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S TRATEGIC ROADMAP SUMMARY

A.

Purpose of this Strategic
Roadmap

The purpose of this Strategic Roadmap
is to serve as the guiding planning
document for Waco’s Downtown Master
Development as the project takes
shape over the next 12 to 20 years.

It synthesizes Waco’s guiding vision
and conceptual master plan into the
necessary supporting set of business
case parameters and phases, tailored
to seed and cultivate the conditions
needed to deliver Waco’s vision for its
future.

The Strategic Roadmap document
builds upon the engagement and
conceptual planning work undertaken
by the City of Waco and Gensler in 2022
and published in 2023 and reflects the
culmination of an intensive, iterative
master planning process that was
conducted in close collaboration with
the City since the selection of Hunt
Development Group (HDG) as Master
Developer in March 2024. Through the
subsequent 3-month planning phase,
this document was produced to capture
and summarize vision, direction, and
data driven conclusions that resulted
from an iterative and analytical
approach.

This roadmap is intended to serve

as a tool that answers questions and
empowers the City to confidently
advance the project. Upon its
presentation to City Council, and
adoption following the incorporation of
any feedback, the anticipated outcome
is that the City will authorize the team
to proceed with the Phase 1A of the Pre-
Development Agreement (PDA) based
on the technical, financial, legal, and
communication parameters set forth in
this roadmap.
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Parameters of this Strategic
Roadmap

Our approach to this Strategic
Roadmap is based on four
foundational and proven urban
planning principles derived from
the team’s experience with similar
transformational, dense, mixed-
use master plans:

1. Stay Ahead of the Growth

Given Waco’s location and the
unprecedented migration to central
Texas, rapid development is anticipated
in Waco over the next 20 years either

in a controlled, cohesive manner or it
will be on an opportunistic, reactive
project basis. The latter scenario is
likely to result in disjointed, small
developments in response to project-
based development opportunities

in which the City invests in the
infrastructure opportunistically to
enable the insular projects. The former
means the same level of City investment
is done strategically up front to create

a larger, more sustainable flywheel of
investment in which the market sees the
opportunity to invest at a much larger
scalein a “place” with a long range

plan (rather than a project), and the
investment will occur much faster and
result in higher tax revenues to the City
over the long term.

2. Seed the Market

Large-scale private investment

only occurs when there is proven,
foreseeable demand measured by
established fundamental market
metrics to underwrite (e.g., rent rates,
absorption rates, access to amenities) in
the specific location.



The fundamental market metrics

for Waco’s downtown vision do

not currently exist. Otherwise, the
development already would be
occurring. However, the current
demand equation for dense mixed-use
development in downtown will change
when the City is the first mover and
demonstrates a cohesive, sustainable
development plan that creates the
place and thus the demand that reduces
the risk of stabilization of the private
investment.

3. Unlock Value Beyond the
Sum of Current Parts

Other than the Indian Spring Middle
School site, no site of significant size

in the scope of the downtown plan
currently is developable to create the
“place” (or the gravity) that is needed
for significant near-term investment
underwriting. Every other site has
floodplain issues, street and utility
issues, parking capacity issues, or a
prohibitive land ownership, leasehold,
or other entitlement issue that is
dependent on City investment to make
it developable consistent with the City’s
vision. Therefore, it is crucial that the
City make these initial enabling and far-
thinking investments to unlock land and
seed the gravity for development. These
do reflect speculative investments,

but strategically made to yield far
greater returns than the same level

of investment made in a traditional
opportunistic/reactive approach
described above.

4. Sequence Matters

The project’s sequence of City
investments work hand in hand with
revenue return on investment. At the
start, investment of the City’s limited
debt capacity has greatest impact
where it can most quickly prompt a
ripple effect of economic impact and
be catalytic to private investment.
Crucially, these returns offer the City
resources to fuel the subsequent
phases. This does not necessarily mean
that all City investment will equate
directly to ad valorem tax revenues. For
example, City Halls on town greens are
proven strategic public investments
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to catalyze private downtown
development. Similarly, well-planned
green and public spaces connecting
nodes of activation also should be
viewed as an indirect, high return
investment to catalyze cohesive private
investment.

C.

Strategic Workshop Process

Following HDG’s selection as Master
Developer, and entry into a PDA with
the City in March 2024, a two-day
strategic visioning workshop was held
on March 27-28 to facilitate onboarding
and orientation of the developer

and wider project team. City staff,

its legal and financial advisors, WISD
officials, and the development team
discussed existing project information,
prior engagement content, and the
developer team’s initial research to
create a solid project foundation for the
entire integrated team that is deeply
rooted in a shared understanding of
Waco’s needs and values. Additionally,
prior to the workshop, participants
completed a reading assignment: “How
Big Things Get Done” by Bent Flyvbjerg
and Dan Gardner. This book provided

a shared set of references that helped
participants discuss how to support
complex projects of this nature for
success.

The objective of the first day of the
workshop was to establish the City’s
proclamatory “why” statement for the
project and the guiding principles within
that “why” that will inform the City and
the development team’s efforts at each
stage through the implementation of
the master plan. The second day of the
workshop addressed two objectives.
First, to define the placemaking vision,
location, and the City’s priorities for

the potential elements of the master
plan. Second, to establish the financial
parameters that would guide the
modeling of sources and uses of the City
funds available for the project and, thus,
the financing strategy and timing for the
public assets.



Downtown Waco is

the City's gravitational
center with the Brazos
River at its heart. It
reveals and celebrates
Waco's distinct identity
to create an abundant
future for generations
{0 come.

The compiled workshop materials are
available in Appendix A and represent
only the initial iteration of the technical,
legal, and financial task teams assigned
among the workshop participants.

This Strategic Roadmap document
reflects the ongoing refinement effort
that has occurred since the workshop,
and commitment to celebrating Waco’s
unique identity in a way that will be
widely inclusive, inspire its future
generations, and spark high-quality,
complementary private development
and increased economic activity in
downtown Waco.

That commitment carries forward into
each of the distinct phases of proposed
development. Each of the phases
initiates with public engagement,
further data gathering, and conceptual
design to bring the specific needs

and objectives into greater focus and
public discourse. Each will have their
own detailed pre-development plans,
schedules, and budgets that will be
progressively refined with residents and
stakeholders and fully vetted by City
staff and Council before any financial
commitment is made to proceed with
any aspect of the phase plan.

The Project “Why”

Best practice for master planning of

a project as large and complex as
Waco’s downtown revitalization is to
think about the project from right to
left and answer the question “why is
Waco undertaking this project?” The
answer to that question is intended to
capture the inspiration for the project
in a simple, concise statement that

is easy to remember and creates an
emotional understanding for every
stakeholder. Once that “why” statement
is established on the right, the team
then can work backwards to the left to
establish “what,” “when,” “where,” and
“how” for the various aspects of the
project that ultimately will achieve the
overarching goals and vision.
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The diverse group of 53 participants,
including 23 City and WISD officials,
dedicated a full day to uncovering,
understanding, and synthesizing a
powerful “why” statement. The final
statement from the conclusion of the
workshop is:

Downtown Waco is the City’s
gravitational center with

the Brazos River at its heart.
It reveals and celebrates
Waco’s distinct identity to
create an abundant future for
generations to come.

The terminology for the new
development was vigorously debated
throughout the workshop because
the word “downtown” has a meaning
that many could interpret to exclude
East Waco. On the contrary, East
Waco is a critical component of the
planning vision, particularly because
the long-term vision of the plan is

to embrace the Brazos River and the
activated River Walk making them
the heart of civic activity. This vision
statement fundamentally includes
East Waco, recognizing it as fully half
of Waco’s gravitational center. The
initial project limits are truncated
only by the current lack of enabling
public properties in East Waco within
the corresponding half mile radius
east of the Washington Street bridge.
Nevertheless, “downtown” is used here
in its broadest sense, and not only as
a near term descriptor of the vibrant
district currently described in this plan.

While East Waco falls outside the
immediate scope of this Strategic
Roadmap, it remains a crucial element
of the City’s long-term vision to
ultimately achieve the City’s “why” for
the project. Over the life of the project,
opportunities will continue to be sought
to extend a consistent phased approach
into East Waco to provide further
investment in additional green and
public spaces connecting residents to
amenities and nodes of activation, while
also working to resolve widespread
challenges resulting from the new FEMA
floodplain boundaries.



E.

Guiding Principles

Building from the creation of a
foundational “why,” the next step in
the planning process works to establish
the initial guiding principles that will
serve as the framework for evaluating
and planning the function, location,
and appearance of each element of

the proposed development as they

are conceived by the designers. During
the workshop, the team established
nine initial guiding principles for the
Downtown Master Development Project
against which all design decisions will
be measured.

Downtown Waco...

Activates the Brazos River as the heart of the City

Makes visible the City’s unique stories

Invites and connects the entire community

Generates purposeful economic growth

Enriches the public realm through creative expression and exchange

Demonstrates environmental stewardship

S oo o s W =

Has an activated ground plane that is walkable and consistent with
existing downtown scale and character

®©

Is inspired by the intrinsic character of each downtown neighborhood

9. Isa place to gather for generations of residents

F.

Phasing Definition and Summary

As discussed (and graphically shown in
detail in Section 2), the master planis
divided into distinct phases that reflect
the City’s financial constraints and
economic development priorities and
a natural, cohesive implementation of
the master plan that will generate the
most private investment into the new
district as quickly as possible over the
next 12 years. The phases of the master
plan and projected timeline for the
implementation of each phase are as
follows:
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= Phase 1A: Enabling Infrastructure
for Barron’s Branch District (2 years)

= Phase 1B: City Hall/WISD (4 years)

= Phase 2: Convention Center/
Performing Arts/Mary Avenue (8
years)

= Phase 3: Waco Square (10 years)

= Phase 4: Ballpark/Multi-Purpose
Event Venue and Adjacent
Development (12 years, but private
development can start at any point
itis financeable)

This phase terminology is used
throughout this document to refer

to the full scope within the phase,
including all enabling infrastructure and
potential financing strategies for the
essential public assets needed to have
the intended community and economic
impact at the completion of the phase.

G.

Organization of this Document

This document is organized so that

the reader can first understand the
background and overall scope and
strategy for the project in Section 2.

At the conclusion of Section 2, we
discuss the rationale for the phasing
parameters for City Council to consider.
In Sections 3 through 6, we dive deeper
into the financial, technical, legal,

and communications workstreams
that apply across the phases. The
rationale behind this approach is

to provide the task teams that are
assigned to the individual workstreams
a comprehensive set of assumptions
and roadmap for their specific roles in
the implementation of the master plan
phases. Section 7 provides the current
strategy and rationale for the City’s
potential development options related
to the Convention Center Complex.
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This new approach
promises a signiticantly
more powerTful

plan and long-term
solution for econamic
development and
activation,

SECTION 2

BACKGROUND AND SUMMARY OF

INITIAL FINDINGS

A.

Revised Master Plan Rationale

The City’s master plan effort in 2023
was limited in vision to only current City
and WISD owned land, which resulted
in a variety of planning decisions that
were suboptimum for the desired effect
to activate downtown and increase
economic development. In short, the
placemaking, which needed to be the
planning effort’s main objective, was
being greatly diluted by land limitations
and the street grid constraints.
Prioritizing the vision, “why” statement,
and guiding principles, the City and
development team were able to step
back from the previous land and

street limitations. This shift, placing

the Brazos River at the center and
embracing East Waco, led to the
realization that a fundamental revision,
not just incremental changes, to the
2023 master plan was required. This
new approach promises a significantly
more powerful plan and long-term
solution for economic development and
activation.

Section 4 of this Strategic Roadmap
provides greater detail on how the
updated master plan addresses and
achieves Waco’s vision and embodies
the previously outlined design
principles. The following summarizes
the four key elements that enable
the desired placemaking and private
development to flourish:
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The revised master plan moves

the convention center and
headquarters hotel to the river,
embracing these views in a way the
current convention center cannot
and providing a direct tie to the
Riverwalk. This move embraces

a placemaking strategy to work
adjacent to and in tandem with

the performing arts center location
establishing the adjoining public
plaza and event venues as an
activated pedestrian hub at the
foot of the Mary Avenue bridge in
support of its proposed conversion
as a Riverwalk linkage to East Waco.

Additionally, this location supports
seamless integration of the wider

project with the ongoing Riverfront
and Foster Pavilion developments.

Finally and perhaps most
strategically, the convention center
and performing arts center are both
more economical and achievable
through joint development and
planning as a single complex. The
infrastructure needs, function
spaces, and amenities for both
facilities can be considered in

ways that avoid duplication and
maximize efficiencies for both
facilities.

The baseball field is moved
adjacent to the river with Waco
Drive as the western boundary,
offering the proper stadium
orientation and maximum outfield
development opportunity, opening
into a district defined by La Pila,
Calle Dos and Barron’s Branch,
while again, embracing views of the
Brazos River and the Riverwalk.



3. The new City Hall can remain
prominently located on Austin
Avenue at the head of the town
green, retaining a relationship
to the existing historic structure,
and preserving this space as the
civic center of Waco as it has been
for centuries. This also allows the
perimeter of the town green to be
fully developed with mixed-use, tax
generating development on both
sides of Franklin and Washington
with 2nd and 3rd Streets and
new internal streets opened for
pedestrian and vehicle access and
activation.

4. Prioritizing investment in riverwalk
improvements and expanding
connectivity to East Waco solidifies
the Brazos River as the center of
gravity and the heart of Waco’s
unique history.

With these critical elements strategically
located to anchor the development on
all four sides, the revised master plan
offers significantly more opportunities
for distinct Waco placemaking,
including vital green space and venues
to assemble and celebrate Waco’s
distinct history with city-wide events
and festivals. Importantly, to support
each district, three perimeter shared
parking structures are strategically
located to minimize congestion,
optimize access, and promote
opportunities for pedestrian discovery.

M FRIVATE DEVELOPMENT
BN P32 DEVELOPMENT
EXISTING DEVELOPMENT
B EXISTING & FUTURE LANDMARKS

Figure 2-1 Key Relationships
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m— PRIMARY STUDY AREA
== ADDITIONAL AREA OF STUDY
M FRIVATE DEVELOPMENT
I P32 DEVELOPMENT
EXISTING DEVELOPMENT
B EXISTING & FUTURE LANDMARKS

Figure 2-2 Study Area

Phasing Summary (What and
Where)

During the six weeks prior to the
workshop, the development team
studied and devised an exhaustive range
of preliminary solutions to address the
prior plan’s limitations, strengthen key
spatial relationships, and maximize the
project’s overall impact for Waco. During
the two-day workshop, the City staff and
development team refined the plan to
fully achieve the “why” vision statement
and design principles discussed in
Section 1 and achieve the best balance
with broadest appeal to Waco’s
residents and to investors over the next
50 years. One clear outcome of this
iterative process is that optimization is
only possible with strategic additional
acquisitions of parcels that are or soon
will be on the market.
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Immediate Actions: Strategic
Land Acquisitions

Acquiring specified additional land to
optimize the master plan maximizes
the long-term value of the City’s current
holdings over the life of the project.

It should be viewed as a strategic
investment, worthy of high prioritization
within the City’s precious and current
debt capacity, representing minimal
risk and high return. Crucial property
additions provide a path to convention
and parking solutions, critical public
infrastructure and connectivity,

and key placemaking. Furthermore,
acquisition and incorporation of these
additional properties enables a higher
performing mixed-use development
that contributes more to the generation
of property and sales tax revenue.
Generally speaking, entitled and fully
developable land within a well-designed
master plan, especially with high
residential and commercial density, can
reach double the value of underutilized
raw land.
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Figure 2-3 La Pila Fountain

If this additional land is not acquired or
controlled with an option arrangement
as a first critical priority, then the
master plan strategy discussed in this
document is inherently compromised
and will result in significantly inferior
solutions.

Phase 1A/B: Barron’s Branch
District and City Hall/WISD
(Years 0-4)

Early priorities that emerged through
analysis and dialogue with the City are
1) install the enabling infrastructure

to remove the floodplain and make
the approximately 19 acres in the
Barron’s Branch District developable
with the placemaking intentionality
envisioned, 2) seed infill development
and bring a larger workforce into the
project area with construction of a new,
expanded City Hall designed to foster
a more welcoming and streamlined
environment for both City government
and WISD to serve the public. These two
steps are interrelated and grouped as
Phases 1A and 1B of the development
and will be financed with an interim
finance structure to the extent possible
to bring the energy and economic
stimulus that will occur with the
expanded City and WISD presence
(including 45,000 SF of new street

level retail) in downtown and to bring
the adjacent Barron’s Branch District
private development online as early as
possible.
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Phase 1A (Years 0-2)

One of the key features of the Barron’s
Branch District is the walkability and
connection of the development to the
river and the riverwalk and reconnecting
to the historical Hispanic heritage of the
neighborhood by reinstating the La Pila
fountain and the Mutualista Hall and
Dance Floor as prominent features in
the district common space. To achieve
those two objectives, University Parks
will need to be converted to a wide
festival street or paseo providing only
fire and delivery access to the mixed-
use development within the district.
Furthermore, as Barron’s Branch is
reclaimed as a north-south pedestrian
esplanade connecting the development
to the river, its outfall will integrate as

a connecting node with the Riverwalk.
The district plan also institutes a new
public plaza with direct sight lines from
the beautiful St. Francis Catholic Church
facade to La Pila Fountain and the river
beyond, intersected by a grand east-
west Calle Dos plaza characterized by
its own entertainment pavilion near its
crossing of the Barron’s Branch creek
walk. This will create a cohesive public
realm within the district, with St. Francis
and multiple cultural landmarks in
prominent and visible positions.
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= STREET IMPROVEMENTS
— RIVERWALK IMPROVEMENTS
=== NEW SEWER UTILITY LINE
wesss NEW WATER UTILITY LINE
[ OPEM SPACE IMPROVEMENTS
I P2 DEVELOPMENT

B FRIVATE DEVELOPMENT

Figure 2-4 Phase 1A

From a business case standpoint, the
City’s initial investment in the Barron’s
Branch District enabling infrastructure
in Phase 1A should be viewed as an
investment to unlock the $36 million
NPV in appreciated land value and $231
million NPV in increased ad valorem and
sales tax revenue that will be generated
in the district but likely will not occur
without the initial public investment
needed to make it a high-quality and
sustainable development.

