


Welcome and Objectives

Video on History of Florida Local Land Conservation Programs

Introduction of Speakers

Background on Funding Options, Recommended Process, 
Private Campaigns

Case Study of Osceola County SAVE Program

Case Study of Nassau Florida CLAM Program

Overview



Workshop Objectives

▪ Understand mechanisms for local 
funding of land conservation in Florida

▪ Learn from successful case studies in 
Florida

▪ Network with experts and stakeholders 
in conservation finance





Show me the MONEY: Funding Land 
Conservation at the Ballot Box

Speakers in Order

Meredith Budd, Director, Strategic Initiatives 
Live Wildly Foundation 

Pegeen Hanrahan, P.E., Southeast Conservation 
Finance Director, Trust for Public Land

Brandon Arrington, Osceola County Commissioner

Taco Pope, AICP, Nassau County Manager



Introduction of Speakers



Background on Funding Options, Process, 
Roles and Responsibilities

The Trust for Public Land has helped pass nearly 650 ballot measures for parks, 
land, trails and schoolyards since 1996, representing over $93 billion in funding.  

In Florida we’ve assisted Alachua, Brevard, Collier, Flagler, Hillsborough, Indian 
River, Manatee, Martin, Miami-Dade, Lee, Nassau, Sarasota, St. Lucie, Volusia and 
other Counties and are currently working with Clay, Lake and Osceola Counties. 



Three Most Common Local Funding Options for 
Land Conservation, Parks, Trails, Schoolyards

General Obligation Bonds   

Single subject, should focus on capital projects, 
typically backed by ad valorem property tax millage

Property Taxes or Budget Allocation

City or County Commission can allocate on their own, 
without voter approval; voter approval is a “straw poll”

Sales Taxes – Usually for Capital Projects

Referred by County Commission for voter approval.  
smaller Florida counties can approve by BOCC.
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Recommended Process to Assess Feasibility

We follow a well-tested road 
map to help local governments 
assess funding options to see if 
there is one your community will 
embrace.

Feasibility Research

Public Opinion Survey

Program Recommendations

Ballot Language 

Campaign 



▪ Legal constraints
▪ Best practices
▪ Integrate community 

priorities and policy 
goals

▪ Work with attorneys, 
bond counsel

▪ Must be clear, 
transparent

▪ Can have additional 
information in 
implementing 
resolution or ordinance

Ballot Language is Critical



Privately Funded Public Opinion Polling



Mechanism # Passed # Failed Total % Passed

Bond 54 8 62 87%

Sales Tax 16 8 22 73%

Property Tax 13 2 15 87%

Other* 2 0 2 100%

Total 85 18 101 84%

Local Conservation Finance Mechanisms in Florida

Source: TPL LandVote Database - measures that include $ for land conservaton.

Summary of local ballot measures from 1996-2023

*Budget allocations

84% of Florida’s Conservation Ballot Measures Have Passed



This is True in Good Times and Bad
77% Overall Approval Rate Across the United States



This is True in Red Counties and Blue



KEY Ingredients to Voter Approved Funding Sources

Community 
support, and 
support from 
advocacy 
groups, is 
important.

We want all parts 
of the 
community 
(different 
neighborhoods, 
urban/suburban/
rural, different 
constituencies) 
to be able to see 
value in the 
projects.  “Put 
the voters in the 
picture.”  

CLEAR, LEGAL, DESCRIPTIVE BALLOT 
LANGUAGE 

APPROVED BY VOTERS FOR THOSE 
DEMONSTRATED NEEDS

Elected 
Leadership

Community 
Engagement 

& Support

Demonstrated 
Need



Local Government Cannot Campaign

Florida Statute now limits local 
government from advocating for or against 
ballot measures.   Staff should NOT expend 
any paid time or resources.  Campaigns are 
privately funded.   Non-profits can legally 
assist using non-public funds.  



Often Include Other Capital Needs

Radio Ad, 
Click on 
Logo:



Additional Protections are Possible

Alachua County and Gainesville 
voters adopted registries of 
protected public places that 
require a majority vote at the 
ballot box to sell or convert lands 
acquired or used for 
conservation, recreation or 
cultural purposes.   Conservation 
easements and deed restrictions 
also can be used. 



