entertainers alike. This insight will assist in keeping OTS relevant. The seasonality of OTS is a
challenge that AHR is going to address by introducing vibrant nightlife, special events, and creating a
destination for locals to gather after normal operating hours.
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OTS will be a diverse entity with revenue being generated from multiple sources. These revenue
streams will fluctuate based on the seasonality of the Attraction. Revenue streams for OTS are
expected to come from following:
 Attraction Gate Admission
 Special Event Admission
 Attraction Food and Beverage
 Special Event Food and Beverage
 Attraction Park Retail
 Special Event Retail
 Private Tours
 Parking
 Photography
 Leased Space
 Equipment/Facility Rentals
 Movie & Television Production
 Sponsorship Opportunities
As seen above, there are different sourced of revenue being generated by the Attraction or by special
events. This is due to the high dollar yields those special events generate by being able to charge more
for the ticket, food and beverage, and retail sales. In addition to being able to charge different rates
on entertainment, offering peak and off-peak pricing is a method used to attract visitors in the
shoulder seasons. After a brief period, OTS management will be able to analyze where the most
revenue is being generated and shift focus to those most profitable revenue streams. Providing for
multiple revenue streams, the ability to adapt the facility to ever changing trends and being tied into
the entertainment industry are all elements that will help OTS to be agile and fluctuate with different
economic factors.
Section 4.e
Regional Job Impacts: AHR intends to staff an estimated 130-150 positions at Old Tucson Studios.
A large majority of those positions will be seasonal with roughly 40-50 as year-round employees.
Estimated payroll for this level of staffing is roughly $4,500,000 annually. In the initial opening of the
Attraction, our staffing priorities will be high level management positions to oversee each department
as well as the administrative support staff such as accounting, human resources, and marketing team
members. Once these higher-level positions have been filled, our recruiting efforts will then be geared
toward event staff, food and beverage servers, and ticketing/reservations agents. As AHR completes
each phase of the reopening process, the total number of employees will quickly increase to include
additional administrative staff as well as begin to build retail, attractions operations, property
maintenance, mechanical, and production departments.
AHR strives to be a company that is desirable to work for and offers many benefits including medical,
dental, vision, and life insurance along with disability, 401k plans, paid time off, and other perks to
year-round employees. Seasonal employees are also able to access some of these benefits and are
provided with a path for promotion from seasonal work to a full time, benefited position. We work
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to create a culture of passion for what we do and prioritize building strong, productive teams through
our recruiting efforts.
In addition to the employees hired to work for Old Tucson Studios, AHR plans to contract out
portions of the attraction such as some of the restaurant operations and the stagecoach rides. The
contracted businesses will have the opportunity to increase their own staffing levels to accommodate
these additional locations, or to create something new at Old Tucson Studios.
The local impacts within the local region directly correlated with job creation are immense and we
look forward to benefiting the surrounding area in this way. The creation of hundreds of jobs will
present an opportunity for increased consumer spending within the region due to higher take home
pay for residents. This, in turn, drives spending and increases the money circulating in and around the
Tucson area. In addition to the direct impact of increased spending, creating jobs in a local area can
stimulate strong economic growth and drive businesses to become exposed to additional capital,
further growing their ventures.
Section 4.f
Maintenance Cost: AHR anticipates a soft opening centered around special events with the primary
focus concentrated on utilizing the event spaces for concerts starting in March 2022. The goal is to
generate enough revenue to offset some of the staffing and startup costs incurred during the fall and
winter of 2021. During this time, the use of space will focus on the amphitheater/concert venue and
the Stage 2 area. Bathrooms that are within walking distance of the event spaces will be required as
well as the Pizzeria kitchen for preparation of food which will be delivered to the concession stand.
It is estimated that utilities and operational bills will be around $4,000 per month. This monthly
amount should stay low as the main studio spaces and other Major Attractions will be under
construction or dark prior to opening in October 2022. The anticipated overhead centers on base line
utility costs as well as partial hiring of key staff in addition to most long-term department heads as
shown within the OTS organizational chart found in Section 1. This staff would primarily be the fulltime portion of the staffing planned for the new subsidiary at Old Tucson Studios.