A Public Improvement District (PID) or
other special district is the best way to
ensure that the private developmentin
the Barron’s Branch District starts well
and is sustainable with an appropriate
assessment structure that captures the
value that the City will be conferring on
the variety of developers of up to 2.4
million SF of mixed-use in the district.
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With the appropriate deed and/or
ground lease restrictions imposed from
a petition to TCEQ by WISD and Baylor
with an agreement to be assessed
before the City acquires the land, the
special district assessment structure
subsidizes the initial cost of the green
spaces and streets and pays for their
high-quality ongoing maintenance.

The Barron’s Branch District strategy
also entails establishing a detailed plat
and PUD overlay for the entire district
simultaneously with the PID that will
provide the architectural standards and
other land use restrictions to ensure the
development achieves its intended goal
of becoming a special place honoring
Waco’s unique cultural history and
future and celebrates the Barron’s
Branch Creek and Brazos River and Calle
Dos on the level of the Pearl District in
San Antonio. The precedent images

and graphics for each of the privately
developed buildings envisioned for

the Barron’s Branch District and the
public spaces and amenities (including
the pavilion/performance venue) are
discussed in Section 4.
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Figure 2-5 Phase 1B

Phase 1B (Years 2-4)

Phase 1B includes the construction

of the new L-shaped City Hall and
WISD building on Austin Avenue,
facing the town green on a reimagined
Heritage Square. This will be served

by a multi-purpose parking structure
directly across Washington Avenue,
featuring ground-level commercial and
retail spaces to enhance street-level
activation. In Phase 3, this parking
structure will be expanded to serve the
entire Barron’s Branch District and town
square.

Phase 1B will also extend 3rd Street
westward, providing essential east-
west access to the district, and improve
3rd Street eastward from Washington
to Jackson Avenue. Additionally, As
discussed in more detail in Section 4, a
number of other street improvements
will be implemented along with
expansion of the West Bank Interceptor
to address current capacity issues and
support future development.
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Finally, the Mary Avenue parking garage
will be constructed in order to relocate
the current parking for the Hilton and
businesses on Franklin Avenue, freeing
up those parcels for additional private
development and to support the new
convention center that will be added in
Phase 2.
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Figure 2-6 Phase 2

Phase 2: Convention Center/
Performing Arts/Mary Avenue
(Years 4-8)

The convention center is essential

as Phase 2 because, like the Barron’s
Branch District, it will generate

more than $5 billion over 30 years

in economic impact to the City.
Furthermore, the town center mixed-use
development around the town green
and along Franklin and Washington
Streets in Phase 3 depends on first
relocating the convention center as
quickly as financially feasible from the
current site to the Brazos River.

As discussed in Section 2.A above,
locating the convention center, hotel,
and performing arts into one integrated
site that engages the Brazos River at
the Mary Avenue pedestrian bridge and
the riverwalk on both sides will greatly
enhance its attractiveness to convention
and event planners and the community
and make the individual assets more
efficient in the flexibility of space
utilization and operations.

As discussed in more detail in Section
4, the new convention center site will
serve as the anchor of activation on
the east edge of the development. The
convention center, as envisioned and
discussed in more detail in Section

7, will be a four-story, 386,000 GSF
building with a grand ballroom and
exhibit hall at grade level facing the
river. The subterranean loading and
unloading will be the less attractive
back of house functions facing east
along the railroad track to maintain
the street presence of the convention
center. Most importantly, three faces
of the convention center will have
grand views of the river and bridges to
the north and east and of the Barron’s
Branch district, baseball stadium, and
town center on the south and west.

The HQ hotel is envisioned to be a
350 room, 4-star hotel with two room
towers, one facing the river and the
Mary Street entertainment district
and one facing University Parks and
downtown.
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The hotel will have an elevated amenity
deck allowing views of the river and
McLane Stadium. A shaded and partially
covered green space and drop off area
separates the convention center from
the hotel and connects the Mary Avenue
pedestrian bridge and the Mary Avenue
entertainment district.

The 2,000-seat performing arts venue
also will front the Brazos River and
integrate operationally with the hotel
and convention center and be designed
as a flexible venue to maximize its
utilization and operational efficiency.
The anticipated size, location, and
functionality of the performing arts
venue is akin to the successful ACL Live
at The Moody Theater venue in Austin
or the Tobin Center in San Antonio,
with their central downtown locations,
close to the river/lake, and adjacent to a
similarly sized hotel.
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Figure 2-7 Phase 3

Phase 3: Town Center
(Years 8-10)

Upon completion of Phase 2, the
existing convention center can be
demolished, and the town square
development can commence to include
ground floor retail (with residential and
office above) facing internally to the
town green and externally to Franklin
and Washington. The inspiration for this
town center concept is the successful
town square in Southlake, where

the City Hall anchors the mixed-use
development and the gathering place
for the city. The internal circulation
and head-end parking within the town
square is critical to street level retail
activation. In addition to the street
parking, the additional approximately
520,000 square feet of retail and office
space will be served by the perimeter
garages on the east, west, and south,
like the town square in Southlake,
which pulls pedestrians through the
square and encourages them to spend
time there.

Like the Barron’s Branch District, the
town square development will have

a specific land use and architectural
standards overlay that ensure

the development is cohesive and
distinctively Waco. The town green

will be designed to serve as the City’s
gathering place and will tie into Indian
Spring Park and the riverwalk across
University Parks, which will be narrowed
to resemble a hardscaped paseo and be
closable for City events. Water features,
some of which already exist, and
landscaped pedestrian pathways will be
prominent in each section of the town
green between the cross streets at 2nd
and 3rd Streets and University Parks to
provide internal vehicular circulation
and access to the retail on the square.
The current City Hall exterior will be
refurbished and modified in Phase 3 to
make the north face equally attractive
as the south face, and the interior
improvements to the MEP system will
make it rentable as a restaurant and/or
special event building in the center of
the town green.
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In addition to the Mary Avenue
pedestrian bridge conversion completed
in Phase 2, the bridges at Washington
and Franklin will be refurbished
(lighting, paint, and landscaping) and
modified as necessary in Phase 3 to
create safe pedestrian and bicycle
access to East Waco riverwalk and the
youth sports complex discussed in
Section 2.B.6 below.
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Phase 4: Ballpark

(As late as year 12, or as early
as private development finds it
financeable)

Phase 4 will include the new stadium
conceived as a multi-purpose event
venue and all immediately adjacent
mixed-use development to the west of
Barron’s Branch. The assumption made
in the financial model is the demand
for the stadium-adjacent, mixed-use
development will not occur until the
stadium timing and scale are certain

in 10 years. The total scale of Phase

4 development is approximately 2
million GSF, including a “Texas Live”
collection of food, beverage, and hotel
establishments akin to Arlington’s
stadium-adjacent entertainment
district.

= STREET IMPROVEMENTS
— RIVERWALK IMPROVEMENTS
=== NEW SEWER UTILITY LINE
wesss NEW WATER UTILITY LINE
[ OPEM SPACE IMPROVEMENTS
I P2 DEVELOPMENT

B FRIVATE DEVELOPMENT

Figure 2-8 Phase 4
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Unlike Phases 1 through 3, the private
development in Phase 4 can begin
more organically once the WISD middle
school is decommissioned in 2025
depending on the demand for early
large-scale residential wraps with
ground floor retail on the sites to the
south (across 2nd Street) and west
(across Waco Avenue) of the multi-
purpose event venue.

The Ballpark Phase will have the

same special district strategy as the
Barron’s Branch District in Phase 2 and
may be in the same or its own district
with a PID assessment to fund and
maintain the green spaces and a land
use/architectural overlay to ensure a
cohesive, sustainable development.
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Given Waco's central
geography and the
projected demand for
youth sports tourism
for the near future,
this element will add
significant demand
for hotels and retalil
downtown.

Independent Components:
Youth Sports

One of the opportunities to engage

East Waco with similar investment and
activation explores the potential of a
youth sports complex in close proximity
to the Cotton Belt and Franklin Avenue
bridges. Given Waco’s central geography
and the projected demand for youth
sports tourism for the near future, this
element will add significant demand
for the downtown hotels, centralized
parking, entertainment venues, and
restaurants all within a walkable
distance to the sports complex.

Assuming an appropriate site can

be acquired, the anticipated City
subsidy strategy for the youth sports
complex is to ground lease the land for
anominal amount and the selected
developer assumes all revenue risk
for the financial performance of the
facility without requiring a city backstop
or other balance sheet implication.
The feasibility of this assumption has
been validated with one experienced
developer and will be verified with

a comprehensive feasibility study
conducted by Hunden Partners over
the next few months. The Youth
Sports facility is not constrained by
the implementation of any of the

four phases discussed above and can
move forward independently when a
development agreement between a
youth sports developer and the City is
finalized.

C.

Phase Funding and Finance
Schedule (When and How)

As with any major economic
development infrastructure project, the
timing of available funding capacity is
an input, and the optimum financing
strategy for the project is an output
that needs to be iteratively modeled
and optimized balancing the projected
economic growth and cost of capital.

DOWNTOWN WACO STRATEGIC ROADMAP

As discussed in Section 3, the
development team in collaboration
with the City’s legal and financial
advisors modeled all applicable sources
to generate the phasing timeline and
financing strategy for each of the uses
in the four phases. For the purposes of
the financial model, which is included
in Appendix B, we have assumed that
the critical additional land acquisition
discussed in Section 2.B above will not
require new debt and may only require
an option payment or acquisition by
the regional economic development
partners until the projects in the phase
are ready to start.

Given the priority of Phase 1 as an
enabler and catalyst for acquiring

the WISD land and enabling private
development in the Barron’s Branch
District, we have minimized the near-
term debt capacity requirements by
structuring an operating lease (until
permanent debt can be issued in 2038)
for the City and WISD space and an
interim construction financing for the
Barron’s Branch flood plain remediation
and enabling work. This structure
allows work to commence in mid-2025
and complete in early 2030. The City
Hall/WISD building operating lease will
be structured so that the City has the
option but not the obligation to issue
the permanent debt and purchase the
facility when it determines that it has
the debt capacity after 2038.

The eligibility deadline for the State
HOT and sales tax rebate for the
convention center complex (i.e., the
convention center, HQ hotel, and
performing arts shell) requires an
executed development agreement
and supporting documentation by
September 1, 2027. Therefore, we have
assumed the convention center complex
will also be financed in late 2029 (at

or around the completion of Phase 1)
with an interim construction financing
that will allow Phase 2 to complete by
mid-2033, when the funding sources
needed for Phase 2 will be sufficient to
permanently finance the convention
center and performing arts.
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The Town Center Phase 3 debt
requirement is relatively small
compared to the first two phases
because it involves demolition of the
current convention center, street and
bridge improvements, and town green
park construction and can be financed
with enterprise funds or other general
fund sources in 2033 when the new
convention center complex is complete.
The funding needed for the Ballpark
Phase 4 is projected to be available by
2034, which allows for that project to
complete and the master plan to be fully
implemented by 2037.

Political and Legislative
Constraints

1. Tax Increment Reinvestment
Zones 1l &4

Maximizing the performance of the
TIRZ 1 and TIRZ 4 over their full life is
essential to the overall feasibility of the
project, particularly given the large City
investment required for the convention
center complex in Phase 2. Furthermore,
the residential development planned to
occur in TIRZ 4 will generate significant
demand for the retail and amenities

in TIRZ 1. Therefore, the performance
of the two TIRZs is inextricably linked.
Because TIRZ 1 increment share

(100%) and base year valuation (1982)
is much more robust than TIRZ 4,
which is only two years old and a 70%
share, merging the two TIRZs is not a
financially attractive solution for the
City. Therefore, for the purposes of the
financial modeling, we have assumed
that projects benefitting the downtown
development will benefit both TIRZ

4 and TIRZ 1 and that each TIRZ will
include some of the projects in their
project and financing plans in order to
expend funds on these projects, but
the benefit will have to be proven on a
project-by-project basis.
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2. Convention Center Complex
and Ballpark

In the 2023 legislative session, the Texas
legislature restricted the use of bond
anticipation notes or certificates of
obligation for the financing of sports
facilities and performance venues fitting
certain operational parameters and

any hotel project. HB 4082 amended
the definition of “public work” in LGC
Section 271.043 to include only the
expansion of an existing convention
center, not the construction of a new
building. In addition, the statute now
excludes 1) a facility that is intended to
be for professional or semi-professional
sports, 2) a stadium or arena that is
intended to be leased by a single for-
profit tenant for more than 180 days,
and 3) a hotel. Therefore, the City likely
will be required to have voter approval
for any City-supported debt related to
the convention center / performing arts
complex and the ballpark. With respect
to the HQ hotel, the financial model
assumes only hotel and tourism tax-
supported revenue bond debt and thus
does not fall within the new limitations
for use of Certificates of Obligation.

3. Land Disposition and
Valuation

The City will have to comply with State
law with respect to any sale or lease
of City property. With respect to the
City land that will be ground-leased or
sold to private developers for mixed-
use development, we have assumed
that the City will have limited right of
control and right to improvements

at termination. In addition, there will
generally be step-in or termination
rights in the event of a failure to
maintain or refurbish the improvements
to the standards established in the
lease or pay the assessments needed
to maintain the property. The City
may offer various tax abatements to
incentivize the development but will
likely want to achieve the net present
value of the appraised land value at the
time of the ground lease to the private
developer.
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4. Interim Financing of Enabling
Infrastructure with Credit
Agreements

Until the City has the bonding capacity
to issue bonds for the enabling
infrastructure, the City could explore
interim financing with the developer for
the enabling infrastructure and issue
debt when it is close to completion to
build capacity for general obligation
debt that could potentially be self-
supporting from utility revenues.

5. State HOT Rebate Sunset

In 2023, the Texas legislature in HB5012
included Waco as a city eligible for

the new Qualified Hotel Project (QHP)
program that rebates 4% State HOT and
mixed beverage tax collected within
1,000 feet of convention center projects
(including a convention center HQ
hotel) for 10 years after opening. The
current QHP program requires that a
development agreement for the project
be executed by September 1,2027 to be
eligible.
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As discussed in Sections 3 and 4, the
current timeline for the convention
center and HQ hotel in Phase 2 depends
on voter-approved debt in 2030. The
two years from the required execution
of the development agreement and

the available funding and start of

the project will need to be carefully
managed to ensure eligibility for the
rebate.

In the upcoming 2025 session, Waco will
try to achieve the project financing zone
(PFZ) designation under Chapter 311 of
the Tax Code that was recently granted
to Corpus Christi in the 2023 session,
which will substantially increase the
available rebate amount and potentially
the timing eligibility.

20



SECTION 3 FINANCE STRATEGY

b sk el d ek




W

CITY OF

WACO

SECTION 3

FHINANCE STRATEGY

The financing strategy for the master
plan is designed to realize the vision

for downtown Waco over the next 20+
years. As with any long-term plan, the
focus should remain steadfast on the
goal while keeping an emphasis on each
intermediate phase addressing current
challenges.

In any large public infrastructure
project, available funding (or fuel)
serves as the input, while financing (or
the best route to the next destination)
is the output. In other words, the City’s
decisions on utilizing its debt capacity
for downtown revitalization along
with periodic issuance of bonds to
fund major components (such as the
convention center complex, City Hall,
and the multi-purpose event venue),
will determine the timing and scope of
the master plan phases. To that end, we
have built a financial model (provided
in Appendix B) that will serve as a
predictive navigation tool, recalculating
the mileage (and fuel needed) for

both the ultimate destination and the
intermediate stops as economic and
regulatory conditions evolve along the
journey.

The financial model demonstrates the
the pace of debt issuances and the
corresponding impact on the timing

of the phases and return on the City’s
investment derived from the anticipated
quantity and quality of private
investment. Additionally, the City has
already made significant commitments
to needed and overdue infrastructure
improvements outside of this project
through the issuance of other debt
obligations.
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These obligations prohibit access to
general fund capacity until the end of
2028 and require the implementation
of an alternative developer-sponsored
financing in the interim. Therefore, we
have assumed in that the City has no
significant general fund capacity that
can be dedicated to the project until
2028 and that only the current QHP
state tax rebates and the City’s 7 cent
hotel tax rebate from the QHP (within
1,000 feet radius of the convention
center) will be available to dedicate to
the convention center (i.e., no 3-mile
PFZ). The model also conservatively
assumes no state or federal grants for
parks or floodplain remediation or
significant private investment in the
first five years. As those prospective
additional funding sources are pursued
and become known over the next year,
we will include them in the model and
reiterate the phasing timeline.

Updating the financial model will be

an ongoing exercise that offers City
leaders the reassurance that the total
project vision ties to a range of plausible
funding strategies throughout the life

of the project, allowing incremental
approval of each phase, with flexibility
for changes over time as Council
representation and the needs of their
constituents change over years.
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Figure 4-1 Illustrated Site Plan

SECTION 4

TECHNICAL STRATEGY

A.

Introduction

Downtown is where the history and
civic identity of Waco converge. The
heart of downtown Waco is where

the area historically referred to as
“downtown” (West Waco between |-35
and Waco Drive) and East Waco meet
at the Brazos River, linking a distinct
legacy of neighborhoods, cultures,
and communities. The City of Waco is
growing rapidly and is on the path of
progress along the 135 Corridor, one of
the fastest growing and most vibrant
areas of the country.
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Acknowledging that growth and
accompanying change are constant
pressures all cities face, this Strategic
Roadmap is a guide for unlocking

the potential of Waco’s downtown
through public investment that will
catalyze desired private development,
enable growth with intentionality and
purpose, and support the flourishing

of all Wacoans. More importantly, this
Strategic Roadmap is intended to guide
the development and investment in a
manner that preserves Waco’s unique
identity and makes downtown a place
of immense civic pride where memories
are created for generations.
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Downtown Waco is

the City's gravitational
center with the Brazos
River at its heart. It
reveals and celebrates
Waco's distinct identity
to create an abundant
future for generations
{0 come.

The revised master plan creates

a framework of significant City
investments that will serve as the
catalyst for private development.

This clear framework will accelerate
development by providing clear
direction, making it more cost-effective
and predictable, and lower risk. The
revised master plan refocuses Waco’s
cultural energy and ethos on the
Brazos River, with landscapes and

river crossings stitching together
expanded civic amenities and

private development to the river.
Future development will honor the
historic character and scale of Waco’s
downtown to create a cohesive and
sustainable whole through architecture,
infrastructure, and public realm.

Anchored by Waco’s historic buildings,
bridges, and rich cultural heritage, this
plan establishes a connected pedestrian
precinct that highlights the centrality

of the Brazos River to Waco’s identity.