Everyone Has a Role to Play, County Staff is Most Constrained



There IS an important public policy 
role for the county to establish an 
effective, transparent land 
conservation program that leverages 
private, state and federal funds. 

Case Studies – Osceola and Nassau



Osceola County SAVE Program



History of the SAVE Program
July 2004

Ordinance 04-08 approved by Board of County 
Commissioners, formalizing program and voter 
referendum.

November 2004
Voters approve Save and Value Environment (SAVE 
Osceola) referendum

October 2005
Board of County Commissioners Appointed Land 
Conservation Advisory Board.

January 2006
Land Acquisition Process Began

July 2016
Land Acquisition Process Completed



Purpose of the SAVE Program

Acquire, improve, and manage 
environmentally significant land

20-year program, expires in 2025 
(FY26)

$60 Million
85% for acquisition
15% for facilities and 
management



Partnerships

▪ City of Kissimmee
▪ Osceola County
▪ South Florida Water Management District
▪ Trust for Public Land
▪ U.S. Forest Service
▪ Florida Fish and Wildlife
▪ Private Developers



SAVE Site Purchases

Camp Lonesome
2,443 Acres

Cherokee Point
183 Acres

Lake Lizzie
53 Acres

Lake Runnymede
43 Acres

Shingle Creek
217 Acres

Twin Oaks
370 Acres

Tupperware Island
25 Acres



Program Status

▪ 19 properties acquired

▪ 3,300 acres purchased 
between 2006 and 2014 @ $53 
million

▪ All acquired properties are 
open to the public

▪ Annual restoration and 
maintenance activities for all 
facilities ongoing

▪ Management plans 
completed for all properties



Reauthorization in Process

• Intent and elements of Ordinance for Voter Referendum
▪ Acquire: natural or wetland communities; improved property for restoration; flood 

prone areas; greenways, blueways, trails; and lands with aesthetic and recreational 
value

▪ Describe potential uses for funding restoration, removal of invasive species, 
replanting, user-oriented recreational facilities, and plantings on public lands

▪ Establish criteria for identifying lands and prioritizing purchases

▪ Authorize County to issue tax-exempt bonds to finance land acquisition

▪ Authorize County to levy 0.25 mills of ad valorem taxes to secure payment of debt 
service on bonds

▪ Establish maximum principal of bonds at $70 million

▪ Establish implementation plan – maximum annual principal and interest payment 
50% of levy

▪ Surplus revenue to operate, maintain, and manage acquired properties
▪ Reaffirm funding shall be in addition to current and future funds for parks and 

recreation land acquisition and management



Importance of Osceola County

Of all 67 Counties in Florida, Osceola 
County has the highest percentage of 
Florida Wildlife Corridor lands that are 
functional ecosystem yet to be 
protected.



County Actions for Reauthorization

• Process for Reauthorization:
▪ Statement of Legislative Intent Adopted by Board on June 3, 2024

▪ Board to adopt Ordinance for Voter Referendum on July 15, 2024

▪ Publication requirements and notice to Supervisor of Elections on 

August 2, 2024

▪ Referendum could be held on any election cycle (§100.261, F.S.) on 

November 5, 2024

▪ New requirements regarding local government education 

requirements apply



Trust for Public Land Assistance

▪ Entirely privately funded
▪ Completion of feasibility report 
▪ Completion of public opinion 

polling
▪ Recommendations on program 

elements
▪ Work with private, Osceola 

County citizens to communicate 
to voters



Feasibility Research

▪ Formally Requested by County
▪ Demographics
▪ Current Budget, Conservation 

Planning
▪ Fiscal Capacity and Finance Options
▪ Political Profile
▪ Election History
▪ Election Requirements
▪ Ballot Language Requirements
▪ Pathways to the Ballot
▪ Best Practices



Currently Assessing Options



Nassau Florida CLAM* Program
‘Nassau Now or Never Campaign’