AHR forecasts start up operating costs to include about $400,000 in payroll prior to the special events
spaces opening. AHR can offset this short-term loss with the margins achieved with special events
once opened. In addition, AHR would potentially offer private group tours of the rest of the property
as well as small-scale special events in the Stage 2 space. Depending on demand for concerts, OTS
may also operate some evenings in the summer months. A brief stoppage in operation is planned
between Phase One and the full reopening during Phase Two.
Some of the identified major expenses associated with the startup period will be the ordering of retail
products, marketing efforts, public relations campaigns, VIP soft opening, insurance costs, asset
acquisition costs, the transference of the liquor license from Old Tucson Corporation, and the
financing of new Cap Ex projects. AHR has the capability to utilize multiple financial channels to
achieve this by leverage the profits of other subsidiaries as well as lines of credit set aside for business
development of a new entity. AHR anticipates around $1,000,000 in special event revenues within the
spring of 2022 with an operating cost of around $1,300,000. This loss is due to the oncoming staff
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and required purchase of equipment and supplies to operate these special events during this initial
opening period.
The full reopening will take place on October of 2022. AHR anticipates that all regular staff would be
hired for the day-to-day operations of the Attraction by this date as well as seasonal staff for the two
major special events. The first seasonal event would be either branded as Night Fall or a new
Halloween event similar in nature. The second holiday event would be a Christmas holiday themed
event.
AHR approximates the utilities costs to be $30,000 a month or about $350,000 a year. As a goal, all
sub leased restaurants and bar spaces would be targeted to be opened along with the rides, major
attractions, and beer garden at the completion of Phase Two.
These special events will allow AHR to mitigate the risk of reopening the Attraction. They begin
supplying cash flow to OTS, allow the addition of seasonal staff and department heads positions, and
create good will and public awareness around the return of the venue. The success of the events will
determine the amount of required funding from other AHR subsidiaries to generate positive cash flow
for OTS. As a goal, operating capital will come from AHR subsidiaries while actual depreciated assets
will come from the long-term Cap Ex loans. In general, AHR anticipated that the upfront losses and
required funding would generate a profitable company between year three and year four of operation
with an average profit margin of around 12% after the fourth full year of operation in 2026.
Section 4.g
Capital Maintenance Cost: AHR anticipates regular reoccurring maintenance to be key in the image
and success of the Attraction. It is imperative that Pima County have all the facilities in sound
condition once it is placed under AHR operation. Once the Attraction is fully operational, AHR
anticipates spending around $125,000 annually on maintenance and improvements beyond just the
payroll of the positions hired for the maintenance department. In general, AHR would plan to
maintain the condition to that of the beginning of the lease and would negotiate with the county on
any agreed upon improvements to fixed assets where a concession on the rent may be required. AHR
would maintain its own assets and would be the owner of each. The goal would be to maintain all
buildings and structures within standard wear and tear out of the annual maintenance funds once AHR
takes over operation of the Attraction. AHR estimates that the roofs currently in good order will need
replacement between year 15 and 20 of the lease and would be paid for by AHR as part of its operation.
Items like restrooms, electrical cabling, water lines, and HVAC units would be given to AHR in good
working order and would be maintained by OTS for the life of the lease. Negotiations with the county
to resolve any items which are not agreed upon to be in good working order will become necessary.
AHR will create a maintenance timeline for all buildings, rides, and major attractions on the property
and will submit this information to the county to show that maintenance is current. All maintenance
funding should come out of gate admissions revenue augmented by additional revenues generated
inside the Attraction. Capital improvements funds for new assets will come from loans provided by
the parent company or any of the financial lenders we currently work with. In addition, AHR will seek
regional sponsorships for individual Major Attractions to offset some of the maintenance costs. In
general, AHR feels comfortable with the maintenance demands of the property assuming all repairs
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identified during the April 2021 walk through with Pima county have been completed before opening
of the entire Attraction to the public in fall of 2022.
Phase 1: Estimated Financials (Confidential)
Revenue Forecast
Year
Ticket Sales
Parking
Food & Beverage
Photography
Average Event Ticket Pricing
Average Event F&B Yeild
Average Event Photography
Ticketing Fee
Retail
Rentals
Film Industry
Monthly Revenue