A tapestry of open space and buildings
will offer a varied and interconnected
suite of memorable routes and new
public places that welcome year-round
community use and influxes of visitors
on game days or during conventions
and other special events. By investing

in the fundamental needs of a thriving
neighborhood, downtown will offer an
exceptional quality of life for residents,
underscored by diverse housing options
and vibrant streetscapes. More than just
mobility or recreation, a well-defined,
activated pedestrian realm will define
Waco’s authentic character for visitors
and residents alike.

The reimagined downtown plan will
create new opportunities for Wacoans
to come together. Waco’s wealth of
beautiful architecture, river views,

and parks will come to life with

shared cultural activities including

live music, sports, dancing, shopping,
and dining. Appealing to all ages and
backgrounds with a sense of generosity
and welcome, the plan creates rich
variety within Waco’s central riverfront.
Shared centralized parking solutions,
improved streetscapes, and impactful
public infrastructure create an inviting
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downtown district to ensure the success
of the vision.

Throughout downtown, this Strategic
Roadmap improves streets in phases
consistent with the 2022 Waco
Downtown Improvement District Plan
(“DIP”). This work will include street
widths, pedestrian paths, bike lanes,
lighting, landscaping, and street
furniture with attractive festival streets
and paseos in all directions that live
up to the statement “this is a place to
gather and celebrate,” not just a dense
cluster of buildings.

1. Vision and Design Principles

All great urban developments start with
avision and a compelling statement
that guides decisions for what gets
built and where it gets built as the
development matures over decades.
Only developments that hold steadfast
to the guiding vision achieve the
intended outcome. As discussed in
Section 1, the world class development
team (that includes world class

urban planners) and City staff worked
intensively and iteratively for six weeks
to surface the issues and the framework
for the vision, which was then refined
in a two-day strategic workshop. Once
the vision statement is established, the
process then focuses on the enabling
design principles that will guide the
developers and designers so that

the land uses and design guidelines
embodied in form-based building
codes and overlays that will apply

to each feature of the development

are cohesive, complementary, and
sustainable. The vision statement

and design principles created in the
workshop are as follows:

Vision Statement

Downtown Waco is the City’s
gravitational center with the
Brazos River at its heart. It reveals
and celebrates Waco’s distinct
identity to create an abundant
future for generations to come.
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Figure 4-6 Master Plan Districts

The following are design principles
against which all design decisions will
be measured:

Downtown Waco...

1. Activates the Brazos River as the
heart of the City

2. Makes visible the City’s unique
stories

3. Invites and connects the entire
community

4. Generates purposeful economic
growth

5. Enriches the public realm through
creative expression and exchange

6. Demonstrates environmental
stewardship

7. Hasan activated ground plane
thatis walkable and consistent
with existing downtown scale and
character

8. Isinspired by the intrinsic
character of each downtown
neighborhood

9. Isaplaceto gather for
generations of residents

Downtown Waco is envisioned as a
series of overlapping districts with the
Brazos riverfront as an overlay. Each
district, shown in Figure 4-6, will have
distinct design guidelines that articulate
the vision for the built environment and
public spaces and will be distinguished
through unique characteristics of
building form, scale, massing, and
public space while reinforcing the sense
of interconnected neighborhoods. The
designations for each district are as
follows:

= Waco Square District

= Mary Avenue District

= Barron’s Branch District

= Ballpark District

= East Waco District (including the
proposed Youth Sports District)

= Brazos Riverfront
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The characteristics of these districts
will build upon the area’s natural and
cultural features with programmatic
variety informing the placemaking
strategy and design standards. The
design intent and placemaking
standards described below will be
captured in a comprehensive design
guideline. This guideline will create
thoughtful design standards that

will be illustrated through words,
imagery, and diagrams to ensure each
district achieves its vision. Until the
comprehensive design guidelines for
the entire downtown plan are formally
memorialized in a form-based code
adopted by Council, it will be essential
that a consistent core design team
made up of master architect, landscape
architect, and civil engineer be involved
with every project that is undertaken
under this master plan to ensure
preservation of the vision.

28



HISTORIC CITY HALL

Master plan elements in italics represent new development

Figure 4-7 Waco Square District

WACO SQUARE DISTRICT

This district, the most formal part of
downtown, honors its continuous

use as the seat of government since
1858. A central green will define

the district, extending into Heritage
Square. The new City Hall and Waco
ISD Headquarters will frame this green
space, highlighting the axial connection
to the river and the Waco suspension
bridge and engender an appreciation
of the 100-year-old historic City Hall
structure as a scenic feature. The
historic City Hall will be renovated as a
cultural amenity with an activated first
floor, situated prominently in the center
of the green.

New civic architecture, inspired by but
not replicating historic Waco, will frame
the green. To open a view corridor
between the old City Hall, the Brazos
River, and the Suspension Bridge, the
existing Convention Center and the east
portion of the Hilton Hotel will be razed.

Landscape elements like ample seating,
lawns, colorful blooms and showy
plants, shade trees, and pavilions will

Adaptive Reuse Retail
Museum

Restoration &
Imprevements

create a versatile framework supporting
various uses. These include small-scale
commerce, such as cafés, local crafts,
and seasonal events. Surrounding

the new civic green, located between
historic City Hall and the river, will be
mid-rise mixed-use developments up to
six stories high, featuring retail and food
and beverage (F&B) on the ground floor,
with creative office space and housing
above.

University Parks Drive will be converted
into a two-lane managed street, capable
of being closed or opened as needed
and reinforcing connections between
the City green and the river. Across the
suspension bridge in East Waco, the
Bridge Street area will be reinforced,
not only as “Waco’s front porch,” but as
a part of Waco’s front yard, serving as a
primary pedestrian connector between
neighborhoods on both sides of the
river.
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In summary, the Waco Square
district will reconnect with the
river and restore the square

as a vibrant place to shop and
socialize, where Waco’s diverse
cultures can thrive once again.

The plan envisions a vibrant
place as described in 1912: “All
Central Texas gathered on the
square.. The square was just
people, people, people.” (Texas
Collection).
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Figure 4-8 Barron’s Branch District

BARRON’S BRANCH DISTRICT

Historically, between 4th Street and

the Brazos River, Washington Avenue,
and present-day Waco Drive, Calle

Dos was a thriving neighborhood.

It has a particular historical and

cultural significance for its former,
predominantly Mexican-American
residents. Many businesses owned by
neighborhood residents developed
along Second Street, which became

a vibrant thoroughfare. One former
resident, Joseph Gonzales, recalled
building kites out of popsicle sticks and
said, “the neighborhood’s poverty made
growing up tough. Even so, residents
managed to make life enjoyable.” Sadly,
the neighborhood began to disappearin
the 1960s, when federal Urban Renewal
initiatives led to the demolishing of
many buildings in downtown Waco and
the displacement of many residents.
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In addition, St. Francis on the Brazos
Catholic Church, which remains an
active parish, has been a center of
community life in the district since 1924
and faces the Brazos River and the once
spring-fed La Pila Fountain. Founded in
the same year, La Mutualista Sociedad
de Jornaleros formed a Waco chapter
on Calle Dos, often organizing alongside
St. Francis to support Mexican-American
working class immigrants in the
neighborhood. Mutualista served as

a community space for activities and
gathering, including a dance platform
for celebrations, such as weddings

and quinceaieras, until its demolition
during urban renewal.

At the heart of the Barron’s Branch
District is Barron’s Branch Creek, an
important tributary of the Brazos

and a continuous green ribbon that
connects to surrounding neighbors. In
modern history, the creek was relocated
below ground level to accommodate
development downtown, and in the
process, an essential natural asset was
lost.
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Figure 4-9 Barron’s Branch Creek

The plan for the Barron’s Branch
District imagines returning Calle Dos
to its former vibrancy and celebrating
the culture and community that

made it so special. It will be a
pedestrian strolling district framed

by residential development, with a
daylighted Barron’s Branch Creek at its
center; Calle Dos will offer pre-game
entertainment and dining for City

Hall and Ballpark visitors. In addition
to the stream form, landscape and
architecture will dynamically shape
the district. It will feature extensive
paved areas that support community
events with abundant shade trees

and distinctive plantings. At the
center, a new Mutualista Hall & Dance
Platform, as well as a Calle Dos Plaza &
Shade Pavilion, will revive the former
name of this area, hosting a range of
entertainment — including live music
and dancing — as well as shaded
comfort and places to sit and enjoy the
scene.

Inspired by the tradition of church
plazas as centers of community life, a
plaza connecting the historic St. Francis
on the Brazos Catholic Church (1931)
and its namesake river will offer a place
to meet and mingle before and after
church services as well as for adjacent
events and games in the new ballpark—
the extension of the plaza to the river
imagines reactivating the spring-fed La
Pila fountain. Akin to the precedent of
Pearl in San Antonio, buildings in this
district will be generally low in scale (3 -
4 stories tall), with occasional buildings
rising to 6 stories. The architecture will
be a modern interpretation of simple
turn-of-the-century local buildings that
historically marked the site, with brick
and stone facades, heft, wide canopies,
and ample shade.
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The long-term expectation for the
Barron’s Branch District is that it will
expand south past 4th Street with

the Barron’s Branch Creek trail and
park as a central spine of mixed-use
development with the water and

park serving as amenities for dense,
high-quality development like the

San Antonio riverwalk. As it moves
upstream, this central spine meanders
on a tour through time, past a rich
fabric of cultural and historical sites
that embody Waco’s varied peoples and
stories, including the McCulloch Historic
House Museum (1866), St. Paul’s
episcopal church (1878), a 1936 Texas
State Historical Commission Centennial
Marker commemorating the village site
of the Waco Indians (1837), the Helen
Marie Taylor Museum of Waco History,
and New Hope Baptist Church (1923).
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COTTON BELT BRIDGE

Figure 4-10 Mary Ave District
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§ WACO PERFORMING
ARTS CENTER'

Cﬂ VENTION CENTER
HOTEL

MARY AVENUE DISTRICT

The St. Louis Southwestern Railway,
known as the Cotton Belt, ran through
downtown Waco on a bridge spanning
the Brazos River near the suspension
bridge. Because of frequent flooding
of the river, the bridge often closed,
delaying the trains, and was eventually
abandoned. At the southern end of the
district at 8th Street and Mary Avenue
was the Abraxas Theater, which hosted
some of the best music artists in the
region. The Mary Avenue Market and the
recently opened Terry Black’s Barbecue
bring renewed energy to the area. For
years, Waco has imagined Mary Avenue
as a festival street and the old Cotton
Belt Bridge as a pedestrian connection
from East to West Waco. This plan

will deliver on the vision, activating
the street and completing the bridge
while adding public open space at the
landings on both sides of the bridge.

The new Waco Convention Center and
Performing Arts Center will constitute
the vibrant core of the district. These
two buildings will enjoy a symbiotic

DOWNTOWN WACO STRATEGIC ROADMAP

COTTON BELT BRIDGE
PARK

COTTON BELT
PEDESTRIAN BRIDGE?

Restored as
pedestrian bridge

WACO CONVENTION
CENTER'

MARY AVE FESTIVAL
STREET

relationship, allowing the Performing
Arts Center to be used for convention
activities and, conversely, the
Convention Center for performances.
Between the Convention Center and

the Performing Arts Center will be

a new plaza, a landing point for the
bridge, and a terminus for the Mary
Avenue festival street. Both facilities will
capitalize on their adjacency to the river,
encouraging Wacoans who are strolling
or running on the riverwalk to interact
with the lobbies and facilitating visitors’
connection to the river.

The district’s architectural character
will be directly influenced by the nearby
turn-of-the-century industrial buildings,
knitting seamlessly into the City’s fabric.
At the same time, the northeast face will
be highly transparent, primarily glass,
facing the scenic river and creating

an iconic presence on the river and
distinctive and identifiable from I-35.
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Figure 4-11 Ballpark District

MINOR LEAGUE
BASEBALL STADIUM

£,000 Seats'

Historic Waco Teams
The Waco Pirates
Mavigators
Taberians

The Yellow Jackets
Cardinals

Historic Waco Players
Crush Halloway

Andrew Lewis Cooper
Andrew Rube Foster

Texas Live
Restaurants & Bars
Retad

Ballpark Hotel
Premigr Residential
‘Fremier Office

e

BALLPARK DISTRICT

Waco and baseball went hand in glove
for over five decades. Beginning with
black teams in 1879, baseball in Waco
operated independently, fielding
several unnamed teams until 1890,
one of which was part of the Texas
Colored Baseball League. From 1897 to
1898, the Waco Yellow Jackets played
regionally at their home field at Golden
Gate Park off South First Street. Into
the 1930s, black baseball endured in
Waco, exhibiting innovations to the
game that were eventually adopted

by white teams. Segregated from

black baseball, Katy Park was home to
multiple minor league teams starting
in 1899, one of the most famous being
the Waco Pirates. Katy Park was heavily
damaged by the May 1953 tornado but
was repaired and remained in use until
the last game was held in June 1965.
While it has been decades since the
Pirates and black baseball have been
played in Waco, Minor League baseball
had a tremendous impact on the town.
Thousands of Waco residents fondly
remember nights spent at Katy Park
watching the games.

DOWNTOWN WACO STRATEGIC ROADMAP

PARKVIEW FIELD Fort Wayne, IN

This plan imagines reigniting Waco’s
love for baseball with a new multi-
purpose event venue to accommodate
aminor league team in the future

and a variety of other activities

and programming. Located in the
northwest section of the study area,

at the intersection of Waco Drive and
the river, this Ballpark District will be
defined by the new venue. A short walk
from East Waco and the Waco Square
District along the Barron’s Branch
District, the multi-purpose event
venue will be a catalyst for activating
the area and an economic generator
for the neighborhood and the City.
Private developments will surround it,
including retail, F&B, mid-rise multi-
family residences, and a boutique
hotel in right field. In addition, it will
be an entertainment district that
includes multiple venues like “Texas
Live” in Arlington that capitalizes on
ballgames and activates the district as
much as possible as a place for outdoor
community entertainment events.
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Master plan elements in italics represent new development

Figure 4-12 Youth Sports District

ADAPTIVE REUSE FOR
INDOGR FIELDS

OUTDOOR FIELDS

EAST WACO DISTRICT
(initially Youth Sports District only)

Just across the suspension and
Washington Avenue bridges from
downtown Waco is historic East

Waco. Elm Avenue is the main street
and, for many years, was the only
highway leading travelers out of Waco
to points north and east. The area is
rich in history and will reveal Waco’s
unique past if intentionally surfaced in
the infrastructure design and zoning
overlay. Before the Civil War, Waco

was the Tale of Two Cities — Waco
Village and East Waco. Waco Village had
prosperous businesses, comfortable
hotels, and humble churches. On the
other side of the Brazos River, however,
connected only by ferry, lay East Waco.
Known as the home of some grittier
industries — cotton mills and brick kilns,
for example — the small residential
settlement had a few businesses that
traded goods and livestock with its
neighbors across the water. They
continued to grow distinctly different
from downtown west of the Brazos
River.
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Before the 1953 tornado, urban
renewal, and the development of the
Convention Center and Hilton Hotel,
both sides of the suspension bridge
were filled with vibrant, minority-
owned and minority-welcoming
businesses — the Gem Theater, Mecca
Drugstore, grocery stores, barber shops,
insurance agencies, doctor’s offices,
and restaurants. Urban renewal was a
loss for the black business community
and many displaced black families.
The recently completed Bridge Street
District is an essential first step in
reclaiming and celebrating the unique
identity of East Waco.
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This plan imagines further
strengthening connections between
East and West Waco while protecting
and celebrating the identity of East
Waco as the City’s “front porch.” It
highlights the bridges and the river edge
as the central features of downtown and
the experience of crossing the Brazos,
including the Waco suspension bridge
(1869), the Washington Avenue bridge
(1902), the Cotton Belt bridge (1907),
and the East and West sides of the Waco
Riverwalk.

The bridge walks will offer views of
the Brazos, allowing both short and
long walks to be varied and distinct,
encouraging visitors and Wacoans to
explore more of the riverfront.

One vital connection point anchoring
the East Waco District is the current
Tejas Logistics site. A modern-day
example of East Waco’s industrial past,
the site comprises large warehouses
and extraordinary access to I-35 and
MLK. Despite its prime location on 135
and near the Brazos River, it currently
is not contributing to the potential for
vibrancy in Downtown, including East
Waco. This plan reimagines the Tejas
site redeveloped as a highly activated
facility benefitting a range of businesses
within walking distance so an event

at the site can transition to a family
night out throughout the revitalized
riverfront. This development will help
catalyze East Waco and be part of an
interconnected green space system that
defines downtown. Architecture will
reflect the site’s industrial history while
celebrating the natural beauty of the
green spaces near the river.
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The district’s character will draw
inspiration from classic baseball
venues like Fenway Park and the now-
demolished Katy Park that was the
home of the Waco Pirates. It will be
relatively high-density, tapering down
and merging with the Barron’s Branch
District at St. Francis Plaza.

One of the critical goals of this plan is
to mitigate the recent expansion of the
100-year floodplain in East Waco that
severely restricts future development
within .5 mile of the river. As part of this
strategy, a new community park along
the Brazos River is imagined, adding

to the district’s expanded recreational
network, helping connect residents to
the river, and helping to address flood
risks in East Waco. A flood control lake
should be a core feature of this park,
creating storage for peak flow that will
reduce risks to neighborhood residents
while offering scenic opportunities that
inform play and other park activities. A
destination play area for children will
be another centerpiece of the park, as
well as landscape spaces and facilities
that support picnics and barbeques.
Artistic and structurally expressive park
structures will echo the existing cultural
identity of East Waco. The Gathering
Place in Tulsa is a worthy precedent for
this eventual park.
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BRANDING THE BRAZOS SCULPTURE

INDIAN SPRING PARK

Master plan elements in italics represent new development

Figure 4-13 Brazos Riverfront District

VIETNAM YETERANS
MEMORIAL' .

PEACE OFFICER
MEMORIAL

BRANDING THE
BRAZOS SCULPTURE?

INDIAN SPRING PARK?