*CLAM = Conservation Land Acquisition & Management 



Nassau Florida
Context: 

• Northeast most County on Atlantic Ocean

• 725 square miles

• County Pop: 101k/double by 2050 (BEBR)

• Jacksonville MSA Pop: 1.8M

• STRONG Conservative Republican

• Smaller Government/Less Regulation/Lower Taxes

• 2006/2008 – Measure Failed [didn’t make it to the ballot]

• 2022 – Passed @ 68% 

1. Patience + Time Perspectives
2. Think Big, Generational
3. Integrity of ‘Science’
4. Funding Strategy
5. Leverage + Learn from Others

5 Takeaways:



Patience + Time Perspectives

Kurt Lewin – Change Theory:  Unfreeze, Move, Refreeze [thoughts, feelings, and values] 

• Unfreeze: Establish that change is needed/motivation for change.  
• Move: Adjust thoughts, feelings, & values 
• Refreeze: Shared vision/direction/perspective + positive reinforcement

Tip: Patience/Time Perspectives   
1. Real change takes time, authentic engagement, and nurturing trust
2. Don’t get ahead of your citizens’ thoughts, feelings, & values
3. Success isn’t going to be measured in a single election cycle

Challenge: Get a Conservative 
Republican county to self tax.

Self-perpetuating ‘virtuous cycle and mutual stewardship’ 
   - Ellery & Ellery, 2019

Citizen Power Levels of Participation & 
Shared Governance Orientation
•Arnstein’s Ladder of Citizen Participation
• IAP2 Spectrum of Public Participation
•Ellery/Ellery’s Continuum of Community Participation
•Banyan’s Expanded IAP2 Shared-Governance Model



Nassau Florida CLAM
2006 to 2008 – First attempt to create a conservation program, failed to 

get support of referendum, partially great recession/largely lack of broad consensus

2016/2017 – Preliminary research, mapping/modeling, ULI TAP, WNHP Project 

2018 – Established a technical advisory group + more formal citizen engagement program. 
County initiated conservation study, TPL Part of team

2019 – TPL research, polling, measure referred to ballot, contracted with NFLT & NGN, PA 

2020 – CLAM program plan & manual published along with implementing ordinances, 
Conservation and schools measures removed from ballot because of COVID                   
[Included direction to come back in 2022]

2021 – CLAM program adopted, citizen oversight committee appointed, over 750 parcels 
nominated by citizens

May 2022 – Both Conservation and Schools put back on the ballot 

August 2022 – Top 25 Conservation Projects consisting of 221 individual parcels adopted 
by BOCC, Directed to pursue Top 15 Priority Conservation Projects totaling 84 individual 
parcels.           

Sept. – Nov. 2022 – Citizen Led ‘Nassau Now or Never’ private campaign

November 2022 - Ballot measure wins at 68%, Schools measure also successful

Robust CE, lots 
of ‘science’, 
built a coalition, 
developed civic 
capacity - why 
change was 
needed

U
N
FR

EE
ZE

Community 
ownership, 
grass-roots 
movement, 
took on a life of 
its own

M
O
V
E

Action, citizen 
power to 
choose, citizen 
oversight

R
EF

R
EE

ZE

Tip: Patience/Time Perspectives   
1. Real change takes time, authentic engagement, and nurturing trust
2. Don’t get ahead of your citizens’ thoughts, feelings, & values
3. Success isn’t going to be measured in a single election cycle



Think Big, Generational

Make no little plans. They have no magic to stir men’s blood … 
Make big plans … long after we are gone [they] will be a living 
thing, asserting itself with ever-growing insistency.

TIP: Think Big, Generational in Scale 
1. Aim to inspire, ‘stir men’s blood’
2. Assume Florida will exist in perpetuity & construct a 

program foundation on a generational scale
3. Bond is just seed money to prime the pump  
4. Success isn’t measured in years or elections cycles; it’s 

measured over the course of generations
5. Block out the hate [‘small minds’].