Avg. yield
$
$
$
$
$
$
$
$
$

March
36.00
4.00
3.50
0.50
75.00
15.00
1.00
2.00
3.50

$

4,666.67

April
$

May
9,333.33

$

June
9,333.33

$ 262,500.00
$ 52,500.00
$
3,500.00
$
7,000.00
$ 12,250.00

$ 525,000.00
$ 105,000.00
$
7,000.00
$ 14,000.00
$ 24,500.00

$ 525,000.00
$ 105,000.00
$
7,000.00
$ 14,000.00
$ 24,500.00

$ 342,416.67

$ 684,833.33

$ 12,000.00
$ 696,833.33

3,500

7,000

7,000

Attendance for yields

Estimated Expenses and P&L for 2022-2026
Month
Revenue

March
April
May
June
$ 342,416.67 $ 684,833.33 $ 696,833.33 $

-

Description
Wages
Employee benefits/Payroll (11%)
Expenses
Credit Card Fees 3% (75% of Rev.)
F&B Costs
30%
Retail costs
45%
Photography cost
30%
Band/Entertainment Cost
Uniforms
Office supplies
Utilities (power/gas)
Insurance
Production/ events
Capital Improvements
Marketing Expenses
Internet
Phonelines
IT Service
Ticketing system
$1.50 per ticket
County Sales commsions
1.5% of ticket sales
Management Fee
Equipment Rentals
Loan
Repairs Building/Facility
Waste Removal
Small tools/supplies
Vehicles/Mechanical Repairs
Fuel
Safety/Security
Outside Services
Professional Services
Training
Licenses/Permits
Meals/Entertainment
Travel
Animal Care
Employee Awards
Donations
Dues/Subscriptions
Ammenites/Giveaways

$ 194,291.75
$ 21,372.09

$ 194,291.75
$ 21,372.09

$ 194,291.75
$ 21,372.09

$
$
$
$
$
$
$
$
$
$

7,704.38
15,750.00
5,512.50
1,050.00
75,000.00
2,000.00
2,500.00
4,000.00
19,500.00
22,000.00

$ 15,408.75
$ 31,500.00
$ 11,025.00
$
2,100.00
$ 150,000.00
$
2,000.00
$
1,500.00
$
4,000.00
$ 19,500.00
$ 22,000.00

$ 15,678.75
$ 31,500.00
$ 11,025.00
$
2,100.00
$ 150,000.00
$
2,000.00
$
1,500.00
$
4,000.00
$ 19,500.00
$ 22,000.00

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

15,000.00
833.33
500.00
2,000.00
5,250.00
3,937.50
5,000.00
2,500.00
16,900.00
5,000.00
1,400.00
1,250.00
1,000.00
750.00
1,000.00
7,500.00
1,500.00
500.00
416.00
500.00
1,666.00
500.00
750.00
500.00
-

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

$

-

Total Expenses
Profit
Margin before taxes

$ 446,833.55 $ 575,037.92 $ 575,307.92 $
$ (104,416.88) $ 109,795.41 $ 121,525.41 $
-30%
16%
17%

-
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30,000.00
833.33
500.00
2,000.00
10,500.00
7,875.00
5,000.00
2,500.00
16,900.00
5,000.00
1,400.00
1,250.00
1,000.00
750.00
1,000.00
7,500.00
1,500.00
500.00
416.00
500.00
1,666.00
500.00
750.00
500.00
-
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1,000.00
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7,500.00
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500.00
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500.00
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750.00
500.00
-

39

Old Tucson Studios Proposal
Responses to Section 3
Phase 2: Estimated Financials (Confidential)
Revenue Forecast
Year
Ticket Sales
Parking
Food & Beverage
Photography
Upgraded experiences
Retail
Rentals
Film Industry
Annual Revenue