BRAZOS RIVERFRONT DISTRICT

The Riverfront District on both sides of
the river will amplify the work already
completed and imagined as part of the
Riverfront Lofts and Foster Pavilion
projects with reasonable access to
parking and pedestrian/bicycle access
to both sides of the river along the
entire length of the district. This district
will be further developed as an active,
amenitized waterfront for festivals and
community activities along the Brazos
River, including a riverfront promenade,
a farmers market park, a community
dog park, children’s play park, and
urban streetscapes spanning from the
convention center complex west to
Waco Drive.
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MEMORIAL®
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Phase Design and Construction
Scope

Each of the phases will have its own
PDA that authorizes a certain design
and legal scope and predevelopment
budget to reach financial close. Within
each PDA, the availability and nature
of funding sources for each component
within the phase generally will dictate
the pace and scope of design. For
example, the two components of Phase
1 (Phase 1A enabling infrastructure

for the Barron’s Branch District and
Phase 1B City Hall/WISD administration
building and parking) will have
distinctly different funding sources

and procurement method and thus a
different design and approval process.
Typically, the design process involves
five deliverables with a guaranteed
maximum cost and schedule (GMP) and
design documents reflecting the GMP,
and each deliverable will have a City
review and approval milestone before
proceeding to the next step in design.
The five design deliverables will be 1)
programmatic documents, 2) schematic
documents (SDs); 3) 100% design
development documents (DDs); 4) 50%
construction documents (CDs), and 5)
100% construction documents.

Price competition of construction is
sacred for everything that involves
public funds. The development team’s
responsibility is to strictly comply with
public procurement laws (Government
Code Section 2269) and compete all
scopes of work under the statutory
requirements for the delivery method
that creates the best value for the City
at the appropriate time when the scope
and risk of the projects are sufficiently
understood to achieve the best value
price with the least contingency

(and thus potential windfall to the
contractors).
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For example, the Barron’s Branch
District enabling infrastructure work

in Phase 1A (i.e. streets, utilities, and
civil work) should be bid by qualified
contractors as a fixed-price, competitive
sealed proposal (CSP) when the
construction documents are near
completion, which means that the full
design spend is incurred during the
predevelopment period and pricing
received within 30 days of the sources of
funding becoming available. Conversely,
for any vertical elements in Phase 1A,
such as the performance pavilion,

La Pila fountain, and the Mutualista
dance floor, the delivery method

most appropriate for the City is likely
Construction Manager at Risk (CMAR) or
design-build to achieve a target value
design after the civil work beneath and
around those structures is complete.

The phased project schedule reflects
the timing and methodology of the
schedule logic showing the internal
relationships for the procurement,
permitting, and construction process
after financial close for each Phase.
Once Council approves this Strategic
Roadmap and the PDA for each

phase is negotiated with the City, a
detailed description of the design and
construction delivery method and
budget milestones that the City prefers
and the City’s needed predecessor
events (i.e., interim or permanent
financing and land acquisition) for
various scope components within the
phase will be established in detail in the
PDA.

1. Scope and Schedule for Each
Phase

As shown in the following sections,

the phased project schedule identifies
constraints impacting the notice to
proceed with design for each project
phase. Each phase, along with the
constraints, such as funding sources and
land availability, are described below in
more detail.
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Block

Footprint SF  Levels |Gross SF

Phase 1A Barron’s Branch District
Enabling Infrastructure

(July 2024 through August 2027)

Abating the floodplain and installing the
utility and street infrastructure in the
Barron’s Branch District will unlock up
to 2.4 million GSF of development and
enable creation of the necessary gravity
and placemaking to initially catalyze the
downtown masterplan. Until this work
is done, significant private investment in
downtown Waco is not likely.

This district will be approximately the
same density and scale of the entire
Pearl development in San Antonio,
which is the precedent template

for this district plan. This enabling
phase will require over three years

of total development time and cost
approximately $170 million including
escalation, interest, and other soft costs.

$100 million of the cost is anticipated
to be paid from available TIRZ funds
for roads, bridges, parks, and utilities)
and the remaining $70 million is from
self-supporting enterprise funds. In
addition, there is approximately $39
million worth of land acquisition that is
assumed to be paid with cash-on-hand
and therefore a neutral equation for our
financial model as the sources and uses
balance.

B1
B2
B3
B4
B5
Bé
B7
B8
B9
B10
B11

Subtotals

7,917
28,487
41,297
27,225

4,539
35,237

2,329
35,089
79,089
86,888

127,623

15,834
28,487
145,168
93,034
9,078
70,474
2,329
139,249
756,432
342,725
765,738

2,368,548

75% 0% 325
Public Commercial Private Commercial Residential Hotel Garage
SF Efficiency SF Efficiency SF Efficiency SF Efficiency SF Stalls
7917 5,542 7,917 6,334
28,487 19,941
41297 28908 103,871 83,097
27225 19058 65,809 52,647
9,078 6,355
35,237 24,666 35,237 28,190
2,329 1,630
35,089 24,562 104160 78,120
85,488 59,842 106,932 85,546 345942 259,457 218,070 671
46,813 32,769 102447 76,835 244,595 753
55,596 38,917 710,141 2,185
262,189 255,813 414,612 0 3,609

Figure 4-14 Baron’s Branch District
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Phase 1A: Development Schedule
Establish Project Goals/Objectives, Affordability, & Phasing
Prepare and Submit Strategic Plan

City Council Approval of Strategic Plan

Start

28-Mar-24

End
28-Mar-24
20-Jun-24

20-Jun-24

2025

Dec
Jan
Feb
Mar
Apr
May
Jun
Jul

Aug
Sep
Oct

Nov

Dec

Jan
Feb

Mar

2026
L > c _ o+ =2 v c Q9
2233288238 S8¢e

Mar

2027
L 2 c _ W o+ =2 v
22332380228

PHASE 1A - BARRON’S BRANCH ENABLING INFRASTRUCTURE

Predevelopment Agreement for Barron’s Branch
Schematic Design
Design Development
Permitting
Construction Documents
Procurement & Financial Close
Demolition
Indian Springs School Closes
Demolish Indian Springs Middle School
Drainage
Add Second Culvert at Barron’s Branch
Water
New Water Transmission Main from Plant
Raw Water System - Purple Pipe
Build Barron’s Branch Creek Water Pumping System
Raw Water System Pumping Capacity
Wastewater
West Bank Wastewater Interceptor - Bosque to Washington
Parks
Build Barron’s Branch Creek Water Pumping System
New Creekside Hardscape & Amenities

Build New Calle Dos Park (Riverfront Upgrades in Phase 3)

Renovate & Pedestrian Upgrades at Uparks Barron’s Branch Bridge

Substantial Completion
Final Completion
Calle Dos Park Opens
Street & Utility Upgrades per District Improvement Plan
4th Street
2nd and 3rd Street
Columbus Street
Uparks
Jefferson Street
Barron’s Branch District Private Development
Floodplain Abatement Complete
Development Parcel Available for Construction: B1, B2, B11
Development Parcel Available for Construction: B5, B6, B7
Development Parcel Available for Construction: B3, B4, B8, B9

Figure 4-15 Development Schedule
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20-Jul-24
26-Sep-24
15-Jan-25
16-Jan-25

15-May-25

31-Jul-25

18-Dec-25

31-Jul-25
31-Jul-25
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29-Jan-26

20-Aug-26

29-Jan-26
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07-Oct-27
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17-Nov-27
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Barron’s Branch Floodplain
Abatement: As discussed in more detail
in Section 4.E, below, the US Army Corps
of Engineers permit (and NEPA review

if a federal grant is pursued) needed for
the design of the floodplain abatement
of the Barron’s Branch District is the
critical path design activity for this
scope. The master plan schedule
assumes the sources to fund the design
are identified and the grant process

will begin in July 2024 with minimum
design.

The federal permitting process will
require about 12-months, which will

be in parallel with park, street, and
utility design activities. The work will be
bid in appropriate packages once the
design is sufficiently complete to obtain
competitive proposals from qualified
contractors, and financial close to
achieve interim financing for the entire
scope will occur in approximately July
2025 with construction to complete in
mid-2027.

Upgrade Existing Streets and
Extension of 3rd Street: As shown in
Figure 4-16 and discussed in Section
4.D.1, the streets within the limits of
Phase 1A will be reconstructed to meet
the DIP standards. 4th Street will be
widened as an arterial street, 3rd Street
will be extended from Washington
Avenue to Jefferson Avenue, and
Columbus Avenue will need to be
extended to the new 3rd Street to
provide access to the developable
parcels in Calle Dos.

Similarly, the internal access streets, the
Barron’s Branch Creek and Park from
4th Street to the river, and performance
pavilion will be completed in Phase 1A
to create the placemaking necessary

to attract private development. No
additional parking (other than new
street parking) will be added in Phase
1A, which assumes all parking needs
will be met with current surface parking
on the future City Hall site until Phase
1B starts.
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Water/Wastewater and Power Utility
Capacity for Future Development:

As discussed in Section 4.F, below, the
aging downtown water and wastewater
(W/WW) mains have insufficient
capacity to service the future downtown
development. Oncor’s current electrical
service also is insufficient to serve the
future development. Therefore, a new
medium voltage river crossing and
transformer and electrical distribution
network will be designed and procured
as part of Phase 1A design. The
increased W/WW capacity and necessary
electrical ductbanks will be designed
and installed as part of the street

design scope discussed above. The

City also should take this opportunity

to demonstrate environmental
stewardship and design a “purple

pipe” raw water system to provide
irrigation water for the entire downtown
development supplied from the river
rather than using potable water.

Phase 1B City Hall/WISD
Administration and Structured
Parking

(January 2027 - March 2030)

Phase 1B includes the new City Hall

and WISD Administration Building, a
continuation of the street and utility
improvements east of Washington
Avenue, and implementation of a
comprehensive structured parking
strategy for downtown with new public
garages at Washington Avenue and

3rd Street and Mary Avenue and 3rd
Street. The anticipated total capitalized
cost of Phase 1B, including escalation,
operating lease interest, the two
parking garages (City Hall garage and
Mary Avenue), required streets, utility
infrastructure, and other soft costs

is approximately $420 million. $203
million of this is anticipated to be paid
from general funds and the remaining
$217 million is from self-supporting
debt from enterprise funds and the
Mary Avenue Parking Garage. This Phase
starts to unlock approximately 600,000
GSF of development in the Waco Square
District pending relocation of the
current convention center in Phase 3, as
further discussed below.
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Figure 4-16 Phase 1B City Hall

City Hall/WISD Admin Building: The
programmatic design of the new City
Hall/WISD administration building is
underway and should be completed

in late 2024. The design could proceed
continuously to schematic design in
2025 so that accurate initial scope and
cost estimates are available for planning
purposes and potentially leasing some
of the space to third parties, including
state and federal entities. However, the
financial model assumes general funds
needed to support the operating lease
payments are not available until late
2029. Therefore, the financial model
assumes that design will proceed in
mid-2026 with construction starting in
early 2027 to time completion with the
availability of funds in March 2030 in the
form of an operating lease payment.

Public Parking Garages: Completion
of City Hall/WISD administration
building in 2030 will initiate the private
development of the Waco Square
District because the gravity of 1,000
government employees on the square
likely will trigger demand for private
development of the vacant parcels

on both sides of Franklin at 3rd and

4th Street. The demand for the wrap
residential planned around the Mary
Avenue garage also likely will be mature
by that time. To unlock these parcels,
the City will need to provide equivalent
parking to the private lessees at the new
City Hall garage and the new garage

at Mary Avenue and 4th Street, which
should be constructed simultaneously
with the wrap residential if possible. The
City’s ability to toll this new structured
parking is uncertain in the near term.
Therefore, the financial model assumes
no paid parking until the convention
center complex is completed at the end
of Phase 3. A more strategic location

for the City Hall parking could be a
shared parking facility with the County
on the County’s parcel between 4th

and 5th Streets, which would provide
significantly better ingress and egress
from the two one-way arterial streets
and preserve the valuable parcel at

the Baylor Piper Center for private
development.
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Heritage Square Park and Streets
Surrounding City Hall: Phase 1B
includes the street and utility upgrades
surrounding City Hall needed to
support the private development in
the Waco Square District and upgraded
community space in front of the new
City Hall.
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Phase 1B: New City Hall & Heritage Park 2026 2027 2028 2029 2030

Start End £532882388835853238288883858:532338885888358533382385¢8¢8
PHASE 1B - NEW CITY HALL & HERITAGE PARK
Mary Street Parking for Convention Center (1500 Spaces with Retail) 14-May-26 07-Sep-28 .... .. ... ... . ... ...
New Structured Parking (750 Spaces with Retail) 14-May-26 27-Apr-29 .... .. ... ... . ... ... .= ..
New City Hall 15May-26 | 2oMar30  [EEEEEENENEN L] L] IR EEEE
Street & Utility Upgrades per District Improvement Plan
3rd Street 01-Nov-27 | 23-Jun-28 [ [ ]|
Wastewater 20-Mar-28 11-May-29 EEEEEEEEEEEEEE
Mary Ave Streets 21-Feb-28 15-Sep-28 EEEEEEEE
Uparks Street 01-May-28 20-Jul-29 EEEEEEEEEEEEEE
City Hall Streets 03-Sep-29 08-Mar-30 .:.=..
Parks 23-Jul-29 04-Jan-30 HEEN
Mary Ave District Private Development
D10 Residential Wrap Can Begin 08-Sep-28 O
Close Parking Lots at Retail Restaurants 11-Sep-28 22-Sep-28 ]
Retail Lots Closed 22-Sep-28 .
D4, D5, D6, D7, D8 & D9 Development Parcels Available for Construction 22-Sep-28 .
Waco Square District Private Development
Relocate Hilton Parking to New Garage 11-Sep-28 22-Sep-28 .
Hilton Parking Lot Closed 22-Sep-28 O
C6, C7 & C8 Development Parcels Available for Construction 22-Sep-28 .

Figure 4-17 Phase 1B: New City Hall & Heritage Park
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Public Commercial

75% 0% 325

Block Footprint SF  Levels |Gross SF SF
D1(P# 42,554 3 108,682 108,682
D2 23,400 & 203,400 23,400
D3icc 113,700 3 341,100 341,100
D4 7,429 3 22,287 7.429
D5 16,211 3 48,633 16,211
Dé 9,263 3 27,789 9,263
D7 8,595 3 25,785 8,595
D8 9,790 3 29,370 9,790
D9 9,263 &) 37,052 9,263
D10 121,449 6l 718,269 56,590
Subtotals 1,562,367

Private Commercial
Efficiency SF Efficienc
76,077
16,380
238,770
5,200 14,858 11,886
11,348 32,422 25,938
6,484 18,526 14,821
6,017 17,190 13,752
6,853 19,580 15,664
6,484 27,789 22,231
39,613
413,226 104,292

Figure 4-18 Mary Ave District

Phase 2 Mary Avenue District
(January 2030 - July 2033)

Phase 2 includes the new convention
center and HQ hotel, performing arts
center, the Cotton Belt pedestrian
bridge conversion and riverwalk/park
improvements on both sides of the
river, and all street and utility upgrades
necessary to support those projects. The
parking at Mary Avenue and City Hall,
necessary to support Phase 2 projects,
will have been completed in Phase 1B.
The anticipated total new development
in Phase 2 is approximately 1.5 million
GSF.

Convention Center Complex:
Availability of permanent funding
sources for the $570 million new
convention center complex (including
the performing arts shell) will not
occur until 2033 and will require up to
a $0.048 ad valorem tax increase. We
have assumed an interim construction
financing will allow the convention
center to be designed and constructed
starting at the end of 2029 with the
permanent debt issued when the debt
capacity is available at the end of 2033.

Therefore, the Phase 2 predevelopment
design activity should begin on the
convention center complex in January
2029, with a GMP and financial close
on the construction loan by the end

of 2029. Acquisition of an appropriate
site also is a constraint to the start of
construction of the convention center
complex and should be planned for
mid-2028. The total cost of Phase 2 is
anticipated to be approximately $670
million. $665 million of this cost is
anticipated to be from general funds
and hospitality related funds and the
remaining $5 million is from self-
supporting debt from enterprise funds.

Upgrade of Mary Avenue and Bridge
and 2nd/3rd/4th Streets to the
West: Like the Calle Dos enabling
infrastructure, we have assumed the
streets and utilities to the south of the
convention center complex and the
Mary Avenue pedestrian bridge will
be upgraded simultaneously with the
convention center complex.

DOWNTOWN WACO STRATEGIC ROADMAP

Hotel Garage
SF Efficiency SF Stalls
180,000 135,000
579,101 1,782
135,000 1,782

PUBLIC COMMERCIAL NN
COMMERCIAL OFFICE NN
RESIDENTIAL
HOTEL
STRUCTURED PARKING N

EXISTING
EXISTING & FUTURE LANDMARKS ISR
P3 DEVELOPMENT NN

The design of the streets and utilities for
Phase 2 will need to commence in 2031-
32 in parallel with the convention center
so that this work can be procured and
completed no later than the opening of
the convention centerin 2033.

Downtown South Parking: A key
enabler to the downtown plan is to
phase the parking garages as the
demand for the parking occurs to
generate the revenue to pay for the
garages and generate positive cash
flow to assist in debt service for

the entire development as soon as
possible. Therefore, depending on level
of parking demand from residential
and commercial development by the
time the convention center complex is
complete in Phase 2, expansion of the
City Hall garage and the garage planned
for the southern perimeter planned

at the current City garage at 5th and
Franklin, may either be in Phase 2 or
Phase 3. The design for this garage
therefore may need to start as early as
2032, with construction to be completed
in mid-2034.
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Phase 2: Convention Center 2029 2030 2031 2032 2033

Start End E2 2585325882853 5858532582838858823258828582888532838238588¢853¢83

New Convention Center, HQ Hotel, Paseo and Performing Arts Center

Design Performing Arts 15-Jan-29 14-Dec-29 ............

Predevelopment Agreement 15-Jan-29* .

Design Convention Center, HQ Hotel and Paseo 15-Jan-29* 08-Feb-30 ...........-.

50% DD’s Complete 21-Sep-29 .

Establish GMP 24-Sep-29 23-Nov-29 [ | |

Financial Close / NTP 26-Nov-29 21-Dec-29

Site Preparation 24-Dec-29 03-May-30 =....

Build New Convention Center 06-May-30 04-Mar-33 .. ... .

Build HQ Hotel 07-Apr-31 10-Dec-32 ... ... . ...