- Daniel Burnham

Great minds discuss ideas; 
Average minds discuss events; 

Small minds discuss people.
- Eleanor Roosevelt

Challenge: Your plan is too big, the cost 
exceeds your $30M bond, it will fail. 

Self-perpetuating ‘virtuous cycle and mutual stewardship’ 
   - Ellery & Ellery, 2019



Charlton

Nassau













Integrity of ‘Science’
TIP: Integrity of Science 
1. Conservation based on 

scientific reasoning
2. Protection of natural 

resources, systems and 
functions. 

3. Not based on politics, 
jurisdictional boundaries, or 
the good-ole-boy network. 

4. Program transparency, build 
trust, defend challenges



Integrity of ‘Science’
Challenge: Municipality wanted “their share” of bond 
proceeds based on % ad valorem property tax collected 
within the municipal boundary.

TAXABLE VALUE TODAY
$3,055,701,875 - 35%

TOTAL LAND AREA
±17 sq. mi – 3%

West of I95
ACS 2017

TOTAL POPULATION
±29,335 –37%

TAXABLE VALUE TODAY
$1,266,672,387 – 14%

TOTAL LAND AREA
±520 sq. mi – 80%

City 
ACS 2017

TOTAL POPULATION
± 11,957 –15%

TAXABLE VALUE TODAY
$2,132,741,918 - 25%

TOTAL LAND AREA
±11 sq. mi – 2%

East I-95 to ICW
ACS 2017

TOTAL POPULATION
±27,352 –35%

TAXABLE VALUE TODAY
$2,212,010,200 – 25%

TOTAL LAND AREA
±100 sq. mi – 15%

Unin. Amelia Island
ACS 2017

TOTAL POPULATION
±9,791 –12%

TIP: Integrity of Science 
1. Conservation based on 

scientific reasoning
2. Protection of natural 

resources, systems and 
functions. 

3. Not based on politics, 
jurisdictional boundaries, or 
the good-ole-boy network. 

4. Program transparency, build 
trust, defend challenges



Funding Strategy 

TIP: Funding Strategy
1. Reallocated a portion of millage rate 

from GF to CR
2. Dedicated allocation of the millage rate
3. Make it a separate line item on tax bill

Challenge: How do you lower the millage 
rate & finance a land acquisition program? 

• 100% of bond proceeds go 
to land acquisition

• Land management and 
administration is covered 
by millage allocation

• Dedicated funding source 
in perpetuity



Adopted Ballot Language



Leverage + Learn From Others

Goal: 3 to 1 leverage $$$
 [3 outside dollars to 1 local dollar] 

• Local: $30M GO Bond/Millage 
• State: Florida Forever Program
• Federal: MYA EPA with the US Navy
• Private: Amelia Forever Campaign

TIP: Leverage + Learn From Others
1. Leverage relationships/build a diverse coalition
2. Leverage money local, state, federal, and private 
3. Leverage existing bodies of knowledge/lessons 

learned
4. Maintain leverage in acquisition negations/be 

nimble/don’t hesitate to walk away 



Nassau Florida CLAM* Program
‘Nassau Now or Never Campaign’

1. Patience, Time Perspectives
2. Think Big, Generational
3. Integrity of ‘Science’
4. Funding Strategy
5. Leverage + Learn from Others

5 Takeaways:



Roundtable Discussion and Questions



Things to 
Consider
 for Your Own 
Community

Which Priorities Need Funding?     Trails?   
Parks?   School Yards?   Natural Lands? 
Farmland?  Forests?   Watershed Protections?

What Are Your Strongest Messages?   What is 
your “elevator speech?”

How Much Money Do You Need?    Can it be 
matched with state/federal/philanthropic 
sources?

What is Your Best Funding Source?  Bonds?  
Sales Taxes?   Private funds?  Grants?



Exercise for 
Your Own 
Community

On your county commission, who are 
your allies?  Who will oppose?  Can you 
get them on board?  Let voters choose!

Which organizations will be helpful?  Do 
they come from all parts of the 
community?

Who are your potential opponents?  Are 
they funded?  Do they know what 
they’re doing?  Who listens to them?

Provide your information for follow-up! 
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