Avg. yield
$
$
$
$
$
$

2022
2023*
2024*
36.00 $ 6,480,000.00 $ 6,840,288.00 $ 7,219,031.04
4.00 $
205,714.29 $
213,942.86 $
222,500.57
3.50 $
630,000.00 $
665,028.00 $
701,850.24
0.50 $
90,000.00 $
95,004.00 $
100,264.32
4.00 $
720,000.00 $
760,032.00 $
802,114.56
3.50 $
630,000.00 $
665,028.00 $
701,850.24
$
100,000.00 $
100,000.00 $
100,000.00
$
35,000.00 $
50,000.00 $
75,000.00
$ 8,892,736.29 $ 9,389,322.86 $ 9,922,610.97
*adjusted year over year at 1.5% for inflation

Attendance for yields

Increased 4% per yr

180,000

187,200

2025*
$ 7,617,129.06
$
231,400.59
$
740,554.21
$
105,793.46
$
846,347.67
$
740,554.21
$
100,000.00
$
100,000.00
$ 10,481,779.22

2026*
$ 8,149,234.73
$
240,656.62
$
792,286.71
$
113,183.82
$
905,470.53
$
792,286.71
$
100,000.00
$
125,000.00
$ 11,218,119.11

202,476

210,575

194,688

Estimated Expenses and P&L for 2022-2026
Year

2022
$ 8,892,736.29

2023
$ 9,389,322.86

2024
$ 9,922,610.97

2025
$ 10,481,779.22

2026
$ 11,218,119.11

$ 4,616,003.00
$
507,760.33

$ 4,754,483.09
$
522,993.14

$ 4,897,117.58
$
538,682.93

$ 5,044,031.11
$
554,843.42

$ 5,195,352.04
$
571,488.72

Employee Awards
Donations
Dues/Subscriptions
Ammenites/Giveaways

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

Total Expenses
Profit
Margin before taxes

$ 8,818,149.90 $ 9,087,675.51 $ 9,386,178.75 $ 9,668,718.26 $ 9,979,615.44
$
74,586.39 $ 301,647.34 $ 536,432.23 $
813,060.96 $ 1,238,503.67
1%
3%
5%
8%
11%

Revenue
Description
Wages
Employee benefits/Payroll (11%)
Expenses
Credit Card Fees 3% (75% of Rev.)
F&B Costs
35% of margin
Retail costs
45% of margin
Photography cost
60% of margin
Uniforms
Office supplies
Utilities (power/gas)
Insurance
Production/ events
Capital Improvements
Marketing Expenses
$1.50 per patron
Internet
Phonelines
IT Service
Ticketing system
$1.50 per ticket
County Sales commsions 1.5% of ticket sales
Management Fee
Equipment Rentals
Loan
Repairs Building/Facility
Waste Removal
Small tools/supplies
Vehicles/Mechanical Repairs
Fuel
Safety/Security
Outside Services
Professional Services
Training
Licenses/Permits
Meals/Entertainment
Travel
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200,086.57
409,500.00
346,500.00
36,000.00
12,000.00
30,000.00
70,000.00
350,000.00
350,000.00
250,000.00
270,000.00
10,000.00
6,000.00
28,800.00
270,000.00
97,200.00
120,000.00
30,000.00
202,800.00
100,000.00
20,000.00
25,000.00
24,000.00
18,000.00
20,000.00
200,000.00
30,000.00
7,500.00
5,000.00
10,000.00
20,000.00
15,000.00
15,000.00
6,000.00
90,000.00