Build Performing Arts (Core & Shell Only) 15-Dec-31 04-Mar-33 . ...
Build Paseo 20-Sep-32 04-Mar-33
Burn in and OS&E Stocking of Hotel 13-Dec-32 04-Mar-33
Substantial Completion 07-Mar-33 15-Apr-33
End of Bookings for Existing Convention Center 15-Apr-33
Final Completion 18-Apr-33 27-May-33
Move into New Convention Center 30-May-33 24-Jun-33
New Convention Center Opens 24-Jun-33
Street & Utility Upgrades per Downtown Improvement Plan

Franklin - 4th Street to Bridge 28-Jun-32 04-Mar-33

Intersection Upgrade - Franklin & 4th Street 28-Jun-32 04-Mar-33

Intersection Upgrade - Franklin & MLK 28-Jun-32 04-Mar-33
Mary Ave Bridge & Park

Mary Ave Bridge Restoration 05-Apr-32 04-Mar-33

Mary Ave Bridge Landing Park 05-Apr-32 04-Mar-33

Figure 4-19 Phase 2: Convention Center
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Block

Footprint SF  Levels |Gross SF

Hotel

75% 90%

Garage

C1

C2

c3
C4(Ct
C5

Cé

c7

ol:}

c9
c10

Subtotals

Figure 4-20 Waco Square District

57,364
13.361
32,929
85,677
50,344
17,71
35,280

8,409
59,364
48,591

G O W W W W W Ww

172,092
40,083
98,787

311,238
151,032

53,373
105,840

25,227
356,184
145,773

1,459,629

Public Commercial Private Commercial Residential
SF Efficiency SF Efficiency SF Efficiency
57,364 40,155 114,728 86,046
13,361 9,353 26,722 20,042
32,929 23,050 45,858 49,394
311,238 248,990
50,344 35,241
17,791 12,454 35,582 28,466
35,280 24,696 70,560 56,448
8,409 5,886 16,818 12,614
19,125 13,388
16,064 11,245 97,182 72,887
240,981

‘ 175,467 333,904

Phase 3 Waco Square District
(June 2032 - December 2034)

Because completion of construction of
the Phase 3 Waco Square is constrained
by opening of the convention center
complex under Phase 2 in Summer
2033, construction of the streets,
utilities, and town green is planned to
start in late-2032 with demolition of the
current convention center in mid-2033.
We anticipate that the demand for
green space, restaurants, and retail in
the Waco Square District will be high by
2033 with the Barron’s Branch District
private development well underway
and the convention center complex
and Mary Avenue District opened. Thus,
the enabling work for this phase will

be urgent and can be completed in
phases over two years depending on
which corner of the town square wants
to develop first. The anticipated cost

of the Phase 3 scope is approximately
$207 million, including renovation of the
existing City Hall and the town green.
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SF Efficiency SF Stalls
100,688 75,516
337,059 1,037
32,535 100
75,516 1,137
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P3 DEVELOPMENT N

The square footage of new development
around Waco Square in Phase 3 is
700,000 GSF. The total cost of Phase

3is anticipated to be approximately
$207 million. $96 million of this cost

is anticipated to be paid from general
funds and the remaining $111 million

is from self-supporting debt from
enterprise funds, the City Hall Expansion
Parking Garage, and the City of Waco
Parking Garage.

45



Phase 3: Town Center

Start

End

T[]

Expand City Hall Structured Parking (750 Spaces with Retail)
New Town Center
Demo and Rebuild City of Waco Parking Garage
Demolition
Street & Utility Upgrades per District Improvement Plan
New Parks
Existing Bridge & Park Renovations
Historic City Hall
Waco Square Private Development
Development Parcels Available for Construction: C1, C2, C3

Town Center Complete

Figure 4-21 Phase 3: Town Center
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02-Feb-32
02-Feb-32
02-Feb-32
24-Jun-33
27-Sep-32
27-Sep-32
27-Sep-32

05-Aug-33

18-Nov-33
08-Oct-32
02-Jun-34
06-Jan-34
08-Dec-34
08-Dec-34
10-Feb-34

09-Jun-34

06-Jan-34

08-Dec-34
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Block

Footprint SF  Levels |Gross SF

75% 90%

Al
A2

A9
A10
A1l

Subtotals

Figure 4-22 Ballpark District

11.488
165,844

91,190
26,525

6,931

6,011
32,825
17,233
45,881
22,732

O O O~ O~ P R W P

22,976
821,086

364,760
79,575
13,862

8,845

193,350
99,294

263,460

119,644

1,986,852

Public Commercial Private Commercial Residential Hotel Garage
SF Efficiency SF Efficiency SF Efficiency SF Efficiency SF Stalls

22,976 16,083
86,17 60,320 336,550 252,413 478,038 1.47M
40,254 28178 120,762 90,572 254,680 784
26,525 18,568 53,050 42,440

6,93 4,852 6,931 5,198

8,845 6,192
65,650 45,955 127,700 95,775
34,466 24,126 34,466 27,573 30,362 22,772
44,869 31,408 109,188 81,891 109,403 337
45,464 31,825 74,180 59,344

267,506 129,357 430,073 118,547 2,5%

Phase 4 Ballpark District
(August 2034 - March 2036)

Predicting the timing of demand for
high quality private development in

the Ballpark District is challenging.

This uncertainty depends on whether
the City must use its debt capacity to
fund the multipurpose outdoor event
venue or whether a private developer
will be willing to take the venue off
balance sheet with a City subsidy. Of
the four qualified baseball operators
with prior experience in sports-
adjacent development interviewed by
the development team and City staff,
one has indicated potential interest in
taking the exclusive development rights
of the entire 2 million GSF Ballpark
District once the enabling infrastructure
in Phase 1A is sufficiently complete

to obtain financing. The other three
developers have stated that they do not
see a path to developing the Ballpark
District (or an affiliated AA baseball
team) unless the City first funds the
venue.
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PUBLIC COMMERCIAL I
COMMERCIAL OFFICE I
RESIDENTIAL
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STRUCTURED PARKING N
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P3 DEVELOPMENT I

Pending the due diligence and
feasibility analysis of the one operator
that may attempt to take on the
Ballpark District (including the
outdoor venue) earlier over the next
120 days, we have assumed for the
purposes of this Strategic Roadmap
and financial modeling that the City’s
debt capacity must first be dedicated
to the convention center complex and
up to another $0.017 ad valorem tax
increase will be necessary in 2033 to
fund approximately $102 million (net of
the venue operator’s rent payments of
approximately $15 million) that will be
needed for the venue and the Ballpark
District parks and streets.

The total development cost of Phase
4 is anticipated to be approximately
$295 million. $192 million of this

cost is anticipated to be paid from
general funds and $12 million from
hospitality-related funds to fund the
multi-use sports and events stadium.
The remaining $91 million is from self-
supporting enterprise funds.
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Phase 4: Baseball District 2034 2035 2036
Start End EEEé§§§§§°§8§§§§§§§§§§§8§§§§§
PHASE 4 - BASEBALL DISTRICT
Predevelopment Agreement for Baseball 16-Dec-33
Design of Baseball Stadium 16-Dec-33 24-Aug-34 -------
50% DD’s Complete 01-Jun-34 ]
Establish GMP 02-Jun-34 13-Jul-34 LI
Financial Close / NTP - Phase 4 14-Jul-34 10-Aug-34 -
Build New Baseball Stadium 11-Aug-34 | 21-Feb-36 N O O O R
Street & Utility Upgrades per District Improvement Plan
4th Street - Jefferson to Waco Drive 11-Aug-34 25-Jan-35 ---
Intersection Upgrades - Waco Drive & 4th Street 11-Aug-34 27-Dec-35 --- --- ------
Intersection Upgrades - Waco Drive & MLK 11-Aug-34 27-Dec-35 --- --- ------
3rd Street - Jefferson to Bosque 26-Jan-35 12-Jul-35 --- --
Barron Ave - 4th to 3rd Street 13-Jul-35 13-Sep-35 ---
Uparks - Jefferson to Bosque 13-Jul-35 27-Dec-35 ------
Baseball Private Development
Parcels Available for Private Development: A7 - A1l 06-Sep-35 -
Development Parcels Available for Construction: Al - A6 27-Dec-35 -

Figure 4-23 Phase 4: Baseball District
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East Waco Youth Sports District Phase
(Timing TBD, if Off Balance Sheet)

The City currently is conducting

a demand and economic impact

study of youth sports. As discussed
above, a properly programmed
multigenerational sports complex
with outdoor and indoor courts and
fields could offer high return public-
facing activation in East Waco. The
feasibility of a developer requiring only
a City subsidy of the fair market value
of available property in exchange for
City participation in the net operating
income waterfall of the facility without
requiring City debt capacity will be
studied as part of Phase 1A.

2, Total Development Summary
(All Phases)

In summary, the total revised downtown
master plan will encompass more than
7.4 million new GSF of development
(approximately 6 million NSF) with
approximately 2,000 new residential
units and 9,100 new structured parking
spaces. The total new ad valorem value
that will be created in 2025 dollars when
the private development is complete

in 15 to 20 years will be approximately
$2.6 billion. The total City infrastructure
investment (including the incentives
required to fund the HQ hotel) is
approximately $1.3 billion in 2025
dollars.

DOWNTOWN WACO STRATEGIC ROADMAP
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Public Commercial Private Commercial Residential Hotel Garage

Block Footprint SF Levels Gross SF SF  Efficiency SF  Efficiency SF  Efficiency SF  Efficiency Levels SF Stalls

A . BALLPARK DISTRICT

Al 11,488 2 22,976 22,976 16,083

A2 165,844 5| 821,086 86171 60,320 336,550 252,413 6 478,038 1,471
A3

A4 91,190 4| 364,760 40254 28,178 120,762 90,572 5 254,680 784
A5 26,525 3 79,575 26,525 18,568 53,050 42,440

A6 6,931 2 13,862 6931 4,852 6,931 5,198

A7 6,011 2 8,845 8845 6,192

A8 32,825 6| 193,350 65650 45,955 127,700 95,775

A9 17,233 6 99,204 34,466 24,126 34,466 27,573 30,362 22,772

A10 45,881 6| 263,460 44,869 31,408 109,188 81,891 4 109,403 337
All 22,732 6| 119,644 45464 31,825 74,180 59,344

Subtotals 1,986,852 267,506 129,357 430,073 118,547 2,591

B. BARRON’S BRANCH DISTRICT

B1 7,917 2 15,834 7917 5542 7917 6,334

B2 28,487 1 28,487 28,487 19,941

B3 41,297 4| 145,168 41297 28908 103,871 83,097

B4 27,225 4 93,034 27225 19058 65809 52,647

B5 4,539 2 9,078 9,078 6,355

B6 35,237 2 70,474 35237 24,666 35237 28,190

B7 2,329 1 2,320 2329 1,630

B8 35,089 4| 139,249 35089 24,562 104160 78,120

B9 79,089 12| 756,432 85488 59,842 106,932 85,546 345042 259,457 6 218,070 671

B10 86,888 4| 342,725 46,813 32,769 102447 76,835 5 244,595 753

B11 127,623 6| 765,738 55596 38,917 6 710,141 2,185
/' | I

Subtotals 2,368,548 262,189 255,813 414,412 0 3,609

C. WACO SQUARE DISTRICT

c1 57,364 3| 172,092 57,364 40,155 114,728 86,046

2 13,361 3 40,083 13,361 9,353 26,722 20,042

c3 32,929 3 98,787 32,929 23,050 65,858 49,394

c4 85,677 4| 311,238 311,238 248,990

cs 50,344 3| 151,032 50,344 35,241 100,688 75,516

6 17,791 3 53,373 17,791 12,454 35582 28,466

c7 35,280 3| 105,840 35280 24,696 70,560 56,448

c8 8,409 3 25,227 8,409 5,886 16,818 12,614

9 59,364 6| 356,184 19,125 13,388 6 337,059 1,037

10 48,591 3| 145,773 16,064 11,245 97,182 72,887 1 32,535 100

B11 127,623 6| 765,738 55596 38,917 6 710,141 2,185
I N R I

Subtotals 1,459,629 175,467 333,904 240,981 75,516 1,137
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Public Commercial Private Commercial Residential Hotel Garage

Block Footprint SF Levels Gross SF SF  Efficiency SF  Efficiency SF  Efficiency SF  Efficiency Levels SF Stalls

D. MARY AVE DISTRICT

D1 (PA9) 42,554 3 108,682 108,682 76,077
D2 23,400 6 203,400 23,400 16,380 180,000 135,000
D3 () 113,700 3 341,100 341,100 238,770
D4 7,429 3 22,287 7,429 5,200 14,858 11,886
D5 16,211 3 48,633 16,211 11,348 32,422 25,938
D6 9,263 3 27,789 9,263 6,484 18,526 14,821
D7 8,595 3 25,785 8,595 6,017 17,190 13,752
D8 9,790 3 29,370 9,790 6,853 19,580 15,664
D9 9,263 4 37,052 9,263 6,484 27,789 22,231
D10 121,449 6| 718,269 56,590 39,613 168,285 126,214 7 579,101 1,782
B11 127,623 6 765,738 55,596 38,917 6 710,141 2,185
| ——
Subtotals 1,562,367 413,226 104,292 126,214 135,000 1,782
E. YOUTH SPORTS DISTRICT
E1(M 70,830 1 70,830 70,830 49,581
| ——
Subtotals 70,830 49,581
Total NET SF 3,532,077 NET SF NET SF NET SF Parking
1,167,969 823,366 1,211,680 329,063 9,119
NET SF w/ Garage 6,502,690 NET SF (90% Efficiency):

2,970,613

Total Gross SF 7,488,226 Gross SF Garage: 3,300,681

Gross SF w/Garage 10,784,907

Figure 4-24 Phase Summary
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Figure 4-25 Development Use Type Program
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Figure 4-26 Development Use Type Program
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C.

Zoning and Permitting Strategy

Central Business District (CBD)
Overlay and Form Based Code:

One of the initial critical steps in any
downtown revitalization is to establish
the need for consistency in streetscapes
and landscapes throughout the

core of Central Business District as

it redevelops beyond the master
planned area so that the pedestrian
experience in the CBD eventually is a
walkable, activated street. Typically,
the development requirements
outside of the master planned area
are descriptive of the architecture with
general compatibility parameters for
the zones and architecture that need
to be preserved and require standards
for wide sidewalks and street front
landscaping and moving overhead
utilities underground within the utility
easement as part of the development
permitting process. Within the four
master planned districts, the overlay
will be more prescriptive with specific
architectural requirements for most
exterior features and a formal design
review board approval as part of the
permitting process.

Concurrent with the predevelopment
design of Phase 1A, the development
team will work with the City to develop
a comprehensive form-based code

for Waco’s Central Business District,
including the downtown master plan
area. This will begin with defining the
CBD boundaries and establishing an
overlay district that will become part of
Waco’s formal planning process. With
respect to the master planned precincts,
the development team will work with
the City planning department to draft
proven Architectural and Landscape
Guidelines for each precinct and a form-
based code that establishes height,
massing, setbacks, parking ratios, and
other compatibility criteria to ensure
development that is consistent with the
vision laid out in this document. Prior to
the formal adoption of the form-based
code, the core design team (master
architect, landscape architect and civil
engineer) will work with the selected

DOWNTOWN WACO STRATEGIC ROADMAP

architect for the individual projects to
ensure that the design is consistent and
complies with the vision for the future
of Waco.

Permitting and Inspection
Supplementation: Given the scale

of the downtown development and
potential pace of development, the
strategy implementation in Phase 1A
should include assembling a dedicated
3rd party team of reviewers and
inspectors trusted by the City who

will follow an established, efficient
process so that the review and
inspection process for the downtown
development is timely and predictable
and the current staff are allowed to
focus on the development occurring
outside downtown. This 3rd party
reviewer process also should include
(i) expedited plan review timelines,

(ii) real-time plan review meetings,
and (iii) unique/special construction
permit categories for this project. Code
interpretation and final approval for
building occupancy shall be made by
the City.

Streets/Traffic/Parking

In 2023, the City adopted the Downtown
Implementation Plan (DIP) developed
by Kimley Horn. This document includes
recommendations for streets and
parking in downtown. In particular, the
DIP classified the existing downtown
streets and provided proposed street
typical sections for each classification.
The DIP also included specific
streetscaping products for use in
downtown (i.e., benches, lights, and
trash cans). Finally, the DIP included

a parking study, which essentially
found that parking is near capacity and
included building blocks and tools to
utilize as properties develop/redevelop.
The DIP did not foresee the extensive
development anticipated in this project.
Thus, certain recommendations from
the DIP do not align with the master
development goals in this Strategic
Roadmap, but the DIP served as a useful
starting point for street classifications.
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PUELIC STREET

B ARTERIAL/GATEWAY

B GREEN BOULEVARD

W LOCAL/ENTERTAINMENT
CIRCULATION

ACCESS STREETS

HORMALLY OPEN TO VEHICULAR TRAFFIC

e CONSTRUCTED BY CITY

-—— - CONSTRUCTED BY PRIVATE DEVELOPER

HORMALLY CLOSED TO VEHICULAR TRAFFIC,
EXCEPT FOR EMERGENCIES/MAINTENANCE ACCESS

— CONSTRUCTED BY CITY

= we ws  CONSTRUCTED BY PRIVATE DEVELOPER

Figure 4-27 Street Improvements

As planning and form-based code
progresses, the development team and
the City will evaluate whether to adhere
closely to the DIP, adapt it, or establish
new design guidelines. Irrespective of
the approach to the DIP, the downtown
master development will necessitate

a comprehensive parking strategy

and demand analysis for each phase
of development within the precincts,
which was not within the scope of the
DIP.

1. Street Design

The streets within the project area are
categorized into five classifications
outlined below. Section views of

each street type are in the DIP except
for “Access Streets,” which is a new
classification needed to provide
commercial delivery and emergency
access. Access Streets are described
below and are either normally open
or normally closed. The Figure 4-27
provides an overview of the five street
classifications and their location within
the development.
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Existing Ope; Space
Proposed Open Space
Pedestrian Circulation
e Open Vehicular Streets
==ss Managed Vehicular Streets
wwuw Fire Lane Access
Il Parking Garages

Figure 4-28 Street Connections and Parking

Green Boulevard

110-ft Right-of-Way (ROW), 4 lanes
separated by a raised median,
parallel parking on both sides,
sidewalk/streetscape on both sides
Intended to be wide thoroughfares
with trees and wide sidewalks
Applies to University Parks Dr
(Jackson Ave to Franklin Ave)

Gateway/Arterial Street

75-ft ROW, 3 lanes, parallel parking

on both sides, sidewalk/streetscape

on both sides

Intended to move higher traffic

volumes and provide arterial

connection within the master plan

Applies to:

— Franklin Avenue (4th Street to
Brazos River Bridge)

— Washington Avenue (4th Street
to Brazos River Bridge)

—  4th Street (Franklin Ave to Waco
Dr)

Circulation Street

60-ft ROW, 2 lanes, parallel parking
on both sides, sidewalk/streetscape
on both sides

Intended to promote vehicular
circulation within Downtown
Applies to 3rd Street (Jackson Ave
to Bosque Blvd)

Local/Entertainment Street

75-ft ROW, 2 lanes, parallel parking

on both sides, sidewalk/streetscape

on both sides

Intended to promote ground floor

retail activation

Applies to:

— Mary Avenue (3rd St to
University Parks Dr) - may
receive special attention as this
street has long been planned
to become a festival street
along with reinvigoration of the
existing building facades that
“back” the street.

— Austin Avenue (4th St to 3rd St)

— Columbus Ave (4th St to 3rd St)

— Jefferson Ave (4th St to
University Parks Dr)
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— Barron Ave (4th St to 3rd St)
— 2nd Street (Jackson Ave to
Franklin Ave)

Access Street

26-ft wide street with a 50-ft ROW,
2 lanes, angled/parallel parking

on one or both sides when open to
public traffic, sidewalk/streetscape
on both sides

Primarily intended to serve

as emergency, delivery, and
maintenance access, with some
locations also providing vehicular
circulation. Depending on location,
these streets may be normally
closed (with ability to be opened
on occasion) or normally closed to
public traffic.

This street type is not identified

in the DIP; however, its use is
recommended in the master plan
because many of the narrower
street types in the DIP do not meet
fire lane requirements.

Applies to multiple locations in
Waco Square, Barron’s Branch, and
the Ballpark Districts.
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While some of the streets shown in the
Street Improvements layout graphic
above are new greenfield or reinstated
streets, many are existing streets. Most
of downtown’s existing street, drainage,
and utility infrastructure is outdated
and/or under capacity. Therefore, this
Strategic Roadmap anticipates that
each street segment will be constructed
with new pavement, drainage, water,
wastewater, electric/telecom ductbanks
(with utility providers providing

and installing wiring), pedestrian,

and landscaping infrastructure. The
infrastructure will be sized based on
the needs of the full development when
completed.

With the daylighting of a new channel
along Barron’s Branch, bridge crossings
also will be constructed at 3rd Street,
2nd Street, and University Parks where
they intersect the creek to provide
through access for emergency services
and pedestrian crossings. These bridges
will serve as vehicular and/or pedestrian
connections to each side of the creek
and will include decorative features that
fit the aesthetic themes of the Barron’s
Branch District.

2. Traffic Engineering

The Development Team conducted an
initial traffic study based on the full
master plan to determine the high-level
feasibility of the project. The findings
and recommendations of the initial
study are as follows:

Recommendation #1

The four primary traffic arterials
(4th and 5th/Waco Drive/MLK/
Franklin Avenue) will require some
modifications.

= MLKand Waco Drive are already
adequately sized five lane sections.

= The Franklin Ave Bridge over the
Brazos River should be re-striped
from three lanes to four lanes.

= Franklin Ave should be widened
from four lanes to five lanes from
Brazos River to 5th Street. This
work should be coupled with the
City’s ongoing pursuit of converting
Franklin Ave to two-way traffic from
4th Street to 18th Street.
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= With the partial closure of
University Parks Drive and
increased traffic generation in the
area, 4th and 5th Streets will carry
a substantial amount of traffic. 4th
Street (from IH 35 to Waco Drive)
should be widened to five lanes if
it is converted to two-way traffic.
However, if 4th and 5th Streets
continue to function as a one-way
pair, 4th Street should remain three
lanes wide and 5th Street should be
widened (or re-striped) from two
lanes to three lanes.

= Although outside of the master plan
scope, 6th Street likely will have
increased traffic and, thus, should
be re-striped or widened from two
lanes to three lanes (from Waco
Drive to Franklin Ave).

Recommendation #2

The four intersections of the
arterial streets will require
improvements due to increased
traffic.

= MLKand Franklin Ave - add turn
lanes and replace signal system/
signage/striping

= Franklin Ave and 4th Street - add
turn lanes, replace signal system/
signage/striping

= 4th Street and Waco Drive - add
turn lanes, replace signal system/
signage/striping

= Waco Drive and MLK - these streets
are grade separated (i.e., Waco
Drive passes over MLK), and a
solution should be implemented to
connect the two streets and create
an intersection that freely allows
traffic to turn from one street to the
other (albeit controlled by traffic
signals). One possible solution is
a “Quadrant Interchange” but an
engineering study will need to be
completed to finalize a design.
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Recommendation #3

The initial traffic study also
recommends the following items
be considered during design
development:

= Allocate parking at northwest
corner of Franklin Ave/4th Street
intersection for easier access and
flow.

= Convert Barron Ave to one-way
traffic from 4th Street to 3rd Street
to facilitate garage ingress-egress.

= Ensure Barron Ave/3rd Street
intersection is adequately sized to
accommodate delivery trucks.

Itis important to understand that

these recommendations are based on
the full re-development of Downtown
(including parts of East Waco), which
will occur over several phases and many
years. Further study will be required

as the design evolves to finalize the
recommended traffic improvements
and determine the phases in which they
should be implemented.

3. Parking Analysis

The concept of shared parking is
based on the simple idea that different
destinations attract different parking
users at different times of day. Shared
parking optimizes parking spaces

by allowing them to serve multiple
purposes without causing conflicts or
overlap. For example, an office with
peak parking demand during the day
can share spaces with a restaurant that
has peak demand in the evening.

Shared parking has become

a cornerstone of mixed-use
developments, where pioneering
studies demonstrated that
developments with differing peak
parking times can share a reduced
number of spaces. Shared parking
feasibility hinges on two key factors:
variations in vehicle accumulation and
trip chaining patterns:

= Variations in vehicle
accumulation: Land uses exhibit
variations in peak parking demands
throughout the day, week, or
season.
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= Trip chaining: The co-location
of complementary land uses
encourages users to visit multiple
destinations on a single trip,
reducing overall parking demand.
(e.g., office workers patronizing
nearby retail or restaurants during
lunch breaks).

Although the Urban Land Institute

(ULI) methodology for shared parking
analysis was not developed until the
early 1980s, the concept of shared
parking was already well established

as a fundamental principle of urban
planning. From the earliest days of the
automobile, thoughtful urban planning
has encouraged sharing parking
resources rather than allocating parking
for each use or building. Shared parking
allows for more efficient land use, better
urban design, walkability, and improved
traffic flow. Centralized parking lots or
garages are favored over scattered small
facilities, leading to fewer driveway
interruptions, more pedestrian-friendly
environments, and smoother traffic
flow, which reduces accidents and
emissions from idling vehicles.

The first shared parking programs
arose when developers, interested

in reducing development costs,
successfully demonstrated that they
could accommodate all demand on
site with a reduced number of * spaces.
The Urban Land Institute’s (ULI) 2005
“Shared Parking” report provided
analytic methods for planners to use
on specific projects, and as mixed-use
projects evolve, ULI continually updates
this methodology.

The degree of shared parking varies.
A parking space assigned to a specific
user is not shared at all. On-street
parking spaces located in a busy,
mixed use urban area tend to be the
most shared. In between are parking
spaces that are shared among various
employees at a particular worksite,
parking that is shared by customers
at a variety of businesses located in a
mall, or arrangements by one facility
to use another facilities parking at
certain times. An assigned employee
parking space is typically used about
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2,000 hours (about 2 and a half months)
per year, while an on-street parking
space in a busy area often gets three
times as much use. Efficient sharing of
spaces can significantly reduce parking
requirements.

Parking often occupies more land than
buildings in urban and suburban areas.
In suburban shopping centers, parking
can take up more space than the
building itself. Adjacent sites with large
parking facilities often have unused
spaces for long periods. Shared parking
can reduce the amount of land needed
for parking, creating opportunities for
more compact development, more
space for pedestrian circulation, or
more open space and landscaping.

Establishing shared parking
requirements involves a site-specific
assessment or use of time-of-day
parking utilization curves, which were
developed by the ULl in Shared Parking.
Planners need to consider several
factors when developing shared parking
requirements, including the physical
layout of the development; the number
of spaces for each of the individual

land uses; the types of parking users
(e.g., employees, residents, or hotel
guests who park all day, or customers
and visitors who park for short periods
of time); and hourly accumulation of
parking for each land use.

s “d
3 = N ;
5 "
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The main factors in the model are:

The Mixed-Use Factor or Captive
Market Factor a reduction in
demand that results when patrons
visit more than one businessin a
mixed-use complex. An example for
SED; is office workers, event patrons
and hotel guests will use the retail
and restaurant businesses.

Modal Split Factor is a reduction

in demand based on arrival by
other means than a personal
vehicle including; walking, bicycle,
bus, train, taxi, limo, car sharing,
ride sharing, car pooling and van
pooling. Today this involves a
dynamic change in the parking
market as companies like Uber are
rapidly changing the way we get to
work.

Utilization Curve is the estimated
time that the specific business

will generate vehicular traffic. For
example: logically, as consumers,
we all know when hotels and
apartments can be full - at night
when we are sleeping. Alternatively,
restaurants peak at the lunch and
dinner hours with larger peaks in
the evening and weekends.
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Building Components:

User

Ballpark

Multifamily 1 Block A
F&B Block A

Office Block A

Retail A

Multifamily 2 Block B
Retail Block B

F&B Block B

Office Block B

City Hall

Retail Block C

F&B Block C
Multifamily 3 Block C
Office Block C
Multifamily 4 Block D
Office Block D

F&B Block D

Retail Block D

Hotel All Blocks

Convention Center/PAC

YouthSports Block E

Size

215,000 NR Sq.

100 Units

127,401 NR Sq.

Ft.

Ft.

95,550 NR Sq. Ft.

95,550 NR Sq. Ft.

420 Units

216,107 NRSq.
159,070 NR Sq.
159,070 NR Sq.
311,238 NRSq.
156,669 NR Sq.
156,669 NR Sg.

240 Units

208,669 NR Sq.

110 Units

208,669 NR Sq.
156,502 NR Sq.
156,502 NR Sq.

800 Keys

537,302 NR Sq.

Ft.
Ft.
Ft.
Ft.
Ft.
Ft.

Ft.

Ft.

Ft.

Ft.

Ft.

49,581 NR Sq. Ft.

Total Shared Parking Requirements

EEGEW

Day
15.00
1.40
8.00
3.00
4.00
1.40
4.00
8.00
3.00
3.00
4.00
8.00
1.40
3.00
1.40
3.00
8.00
4.00
1.00
8.00
8.00

Evening
15.00
1.40
8.00
3.00
4.00
1.40
4.00
8.00
3.00
3.00
4.00
8.00
1.40
3.00
1.40
3.00
8.00
4.00
1.00
8.00
8.00

Demand Indices (Design)

Weekend
Day
15.00
1.40
8.00
3.00
4.00
1.40
4.00
8.00
3.00
3.00
4.00
8.00
1.40
3.00
1.40
3.00
8.00
4.00
1.00
8.00
8.00

Evening
15.00
1.40
8.00
3.00
4.00
1.40
4.00
8.00
3.00
3.00
4.00
8.00
1.40
3.00
1.40
3.00
8.00
4.00
1.00
8.00
8.00

Code*

15.00
1.50
8.00
3.00
3.00
1.50
4.00
8.00
3.00
3.00
3.00
8.00
1.50
3.00
1.50
3.00
8.00
4.00
1.00
8.00
8.00

| Mixed-Use %

Weekday
Day
50%
100%
80%
90%
60%
100%
60%
80%
90%
95%
65%
80%
100%
90%
100%
95%
80%
60%
95%
80%
90%

Evening
80%
100%
85%
90%
60%
100%
60%
85%
90%
95%
65%
85%
100%
90%
100%
95%
85%
60%
95%
80%
90%

Weekend

Day
80%
100%
95%
90%
60%
100%
60%
95%
90%
75%
65%
95%
100%
90%
100%
95%
95%
60%
95%
80%
90%

Evening
80%
100%
95%
90%
60%
100%
60%
95%
90%
75%
65%
95%
100%
90%
100%
95%
95%
60%
95%
80%
90%

| Modal Split

I GEW
Day
75%
100%
75%
90%
75%
100%
75%
75%
90%
90%
75%
75%
100%
90%
100%
90%
75%
75%
50%
65%
90%

Evening
85%
100%
85%
90%
85%
100%
85%
85%
90%
90%
85%
85%
100%
90%
100%
90%
85%
85%
50%
65%
90%

Weekend
DE)Y
85%
100%
85%
90%
85%
100%
85%
85%
90%
90%
85%
85%
100%
90%
100%
90%
85%
85%
50%
65%
90%

Evening
85%
100%
85%
90%
85%
100%
85%
85%
90%
90%
85%
85%
100%
90%
100%
90%
85%
85%
50%
65%
90%

| Peak Hour Demand

Weekday

Day ***  Evening
665 1754
126 126
741 823
209 70
155 138
529 529
357 317
687 919
348 116
681 340
312 225
677 752
302 302
127 456
137 137
209 70
676 905
407 501
108 203
1717 1824
112 273

9281

10,780

Weekend

Day | Evening
1535 1535
126 126
782 741
35 0
163 172
529 529
377 397
976 976
58 0
189 76
312 225
961 911
302 302
380 507
137 137
209 70
960 910
595 595
135 189
1717 1824
257 257

Code*

3225
150
1019
287
287
630
864
1273
477
934
470
1253
360
626
165
626
1252
626
800
4298
397

| Demand Indices (Peak Hour)

I GEW
DEYY
3.09
1.26
5.81
2.19
0.00
1.26
1.65
4.32
2.19
2.19
1.99
4.32
1.26
0.61
0.57
1.00
4.32
2.60
0.14
3.19
2.27

Evening
8.16
1.26
6.46
0.73
0.00
1.26
1.47
5.78
0.73
1.09
1.44
4.80
1.26
2.19
0.57
0.33
5.78
3.20
0.25
3.39
5.51

Weekend
Day
7.14
1.26
6.14
0.36
0.00
1.26
1.74
6.14
0.36
0.61
1.99
6.14
1.26
1.82
0.57
1.00
6.14
3.80
0.17
3.19
5.18

Evening
7.14
1.26
5.81
0.00
0.00
1.26
1.84
6.14
0.00
0.24
1.44
5.81
1.26
2.43
0.57
0.33
5.81
3.80
0.24
3.39
5.18

Weekday Day
Weekday Evening
Weekend Day

Weekend Evening

* Code - City code space requirements when each of the program components are built as individual projects without sharing of parking. This is not a demand indicator of the overall program.

May Weekday @ 12:00PM
May Weekday @ 6:00PM
May Weekend @ 12:00PM
May Weekend @ 6:00PM

*** peak Demand Per ULl Model

Parking Demand calculated without Mobility Strategy

Planning required for Ride Share and Valet Programs

This Model Assumes 100% Shared (except residential) and represents minimum requirement without mobility

Figure 4-29 ULI Parking Model
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AT PEAK

BP

CH

MF

0]

F&B

YS
CC/PAC
Ret

HL
Total

1,754
340
1,094
712
3,399
273
1,824
1,181
203
10,780

10,780
9,360
124
10,784
‘
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PEAK MONTH

WEEKDAY

TIME sapark "Y' sbka | slocka | Maocke | sbcke | mocks | mocks | SUMU | moite | gokc | moskc | mcke | Bloskp | OMeeBockd | pltl | goko | Alslcks | comterPac | | ocke | o
6AM 0 140 41 5 9 588 20 38 8 15 38 7 336 25 152 5 38 31 270 0 16 1781
TAM 60 126 82 23 17 529 40 76 39 76 75 35 302 51 137 23 75 63 243 107 32 2212
8AM 121 126 165 81 34 529 79 153 135 265 150 121 302 101 137 81 150 125 203 215 64 3339
9AM 302 126 206 128 43 529 99 191 213 416 188 190 302 127 137 128 188 157 108 322 80 4179
10AM 302 126 288 174 112 529 258 496 290 567 489 260 302 127 137 174 488 407 108 429 129 6192
11AM 302 126 412 221 146 529 337 382 367 718 639 329 302 127 137 221 376 313 108 644 129 6864
12 NOON 665 126 741 209 155 529 357 687 348 681 677 312 302 127 137 209 676 407 108 1717 112 9281
1PM 726 126 535 221 138 529 317 496 367 718 602 329 302 127 137 221 488 407 108 1395 129 8417
2PM 726 126 535 209 120 529 278 496 348 681 526 312 302 127 137 209 488 407 108 1395 129 8187
3PM 726 126 370 197 112 529 258 496 329 643 489 294 302 127 137 197 488 407 108 1395 145 7875
4PM 726 126 370 174 112 529 258 496 290 567 489 260 302 127 137 174 488 407 108 1395 145 7680
5PM 726 126 576 163 146 529 337 534 271 529 639 242 302 279 137 163 526 438 189 1502 193 8547
6PM 1754 126 823 70 138 529 317 919 116 340 752 225 302 456 137 70 905 501 203 1824 273 10780
7PM 1974 126 741 70 138 529 317 827 116 265 602 156 302 482 137 70 814 501 216 1824 305 10510
8PM 1974 126 658 58 138 529 317 736 97 189 602 87 302 456 137 58 724 501 230 1717 289 9923
9PM 987 133 82 23 138 559 317 92 39 76 602 35 302 380 137 23 90 63 243 215 241 4776
10PM 439 133 41 12 129 559 298 46 19 38 564 17 319 25 144 12 45 31 257 107 16 3251
11PM 0 140 0 0 129 588 298 0 0 0 564 0 336 0 152 0 0 0 270 0 0 2477
12 MID 0 140 0 0 129 588 298 0 0 0 564 0 336 0 152 0 0 0 270 0 0 2477

weekewo

TIME Elaas Mullatli;iﬂy ' BI?ZE A B?:fciﬁeA Re/ia“ Mul!stli;ir;gy ’ BTSET(“B Blf)&éE B Bcl):éﬁes iGN BlFo&éE C Brfii“c . uétliacr;icly : Bcl):ciiec . u;iirgy " office BlockD Blffés D BT:zi“D Alll_IB(ﬁ)eclks CCZZ:::;E:E Yogtll‘:ilfgrts IfeiEL
6AM 0 140 41 12 9 588 20 51 19 38 2 7 35 25 152 5 51 31 270 0 16 1511
7AM 219 126 82 23 17 529 40 103 39 38 101 35 302 51 137 23 101 63 243 107 32 2411
8AM 329 126 123 46 34 529 79 206 7 113 202 121 302 101 137 81 202 125 203 429 64 3633
9AM 439 126 165 46 43 529 99 257 77 113 253 190 302 127 137 128 253 157 203 536 80 4260
10AM 548 126 288 46 112 529 258 668 77 151 658 260 302 228 137 174 657 407 162 751 273 6813
11AM 987 126 741 46 155 529 357 925 7 189 911 329 302 330 137 221 910 563 122 1931 289 10177
12 NOON 1535 126 782 35 163 529 377 976 58 189 961 312 302 380 137 209 960 595 135 1717 257 10736
1PM 1974 126 741 46 155 529 357 925 7 189 911 329 302 385 137 221 910 563 108 1931 305 11222
2PM 1645 126 617 35 129 529 298 771 58 189 759 312 302 380 137 209 758 470 108 1395 321 9547
3PM 1645 126 617 35 129 529 298 771 58 189 759 294 302 380 137 197 758 470 122 1395 321 9532
4PM 1535 126 576 12 120 529 278 719 19 189 708 260 302 380 137 174 708 438 135 1395 241 8982
5PM 1535 126 576 12 120 529 278 719 19 151 708 242 302 431 137 163 708 438 162 1502 257 9117
6PM 1535 126 741 0 172 529 397 976 0 76 911 225 302 507 137 70 910 595 189 1824 257 10478
7PM 2083 126 823 0 172 529 397 1028 0 76 1012 156 302 507 137 70 1011 595 216 2038 305 11583
8PM 1974 133 823 0 172 559 397 1028 0 76 1012 87 319 507 144 58 1011 626 243 2038 289 11495
9PM 1864 133 617 0 172 559 397 771 0 38 1012 35 319 507 144 23 758 470 243 1609 273 9944
10PM 1316 133 535 0 163 559 377 668 0 38 961 17 319 330 144 12 657 407 257 1395 209 8496
11PM 987 140 288 0 163 588 377 462 0 38 961 0 336 228 152 0 455 282 270 751 145 6623
12 MID 0 140 0 0 155 588 357 0 0 0 911 0 336 0 152 0 0 0 270 0 0 2909

DOWNTOWN WACO STRATEGIC ROADMAP 6 l



a. ULI Model Analysis

Based on the study area and proposed
development outlined in the Strategic
Roadmap, the anticipated peak
demand for the area is 10,780 cars,
corresponding to a weekday evening
surge as shown in the ULI Parking
Model tables below. Note Figure 4-28
does not consider any shared-use

of multi-family residential parking,
existing and additional teaser/street
parking, or displaced surface parking,
each of which could be evaluated in a
comprehensive parking analysis upon
further development of the downtown
master plan.