211,259.76
432,268.20
365,765.40
38,001.60
12,000.00
30,000.00
70,000.00
350,000.00
375,000.00
250,000.00
280,800.00
10,000.00
6,000.00
28,800.00
280,800.00
102,604.32
125,000.00
30,000.00
202,800.00
100,000.00
20,000.00
25,000.00
24,000.00
18,000.00
20,000.00
200,000.00
30,000.00
7,500.00
5,000.00
10,000.00
20,000.00
15,000.00
15,000.00
6,000.00
93,600.00
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223,258.75
456,202.66
386,017.63
40,105.73
12,000.00
30,000.00
70,000.00
350,000.00
400,000.00
250,000.00
292,032.00
10,000.00
6,000.00
28,800.00
292,032.00
108,285.47
150,000.00
30,000.00
202,800.00
100,000.00
20,000.00
25,000.00
24,000.00
18,000.00
20,000.00
200,000.00
30,000.00
7,500.00
5,000.00
10,000.00
20,000.00
15,000.00
15,000.00
6,000.00
97,344.00

235,840.03
481,360.24
407,304.82
42,317.38
12,000.00
30,000.00
70,000.00
350,000.00
400,000.00
250,000.00
303,713.28
10,000.00
6,000.00
28,800.00
303,713.28
114,256.94
175,000.00
30,000.00
202,800.00
100,000.00
20,000.00
25,000.00
24,000.00
18,000.00
20,000.00
200,000.00
30,000.00
7,500.00
5,000.00
10,000.00
20,000.00
15,000.00
15,000.00
6,000.00
101,237.76

252,407.68
514,986.36
435,757.69
45,273.53
12,000.00
30,000.00
70,000.00
350,000.00
400,000.00
250,000.00
315,861.81
10,000.00
6,000.00
28,800.00
315,861.81
122,238.52
200,000.00
30,000.00
202,800.00
100,000.00
20,000.00
25,000.00
24,000.00
18,000.00
20,000.00
200,000.00
30,000.00
7,500.00
5,000.00
10,000.00
20,000.00
15,000.00
15,000.00
6,000.00
105,287.27
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Financial Criteria
Section 5.a
Financial Statements: The financial statements of American Heritage Railways are attached as
Appendix A. These statements, and all information contained therein, are to be considered
confidential and not released to the public, other bidders, or any other entity outside of the selection
process. All personal identifying information contained within should also be considered confidential.
Section 5.b
Capital Improvement Costs: Reopening an Attraction like OTS that has been shut down with
equipment left in poor condition is an expensive venture. After evaluating all equipment, buildings,
and technology it was apparent that AHR and Pima County would need to make a significant initial
investment to get OTS open for business. Based on an evaluation that Pima County has already
performed, the property as it sits needs an estimate of $1,800,000 of infrastructure repairs. To bring
OTS into the next level of operation as a premier facility with proper, modern technology and the
construction of new buildings, the Attraction would require an additional $2,722,000. With the
estimated repairs, improved technology, and construction of new facilities, the infrastructure
improvement estimate is $4,325,000. The total infrastructure improvement cost would be paid for by
Pima County as it would benefit the permanent facilities at OTS. AHR believes this amount to be on
the high end but wanted to take a conservative approach to budgeting. With these infrastructure
improvements removed from the capital expenditures, an estimate of $3,609,000 will be required to
procure additional equipment, attractions, and assets.
The list of capital improvements and required new equipment found below is what AHR believes
OTS needs to successfully launch the first two phases of operation. This investment will take a
partnership between AHR and Pima County to ensure Old Tucson Studios is successful for years to
come. Once both initial phases are launched and the park is operating, AHR would like to review
building a campground with both camp and RV sites, an 80-room hotel, and a full film sound studio.
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Capital Improvements and Equipment
Description
Amount Cost
Description
Amount
Trucks/Vehicles
3 $ 100,000.00 Native American exhibit
Trailer
1 $
6,500.00 Panning for Gold Display
Work/Passenger Golf Carts
4 $ 50,000.00 Office/Reservation/Call Equip.
Construction Equipment
1 $ 100,000.00 Black Smith Shop
Small Tools
1 $ 50,000.00 Cemetery
Display Wagons
3 $ 30,000.00 Retail Displays
Museum Display/Pieces
1 $ 100,000.00 Restaurant Equipment
Existing Building Repairs
1 $ 1,850,000.00 Ice Cream/Candy/Bakery Shop
Amphitheater
1 $ 500,000.00 Art Gallery
Stage 2 Upgrades
1 $ 100,000.00 Bar
New Warehouse Building
1 $ 325,000.00 Soda Fountain/Bar
Beer Garden
1 $ 125,000.00 Western Photo Tech/Tools
Church Upgrades
1 $ 50,000.00 Overall Tech/IT/Hardware
Touring Golf Carts
12 $ 135,000.00 Cowboy Games
Sound/Lighting/Tech
1 $ 675,000.00 Arcade Games
Park/Event Décor
1 $ 225,000.00 Poker/Gabling Game Room
Costumes
1 $ 30,000.00 Lasso/Roping
Landscaping
1 $ 75,000.00 Wild West Play Ground
Fencing
1 $ 45,000.00 Refreshment Stand
Small Buildings
3 $ 75,000.00 Shooting Gallery
New Museum/Display building
1 $ 525,000.00 Property Security System
Train Repairs
1 $ 135,000.00 Walking/Biking/Golf Cart Trail
Carriage/Tack
1 $ 15,000.00 New Concession Stand Building
Track Car Ride
10 $ 120,000.00 Display/Prop Locomotive & Cars
Carousel
1 $ 100,000.00 OTS Collection/Fees/Costs
Vendor Booths
6 $ 80,000.00 Roofed Area for Locomotive/Cars
New Attractions
2 $ 75,000.00 Theatre
Banquet Tables/Chairs/Supplies
1 $ 60,000.00 Movie Props