As seen in the output tables included in
Appendix D, the parking capacity of the
development outlined in the Strategic
Roadmap anticipates meeting the
following:

= 85% of the anticipated peak load or
100% of the weekday daytime load
based on a 325 SF per stall, or

= 80% of the anticipated peak load or
over 90% of the weekday daytime
load based on a more conservative
350 SF per stall

The trend over the last 20 years is that
parking demands are shrinking over
time. As downtown Waco evolves

and becomes more multi-modal and
increasingly pedestrian, the City can
reasonably anticipate a similar trend
- even in a vehicular-centric culture.
Expert recommendation is to evaluate
the ULI parking model incrementally
over time as development occurs
considering the unique and evolving
physical and social characteristics of
each project and adjusting demand
accordingly with capacity targets and
loads to be reevaluated at least on a
phase-by-phase interim, or project-by-
project basis.

b. Potential Collaboration For Shared
Parking Resources

The largest planned garage in the study
areais located on the block between
3rd & 4th Street, north of Washington.
Adjacent to this block, between 4th

& 5th Street, is the McLennan County
Records Building and a large surface
lot supporting County employees and

DOWNTOWN WACO STRATEGIC ROADMAP

visitors. Traffic analysis conducted by
the design team has identified this
block as the optimal location for a
district-wide shared parking resource,
improving ease of access and efficient
traffic flow.

As the Master Plan for downtown
progresses, there is opportunity for
collaboration between the City and
County to identity efficiencies and
shared resources. This garage is a great
example of such potential. Relocating
the garage to this County-owned land
would allow the currently planned site
to be used for tax generating private
development, which could help meet
both City and County needs, as well as
additional public commercial uses to
further enhance district activation and
density.

E.

Floodplain and USACE Permitting

As shown in the Figure 4-29, significant
areas of the master plan lie within
FEMA's revised 100-Year Floodplain.
The 100 Year Floodplain is regulated
by the City of Waco, but the 500 Year
Floodplain is not regulated. Waco
generally requires all finished floors to
be constructed two feet above the 100-
Year Floodplain, and new construction
cannot cause an adverse drainage
impact on other properties (e.g.,
increasing runoff, raising the floodplain,
increasing flood velocities, increasing
erosion). Furthermore, financing and
reliable insurance coverage over an
asset’s life are exponentially more
challenging in or near a 100-Year
Floodplain and generally would be
considered unfinanceable. Therefore,
abating the floodplain issues should be
considered imperative to the master
plan success, specifically Barron’s
Branch and East Waco.

There are two strategies to address the
floodplain concerns - avoidance and
mitigation. As much as possible, new
construction will be designed to avoid
the floodplain. Where necessary to
perform new construction within the
floodplain, mitigation will be required.
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Right of Way
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= Primary Study Area
--Addt’l Area of Study

Figure 4-30 Floodplain

Floodplain mitigation typically involves
four steps: (1) flood modeling to
determine the feasibility of revising the
floodplain without causing any adverse
impacts (2-4 months); (2) preparation
and submission of a Conditional Letter
of Map Revision (CLOMR) request to
FEMA for review and approval (9-

12 months); (3) construction of the
proposed improvements to revise the
floodplain (duration varies); and (4)
preparation and submission of a Letter
of Map Revision (LOMR) request to FEMA
for review and approval (5-8 months
typical). Upon approval of a LOMR,
FEMA will revise the official floodplain
map.

The following is a description of the
three primary floodplain concerns for
this project with conceptual strategies
for each.

DOWNTOWN WACO STRATEGIC ROADMAP
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1. Brazos River “West” Bank

The southwest bank of the Brazos

River is referred to as the “West” Bank
in Waco. The project has been laid out
such that all proposed buildings along
the West Bank avoid the existing FEMA
100 Year Floodplain except near Barron’s
Branch Creek, which is discussed
below. The reconstruction of the Brazos
riverwalk will require flood modeling
to determine if it will have an impact

on the floodplain, which may lead to
the need to revise the FEMA Floodplain
Map through the CLOMR/LOMR process
described previously.

2. Brazos River “East” Bank

The northeast bank of the Brazos River
is referred to as the “East” Bank in
Waco. The floodplain along the East
Bank of the river is sprawling, and

due to this, the potential to further
develop East Waco will be very limited
unless floodplain mitigation occurs.
Conceptually, the following mitigation
efforts could be performed to reduce
the 100 Year Floodplain limits in East
Waco to more tightly follow the East
Bank of the River and open much of East
Waco to redevelopment.

63



Based on terrain data, the 100 Year
Floodplain extends into East Waco at
two isolated low points: Waco Drive

at Sherman Street and Martin Luther
King Jr Blvd at the southwest corner of
the Lipsitz recycling yard. If these two
areas can be filled above the 100-Year
Floodplain elevation, the 100-year flood
is prevented from leaking into East
Waco at ground level. This is a relatively
simple solution but will require further
study to determine the feasibility and
potential costs.

The existing storm drain systems in

East Waco allow the Brazos River flood
water to backflow through the systems
and flood low lying parts of East Waco
that are northeast of Martin Luther

King Jr Blvd. To eliminate this flooding,
additional storm drain systems need to
be constructed to designated low points
(e.g., open ponds and wet wells), gravity
outlet pipes with backflow prevention
devices can be constructed from the
low points to the River, and large
stormwater pumps can be installed at
the low points to drain all localized flow
when the backflow prevention devices
are being utilized. In other words, when
theriver is at flood stage, the backflow
prevention devices will be preventing
backflow to flood East Waco, but the
pump systems will activate to drain the
localized runoff out of East Waco. This

is a relatively involved solution and will
require extensive study to determine the
feasibility and potential costs.

We understand that the City of Waco has
applied for a Texas Water Development
Board Flood Infrastructure Fund

grant to secure funding to perform
preliminary engineering for the East
Waco floodplain mitigation efforts
described above. The City is optimistic
that its grant application will score well
because it will remediate the extensive
floodplain coverage of the historic and
predominantly low-income East Waco
area. If either of the two mitigation
efforts mentioned above (or other
alternatives) are implemented, the
FEMA CLOMR/LOMR process will be
required to revise the FEMA floodplain
map.
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3. Barron’s Branch at 4th Street

Barron’s Branch Creek flows
underground to University Parks Drive
through a 13’ wide x 15’ tall box culvert.
However, this box culvert does not
have adequate capacity to convey the
full 100-year storm, which means that
part of a 100-year flood event flows
underground and the excess flows
above-ground, spreading out over a
substantial amount of the proposed
Calle Dos District. Conceptually, this
floodplain can be mitigated by adding
additional underground capacity (i.e.,
a second culvert barrel) to fully contain
the 100-year storm event underground.
If this mitigation effort is implemented,
the FEMA CLOMR/LOMR process will be
required to revise the FEMA floodplain
map. This will be coordinated with

a “daylighted” constant level, pump
fed Barron’s Branch Creek that will be
activated above the box culverts as part
of the Calle Dos Park development.

In addition to floodplain concerns,

any work within a Waters of the United
States (WOUS) will require permitting
through the USACE. The main activities
proposed for a WOUS permit are the
Riverwalk reconstruction along the
West Bank of the Brazos River and the
Barron’s Branch Daylighting. USACE
permitting for each location is estimated
to take 4-6 months for application
preparation and submittal and 9-12
months for USACE review and approval
(this review time could be extended if
USACE requires coordination with other
regulatory agencies).

F.

Utilities

1. Water, Wastewater, and
Drainage Capacity

a. Water

Overall Water Capacity

Downtown currently is fed by three
water transmission lines (16”, 20”, and
24” diameters) that were constructed in
the 1940s and 1950s. The development
and increased density of downtown will
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trigger the need to upgrade the water
system and add capacity. Based on
preliminary discussions with the Water
Utilities Department, the conceptual
solution for this project is to install a
new 36” diameter water transmission
line from the Riverside Water Treatment
Plant along 4th Street (or possibly
University Parks Drive) to Washington
Ave or Franklin Ave. Our understanding
is that the Riverside Treatment Plant
already has adequate pumping capacity
to serve the development of downtown.
Further engineering analysis is required
to verify this conceptual solution.

Local Water Network

Most of the water distribution lines in
downtown are aging and undersized.

It is recommended that a new water
distribution network (8” - 16” diameters)
be installed as part of the phased street
upgrades discussed above.

b. Wastewater
Overall Wastewater Capacity

Downtown’s wastewater flows to

the “West Bank Interceptor,” which
generally follows the west bank of the
Brazos River from Bosque Boulevard

to the Central Treatment Plan on the
east side of the City. While parts of the
West Bank Interceptor have recently
been improved, the existing system

is near capacity (with overflows

during significant storm events).
Substantial improvements are required
to accommodate the development

of downtown. We have formulated

a three-pronged approach to solve

the wastewater capacity deficiency
downtown to support the development.

= Brazos Basin Interceptor: This
solution has been part of Waco’s
Wastewater Master Plan and
involves constructing a large
wastewater interceptor through the
southeast and central part of Waco
to intercept wastewater flows from
the downtown wastewater system,
thus freeing up capacity in the
downtown wastewater system. This
is a large-scale project and will take
multiple phases to complete.
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Funding for this solution is not
included in the downtown master
development project budget
since the solution is substantially
outside of the downtown master
development project boundaries.

= Law School Wastewater
Reconstruction: This solution
is to replace part of an existing
wastewater system that is not
efficiently flowing due to reverse
sloped pipes. Installing new lines
at proper slopes will free up some
capacity for downtown. Funding for
this solution is not included in the
downtown master development
project budget because the solution
is substantially outside of the
downtown master development
project boundaries.

= Added Capacity to Downtown
West Bank Interceptor: The
City recently completed a
project to upsize the West Bank
Interceptor from Webster Avenue
to IH 35. Unfortunately, the
improvements are already near
capacity due to upstream and
downstream limitations. However,
in combination with the above
solutions, additional wastewater
capacity can be created downtown
by one of two means: (a) replace
the existing West Bank Interceptor
with a new interceptor from Bosque
Boulevard to Webster Avenue
(along University Parks Drive or
3rd Street) or (b) rehabilitate the
existing West Bank Interceptor from
Bosque Boulevard to Washington
Avenue and add a new parallel
wastewater pipe from Bosque
Boulevard to Webster Avenue
(along University Parks Drive or 3rd
Street). Funding for this solution is
included in the downtown master
development budget.

Further study is required to determine
the final scope of the wastewater
solutions needed to serve downtown’s
redevelopment. It will likely be a
large-scale, multi-phased, incremental
approach including all three solutions
mentioned above.
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Local Wastewater Network

Most of the wastewater collection lines
within Downtown are undersized or
very old. We recommend that a new
wastewater line network (8” - 18”
diameters) be installed as part of the
phased street upgrades discussed
above.

¢. Drainage
Overall Drainage Capacity

All of downtown’s stormwater runoff
drains to the Brazos River via streets,
storm drain systems, and streams. The
Brazos River has adequate capacity

to accept the runoff from this project.
Furthermore, Waco’s Draft Stormwater
Design Criteria (expected to be adopted
in 2024) gives the Public Works

Director the authority to waive the
requirement for stormwater detention
if the development is sufficiently
adjacent to the Brazos River and a
conveyance drainageway can be
constructed to discharge the 100-year
design storm directly into the river. This
means the project can be designed

and constructed without stormwater
detention facilities.

Local Drainage Network

Most of the streets in downtown either
have no storm drain or substantially
undersized storm drain systems, which
leads to frequent minor flooding in
heavy rains. Therefore, new storm drain
systems will be required to be installed
as part of the phased street upgrades
discussed above.

2. Dry Utilities Capacity and
Overhead to Underground
Conversion

a. Overall Dry Utility Capacity

Electricity, telecom, and natural gas are
provided by private companies which
have “franchise” agreements with the
City allowing them to be installed in
public ROW. It is our understanding that
Oncor, the electric provider, is actively
upgrading their network to meet future
downtown needs, but further study
may be required on their part to ensure
that their system will have adequate
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capacity for the Master Plan outlined
here. Similarly, the telecom and gas
providers will need to review their
capacities and determine if system
expansion is required.

b. Local Network

Existing overhead utilities will be
converted to underground duct banks.
Existing underground utilities will
likely be combined into duct banks,

or at a minimum relocated, due to
other infrastructure construction. In
the recent past, the City has paid to
install empty duct banks and the utility
providers have paid to install the new
utilities.

Further conversation is required with
each private utility owner to determine
the utility upgrade strategy and cost
responsibilities. Generally, we have
included in the cost projections a new
medium voltage power river crossing
from East Waco to downtown and

all new street duct banks, but no
conductors, switches, or transformers
consistent with prior practice. The street
duct bank will also include conduits
for expansion of the City of Waco fiber
optic network (to be coordinated with
the City’s Information Technology
Department).

3. Sustainable Water
(Raw Water System)

Waco’s history of prosperity has largely
been based on its robust water supply.
The springs along the Brazos River
provided fresh water, supporting early
agricultural and livestock activities.
Today, Waco’s economic growth -
industrial, residential, and commercial -
continues to rely on a sustainable water
supply. However, recent droughts and a
population influx to Central Texas have
increased the strain on Waco’s water
resources. Additionally, post-pandemic
industrial development, driven by the
strong U.S. dollar, has further increased
water demand.

In response, Waco has developed an
Integrated Water Supply Master Plan
to optimize all water resources and
implement reliable water conservation
measures.
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Key strategies include:

= Utilizing reclaimed wastewater for
industrial and irrigation purposes

= Protecting the surface water supply
in Lake Waco

= Treating Brazos River water for
potable use

= Conserving and managing
groundwater aquifer

Asignificant strain on Waco’s water
system is landscape irrigation,
especially during hot, dry summers.
To address this, Waco is implementing
limited irrigation even in non-drought
periods to conserve surface water.
The City now has the opportunity to
create a sustainable, long-term water
use plan for downtown development,
which can serve as a model for urban
redevelopment nationwide.

A proposed solution is a two-pipe water
system for Downtown Waco, consisting
of a potable water distribution system
for drinking water, and a new raw (non-
treated) water distribution system for
landscape irrigation, supplied directly
from the Brazos River, minimizing
treatment costs and electrical power
demands. The high cost of constructing
a new pipeline network in urban areas
is a major barrier to implementing a
downtown “purple pipe” system for
distributing raw or reclaimed water.

However, these costs can be mitigated
by integrating raw water irrigation lines
into the trenches of new sewer lines
while making the necessary wastewater
infrastructure upgrades discussed
above. Typically, wastewater lines are
buried six to twenty feet deep, with
excavation and backfilling being the
primary cost drivers. By placing raw
water pipelinesin the upper zone of
these trenches, with regularly placed
service stubouts to development
properties, the cost can be significantly
reduced compared to constructing a
separate pipeline. This approach will
allow Waco to develop a long-term,
sustainable irrigation water system

for Downtown Waco as obsolete
wastewater lines are replaced.

DOWNTOWN WACO STRATEGIC ROADMAP

G.

Sustainability Framework

In order to fulfill the vision of an
abundant future for generations

of Wacoans, a comprehensive city-
wide framework addressing global

and regional climate challenges is
imperative. This framework should
prioritize environmental stewardship in
resource management, embodied and
operational carbon, resilience, waste,
mobility, and equity with a collective
goal to preserve and advance the
ecological, physical, and social health
of the city. Aligned with relevant global
and regional climate action frameworks,
the sustainability strategies shall
include specific targets that address
Waco’s unique needs and challenges.
The vision and principles of the strategy
as they relate to downtown should align
with the Strategic Roadmap and should
be crafted through a collaborative
process that involves and benefits

the entire community. By proactively
planning for climate challenges, Waco
can help prepare for a safe, prosperous,
and equitable future, empowering
generations to come.
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A.

Introduction

This section outlines the legal task
team implementation workstreams
during the predevelopment period as
important enablers of the four phases
of the Strategic Roadmap. Like the other
three task teams (technical, financial,
and communications), the legal task
team will be an integrated team
including the City Attorney, City Bond
Counsel, and the project transaction
counsel responsible for drafting best
practice project agreements between
the City and developers to achieve
financial close on any given project.

After Phase 1A, each phase will have
multiple projects, each with different
parties, funding and financing sources,
rating agency review, and potentially
Texas Attorney General review.
Therefore, the legal task team’s function
is to provide timely legal guidance

to the other task teams throughout

the predevelopment phase to avoid
schedule delays and costs that often
result from protracted negotiation and
approval of agreements (including
construction agreements, operating
agreements, ground leases, operating
leases, financing agreements, and
special district tax and assessment
agreements) near the end of the
predevelopment period when the
project transaction is otherwise ready to
close and proceed with construction.