1
1
1
1
1
3
2
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
4
1
1
1

Cost
$ 50,000.00
$ 25,000.00
$ 70,000.00
$ 10,000.00
$ 15,000.00
$ 75,000.00
$ 70,000.00
$ 50,000.00
$ 30,000.00
$ 75,000.00
$ 50,000.00
$ 30,000.00
$ 145,000.00
$ 17,500.00
$ 110,000.00
$ 45,000.00
$ 25,000.00
$ 65,000.00
$ 25,000.00
$ 12,500.00
$ 95,000.00
$ 45,000.00
$ 145,000.00
$ 225,000.00
$ 675,000.00
$ 75,000.00
$ 70,000.00
$ 100,000.00

TOTAL EXPENSE $ 8,181,500.00

Section 5.c
Risk Analysis: Generally speaking, AHR is very risk adverse. We plan for contingencies and try to
anticipate changing market conditions well in advance of their arrival at our properties.
1. Contingencies: The intent of Old Tucson Studios is to make a completely self-sufficient
subsidiary under the American Heritage Railways umbrella. That said, the most significant risk
exists at the starting point of the operation. With this being the case, AHR may try to find
other solutions to generate cash flow such as private tours, tour group revenues, or simply
mitigate the risk by delaying the timeline of the Phase 2 public opening. If delays to the
amphitheater/ concert venue space or Stage 2 renovations occur, revenues from these venues
would fall short. In addition, project management efforts and department head staffing would
still have to begin around the time of the Phase One soft opening. If this were the case, funding
would likely come from lines of credit that AHR has secured or cash flow from its other
subsidiaries as short-term loans between the companies.
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Another concern with the opening of the attraction could include lower than expected
attendance due to an unforeseen economic downturn. In this case, careful analysis of the type
of guest visiting OTS along with an in-depth review of economic forecast will help dictate the
appropriate plan.
OTS would plan to analyze drive market, locals, and foreign guest to determine how to adapt
and adjust marketing efforts to minimize risk of annual attendance. Age demographic studies
will help to choose which Major Attractions are adapted or modified during any future
expansion as well. Should a restaurant or retail operator struggle, negatively influencing the
overall F&B product, AHR can either rely on a list of sub leasers that provide this type of
service for its other subsidiaries or simply assume operation of the space. These partners may
take over the leased operation for a short term until the appropriate operator is found.
2. Revenue Fluctuations: AHR recognizes the potential struggles of cashflow and lower
attendance due to the extreme heat in the Sonoran Desert of Southern Arizona between May
and September. This creates a potential risk to steady attendance and cash flow for four to
five months of operations every year. Based on tourism research and financials from the
previous operator, AHR believes the peak season to be October- March, shoulder months to
be September, April, and May, while an offseason would take place from late May to early
September. This attendance pattern is a complete opposite of our other businesses in the
tourism industry, primarily supported by strong attendance in the summer months. The winter
months of January and February are typically the off season for many of the AHR subsidiaries,
but OTS would help to offset that slow period with strong attendance during these cooler
months. As such, the parent company should have twelve months of solid cash flow should
any issues arise. AHR’s strategy during the hottest summer months would include limiting the
number of days per week that the Attraction is open, operating evening experiences, and
special events that can generate higher yields from smaller crowds. OTS would also potentially
try to entice film work at this time of year.
As four or five months of the year could potentially produce 40-50% less revenue that peak
season, this means that OTS must identify ways to increase profitability and revenue during
the remainder of the planned operating calendar. This revenue forecast drives the desire for a
soft opening in spring of 2022 and the full reopening going into the peak holiday season during
the late fall months. Branded special events during the holidays should quickly make up for
some of the lower revenue summer months. A goal for the slower summer months would be
to generate at least 70% of projected revenues. The peak season should exceed 130% of
monthly revenues to stabilize cash flow.
One benefit of the slower months is that they make for ideal times to expand the Attraction,
allow for reductions in seasonal staffing needs, and to perform routine maintenance. If the
increases and decreases in attendance are paired with appropriate shifts in non-fixed expenses,
this risk can be mitigated every year. Every venue AHR currently operates has a peak season,
shoulder seasons, and off-season operating plan and we do not anticipate OTS being any
different. AHR does feel it is important to have some presence twelve months of the year,
whenever possible. In some cases, a skeleton crew would be retained to allow OTS to remain
partially open during the slowest months. As a goal, we anticipate opening the Attraction for
at least 285 days a year. Other small-scale activities to help offset the slowest months could
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include seasonal installation of a drive-in theater in the parking lot for use during the cooler
evening hours. Smaller evening concerts as well as intimate private events work well when
staff is reduced for the off season.
3. Key Market Conditions: Old Tucson Studios will have several different key demographics
of guests that will come to experience the Attraction. The first, and most likely the largest, is
the local market. The next would be the key drive markets within 250 miles of the Attraction.
The final demographic would be domestic travelers outside the drive market as well as
international guest. The best way to mitigate risk is to analyze ever-changing conditions among
all three of these demographics and adapt the product offerings of OTS accordingly. While
this struggle has always existed, it came to light much more so in the past two years. During
the COVID-19 Pandemic, AHR subsidiaries had to adapt to the lack of international and longdistance travelers. This effort included a stronger domestic marketing campaign resulting in
increased local guests and higher drive market attendance. Following the trends in travel and
conducting market surveys are important when considering adjustments to product offerings.
Key conditions to analyze include the state of the economy, geo-political culture, and industry
trends. Finally, strong ties to other local and regional attractions can form valuable alliances to
help mitigate some of the risks and collectively adapt to adjust as needed.
As the parent company, AHR will help to balance the revenue and cash flow of OTS with its
other subsidiaries. The involvement of a parent company works to make each independent
subsidiary less volatile and more adverse to risk than a standalone entity. By having venues
and subsidiaries that are in varying regions of the United States, each subsidiary becomes less
reactionary regional short comings and local economic declines. Furthermore, AHR also has
seasonal operations within the United Kingdom, Canada, and Australia.
AHR has overcome economic down turns, pandemics, natural disasters, and labor shortages
in its 23-year corporate history. In all cases AHR has been able to sustain itself and, over time,
continue to grow in a positive pattern. We fully anticipate that some, or all, of these incidents
will affect OTS over the course of the 25-year lease and are prepared to weather the financial
storms that they may entail. AHR looks forward to working with Pima County for the full fifty
(50) years should a second term be picked up
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