All participants in the legal task
team should have one mission - to
provide the optimum transaction
structures with proven documents
for each project that provide the
best value for the Waco taxpayer.
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Overlay/Code Adoption

An early critical scope of the legal

task team is to establish the land use
restrictions and form-based code
requirements for each of the four
districts discussed in Sections 2 and 4 so
that the City’s vision for downtown will
be fully realized when the development
is complete. As part of Phase 1A,

the development team will draftin
collaboration with City planning staff a
form-based code for the larger Central
Business District (CBD) for Waco and a
more specific PUD or overlay applicable
to the four downtown districts.

After a community engagement and
political process, City Council will
adopt those codes that will apply to
any new development within the CBD
or the four districts. Once adopted

at the conclusion of the Phase 1A
predevelopment period, those codes
will provide architectural standards
and land use restrictions that provide
the certainty that both the City and
prospective developers need to ensure
that the quality and compatibility of
development and placemaking that

is the basis of their investment will be
achieved and maintained over the long
term.
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C.

TIRZ1and 4

This Strategic Roadmap contemplates
Waco’s downtown vision includes East
Waco at least as far as Dallas Street
and that East Waco community spaces
become a vital part of the downtown
activation and “front porch” for the
City. Projects within TIRZ 1 may benefit
TIRZ 4, and TIRZ 4 Projects may benefit
property in TIRZ 1.

As such, the project and finance plans
for TIRZ 1 and TIRZ 4 should reflect
these projects that benefit more than
one TIRZ such that either TIRZ may
enter into agreements to provide
funding for the projects that benefit
the zones, including projects reflected
in this document for Waco’s downtown
area. While the initial TIRZ 4 capacity
is likely absorbed by the River Way
developmentin its early years, the
financial model provided in Appendix
B assumes TIRZ 4 contribution to the
convention center complex financing
beginning in 2034.

New Special District/PIDs

Strategically capturing value conferred
on the private developers with
assessments and additional venue

tax on the patrons of the F&B venues,
where possible, is essential to offset the
City’s capital and maintenance costs

of the adjacent parks and amenities.
Theoretically, the special taxing districts
could occur within each phase because
they each have different amenities,
timing, and residential/retail density.

Alternatively, there could be one special
district (like the Woodlands MMD) for
the entire land area covering the four
districts established early with the
non-City landowners petitioning for
establishing the special district prior to
the City acquiring the parcels.

The legal team will need to analyze

the pros, cons, and viability of each

of these options and advise the City
based on similar precedent projects the
assessment/tax structure and the timing
that will yield the greatest value to the
City

E.

Legal Parameters for Interim
Financing and Bond Elections

As a strategy to make significant
progress on the urgent enabling
infrastructure for private development
and replacement of public assets that
are past their useful life, the financial
model in Appendix B contemplates
interim financing for Phases 1A and1B
and potentially Phase 2 prior to the City
issuing permanent tax-exempt bond
debt. When the financed asset being
interim financed is a vertical building
on City-owned property, the customary
approach in Texas has been to enter
into a Ground Lease and Purchase &
Sale Agreement with the developer
that provides a leasehold mortgage
financing with 100% bank debt based
on established milestone payments
during or at completion of construction
from City cash or debt sources. In those
transactions, the developer funds the
design and other predevelopment
expenses and is reimbursed as part

of the interim financing at financial
close when City Council approves
moving forward with the project with a
guaranteed cost and schedule.

For the Phase 1A enabling
infrastructure, when the projectisa
public work utility project without

the ability to structure a ground

lease and leasehold mortgage on the
improvements, the financing may be
achievable with a City issued certificate
of obligation (or a similar pledge called
a Time Warrant) or other obligation

to the developer that could then be
replaced with permanent funding.
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Alternately, a structured private
placement of debt with terms that

are acceptable to the City. These may
contain a general obligation tax pledge,
an enterprise fund revenue pledge, and/
or TIRZ tax pledge for the streets, or
alternately, the use of those revenues
for payment, even if not pledged. The
certificate of obligation or Time Warrant
will not be sold for cash at the outset,
but rather assigned to the developer
and used as collateral for a delayed
draw construction financing and
refunded with permanent debt when
the work is complete and final costs to
be financed are final. All work will be
competitively bid, in strict accordance
with Government Code Section 2269.

With respect to City Hall and

associated garage in Phase 1B, the
most appropriate finance structure
likely is an operating lease subject to
appropriation and payable out of the
M&O budget (with the right, but not
obligation to purchase after 7 years) for
the outstanding principal, which will
not require a certificate of participation.
The legal team will need to analyze the
various options on interim financing
and advise the City on the structure that
will yield the greatest value to the City.

The financial model also assumes voter
approved general obligation bonds will
be required to fund Phase 2 in 2030 and
Phase 4 in 2034. The timing and wording
of those referendums will require legal
task team coordination to ensure that
the amount of new debt is minimized
and properly characterized and applied
within the parameters of Texas law.
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A.

Introduction

Public relations and communications
strategy is as important to the success of
a complex public infrastructure project
as the technical and financial strategies.
Success of the downtown revitalization
strategy depends on public trustin 1)
the people responsible to implement
the project, 2) the process those people
following to ensure their money is being
spent wisely, 3) the timeliness, accuracy,
and completeness of the information
they are provided, and 4) the feedback
they provide is being thoughtfully
considered. Gaining public trust is

most challenging at the outset of an
undertaking of this magnitude because
of the complexity of the issues and
because the proofs of the vision and the
development process occurred at some
other place that is being imitated and,
therefore, are theoretical and not yet
experienced.

Generally, all good communication
plans require that the stakeholder
groups and their concerns be
proactively identified and that their
questions be anticipated and answered
transparently in a format or forum they
can constructively engage. Each phase
of this master plan requires extensive
communication and coordination.
Hundreds of different communications
and dozens of meetings will be
necessary before the City Council can
make a decision on whether to proceed
with the implementation of each phase.
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Once City Council makes the decision

to proceed, the same level of
communication is required during the
implementation to address emergent
issues that are certain to occur. Like the
technical and financial sections of this
Strategic Roadmap, the purposes of

this section are 1) to identify the team
responsible for the communications
strategy, 2) to establish the process for
identifying strategic communication
concerns and priorities and 3) to provide
a framework for the implementation of
detailed communication plans and tools
both for the overall project and each of
the phases tailored to the foreseeable
stakeholder groups and issues that need
to be addressed so that sacred public
trust is maintained. We also attempted
to identify in this section the various
stakeholder groups and anticipate their
questions with responses by the phase
or component of the project on which
they will focus.

Community Communications
(People, Process, and Tools)

1. Communications Task Team

Like the technical, legal, and financial
workstreams, the communications
workstream will be an integrated

team of City staff, development team,
and a jointly selected professional
communications expert on large
infrastructure projects. Throughout
the predevelopment period of each
phase prior to making a City financial
commitment, the communications team
will be integrated into the other three
task teams so that it can identify and
understand the issues and develop the
information and communication tools
that will be necessary to communicate
the information timely and effectively.

12



City management staff (organized
through the City’s Director of Strategic
Initiatives) will review and approve

all external communication content
before it is released. The initial
communications team will include:

= JoelAllison, Task Team Chair
(former hospital CEO and Baylor
trustee and downtown resident)

= Monica Sedelmeier, Director,
Communications & Marketing, City
of Waco

= Carolyn Baker, Senior
Vice President, Corporate
Communications, Hunt Companies

2. Communications Process

First principles are as crucial to the
communications process as the design
principles discussed in Sections 2 and

4 are to the technical process. They act
as a litmus test for the communications
team’s decisions and outputs so that
the “why” behind the downtown
investment remains clear and visible.
The communications first principles are
as follows:

= Community First: Communication
clearly conveys that community
interests are the priority and that
their feedback is valued and crucial
to the project’s success.

= Transparency and Consistency:
Communication is timely,
transparent, consistent, and
frequent with open lines of
communication throughout the
project.

= Economic Growth and
Opportunity: Communication
is grounded in the value of the
City’s investment in stimulating
economic growth, creating jobs,
and enhancing the quality of life
for all Wacoans, including future
generations.

= Sustainable Development:
Communication demonstrates the
City’s commitment to sustainability
principles and responsible
development.

= Uniquely Waco: Communication
showcases sensitivity to the historic
context of downtown Waco and the
community pride in this vision for
Waco.
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Communication effectiveness will be
measured with key performance data
and analysis as an inherent part of
the process and course corrected as
necessary, including:

= Attendance and participation rates
in community engagement sessions

= Traffic and interaction levels on the
website and social media platforms

= Volume and sentiment of media
coverage

= Feedback from community surveys
before, during, and after the
development process

= Achievements of project milestones
in line with the communicated
timeline

The communication process will be as
proactive as possible and anticipate
that unforeseen crises are inevitable.
The communications plan will develop
a framework to quickly and effectively
address any unforeseen issues or
negative incidents that may arise
during the development process. This
crisis management plan includes a
communication response team and a
designated spokesperson for all media
inquiries, pre-approved messaging for
various hypothetical scenarios, and a
protocol for escalating issues to the
proper channels quickly.

3. Communications Tools

The communications strategy will
utilize the full range of communications
tools available and communicate the
information in multiple ways to ensure
that each stakeholder group is informed
and engaged and not relying on
outdated or incomplete information.

= Community Engagement
Sessions: Organize regular town-
hall meetings and workshops
to involve the community in the
planning process directly.

= Project Website: Create a
dedicated website for the project,
providing updates, FAQs, and a
feedback portal. Determine in
concert with the city the timing
and flow of additions to the FAQ
website.
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= Newsletters: Distribute regular
cadence of project newsletters
that stakeholders can subscribe to
via the project website and other
means.

= Social Media Campaign: Utilize
social media to disseminate
information, celebrate milestones,
and address concerns in real-time.

= Press Releases and Media
Briefings: Regular press updates
and briefings to keep the media
informed and ensure accurate
coverage.

= Partnership with Local
Organizations: Collaborate with
local business organizations, non-
profits, and community groups to
leverage their networks for broader
community engagement.

C.

Identification of Stakeholder
Groups and Issues

Effective communications strategies
first identify all key stakeholder groups
(who) and their specific issues or
concerns (what) and then create a

plan and process with specific tools
(how) to communicate the information
important to them timely (when). The
communications task team started
identifying the groups and their
concerns in the drafting of this Strategic
Roadmap because the communication
process will begin the moment City
Council meets to consider adopting
the Roadmap and begin the enabling
infrastructure Phase 1A.
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General Stakeholders:

City Council members

City officials and departments
involved in the project

Local residents

Business community within and
surrounding Waco

Downtown Leadership Council
McLennan County officials
Texas State officials

East Waco residents
Downtown Residents

Baylor University

Recognized watchdogs
Community groups

Special Interest groups

Local and regional media outlets
Potential investors and
development partners

Parks & Recreation officials
Convention Interest Groups
Voters

Taxpayer Groups

Corps of Engineers

Tourists

Law Enforcement
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PROJECT

CONVENTION CENTER/
HQ HOTEL/PERFORMING ARTS

CITY HALL/
WISD OFFICE

WACO SQUARE AND
STRUCTURED PARKING

MULTI-PURPOSE OUTDOOR
EVENT VENUE

PRIVATE DEVELOPMENT IN THE
BARRON’S BRANCH DISTRICT
AND WACO SQUARE

BARRON’S BRANCH
FLOODPLAIN AND DOWNTOWN
INFRASTRUCTURE
(ROADS/UTILITIES/PARKS)

YOUTH SPORTS COMPLEX

GROCERY STORE

TEXAS RANGER HALL OF FAME

STAKEHOLDERS

Local Residents
Convention Interest Groups
Taxpayer Groups
Community Groups

Recognized Watchdogs
Local Residents

Voters

Taxpayer Groups
Downtown Officials

Downtown Coalition
East Waco

Business Owners
Voters

Residents

Voters

Downtown Coalition
Neighbors to the South
Development Community
Major League Baseball

East Waco

Voters

Downtown Coalition
Hotel Industry

Arts Community
Baylor

Watchdogs

Voters

Development Community
Performing Arts

Corps of Engineers

East Waco

Voters
Kiwanis/recreational
leagues/private clubs/
tournament managers
Convention Hotel

Baylor

Neighborhood to the North

Local Residents
Business Community

Tourists
Baylor
Law Enforcement

POTENTIAL CONCERNS

Why do we need a new convention center and hotel?
How is it going to be paid for?

How is the performing arts center going to integrate and
function in a larger complex?

Why do we need a new City Hall and WISD Offices?
How is it going to be paid for?

Is this needed?

Will local residents be charged for parking?

How will this be funded?

What will happen to Heritage Square and the existing fountains?
Who will this be designed for?

What kind of programming and activities will this space have?

How will this impact quality of life?
How will this be funded?

What is the economic impact of the area to be developed?
What kind of businesses will be allowed in the area?
How dense will the development be?

What is the environmental impact?

How will this change flooding and/or the floodplain?

What kind of impacts might this have on upstream properties?
How will it be paid for?

How will the facilities be managed?

Will the facilities be open for community use?
How will the facilities be funded?

Will the facilities draw large crowds?

What is the best location?
What brand of grocery store?

What is the best location if it is moved?
How accessible will it be for tourists and locals?
How will it be paid for?
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Frequently Asked Questions with Answers

The timing and pace of populating the Frequently Asked Questions (FAQ) website will
be closely coordinated with the City staff and all postings will be approved by the City
before they are made available to the public.

General Project
Q1. What is the overarching purpose of the Waco Strategic Roadmap?

A1l. The purpose of the Waco Strategic Roadmap is to outline a vision for the
downtown master plan, setting parameters for phased developments over
20 years, focusing on sustainable urban planning, economic growth, and
community engagement.

Q2. What are the main urban planning principles highlighted in the roadmap?

A2. The roadmap emphasizes strategic investment for sustainable development,
reliance on proven demand metrics for private investment, challenges in major
downtown site developments, and prioritization of City investments based on
potential revenue returns.

Q3. What is expected from the City upon completion of the Strategic Roadmap?

A3. Upon completion and adoption of the Strategic Roadmap, the City is
expected to authorize proceeding with the first phase of the master plan (Phase
1A Enabling Infrastructure) under a Pre-Development Agreement (PDA), adhering
to the Roadmap’s parameters with a fixed budget and schedule.

Q4. Can you describe the phased approach outlined in the roadmap?
A4. The roadmap details a four-phase approach:

= Phase 1A and 1B focus on enabling infrastructure and establishing the
signature public spaces for the Barron’s Branch district and City Hall/WISD
as an early part of the Waco Square District.

= Phase 2 involves the development of the Convention Center Complex and
Mary Ave. District.

= Phase 3 establishes a town center and green as part of the Waco Square
District.

= Phase4includes the development of a multi-purpose outdoor
entertainment venue and adjacent mixed-use development as part of the
Ballpark District.

Q5. How does the roadmap address the challenge of floodplain issues?

A5. It proposes the addition of significant drainage infrastructure to reduce the
floodplain and enable revision of the flood maps maximizing the developable
land within downtown Waco.

Q6. What are the critical paths for starting the Phase 2 Convention Center as
planned in 2027?

A6. A critical path includes gaining control of an appropriate site, which is
essential for initiating the construction of the Convention Center by the planned
date and voter approval of the Convention Center debt.

Q7. What s the Tejas Logistics site’s role in the strategic roadmap?

A7. The Tejas Logistics site is identified as a potential real estate opportunity
and the ideal location for developing an activated facility that contributes to the
area’s economic and social vitality.
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Q8. What vision does the roadmap set for Downtown Waco?

A8. The vision for Downtown Waco is to make it the city’s gravitational center,
with the Brazos River at its heart, enhancing the city’s distinct identity and
fostering an abundant future for generations.

Q9. What design principles are essential for achieving Downtown Waco’s vision?

A9. Design principles include activating the Brazos River, showcasing the city’s
unique stories, inviting widespread community connection, spurring economic
growth, enriching public spaces, demonstrating environmental stewardship, and
more.

Q10. What distinct precincts are identified within Downtown Waco in the roadmap?

A10. Identified precincts include City Hall, Mary Avenue and Cotton Belt Bridge,
Barron’s Branch, Ballpark, East Waco and Riverfront, each with specific roles and
development plans to fulfill the overall vision.

Q11. What are the primary floodplain concerns and strategic solutions proposed in
the roadmap?

A11. The primary concerns revolve around developing in the 100-year
floodplain. The strategic solutions involve drainage infrastructure and civil
engineering improvements to mitigate these risks, ensuring safe and sustainable
development.

Q12. How does the roadmap propose to finance and fund the various phases?

A12. Funding strategies involve minimizing near-term debt, leveraging operating
leases, and interim construction financing that creates value for the taxpayer
until current or additional voter-approved permanent debt capacity is available.
The roadmap also suggests aligning financial structures with phase completions
to ensure fiscal sustainability.

Q13. What is the primary benefit of the downtown master plan project for the City
of Waco?

A13. The primary benefit is the catalysis of private development through public
investment, aiming to generate economic growth, activate the Brazos River area,
and enhance the quality of life for all residents by creating a vibrant, walkable
downtown space filled with cultural and recreational opportunities.

Q14. How does the strategic roadmap plan to celebrate Waco’s identity?

A14. By making visible the city’s unique stories through the design and
development of distinct precincts like Calle Dos, the ballpark, and the
convention center, the plan aims to preserve Waco’s heritage while inviting and
connecting the entire community in shared spaces.

Q15. What economic benefits will Waco Square and other developments bring to
Waco?

A15. The developments are expected to increase tax revenues through the
attraction of private investments, create jobs during and after construction, and
stimulate local businesses by increasing foot traffic and tourism in the downtown
area.

Q16. How will the project support the flourishing of all Wacoans?

A16. By engaging in environmental stewardship, providing gathering places

for residents, and creating a space that encourages community interaction and
creative expression, the project supports a thriving city environment conducive
to the well-being and prosperity of all its citizens.
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Q17. What role does environmental stewardship play in the downtown master
plan?

A17. Environmental stewardship is a core principle, influencing the project’s
focus on sustainable urban planning, the creation of green spaces, mitigation
strategies for floodplain concerns, and the enhancement of water, wastewater,
and drainage capacities.

Q18. How does the project plan to enrich the public realm and foster community
engagement?

A18. Through the development of walkable spaces, parks, and plazas, along
with the activation of ground planes in each precinct, the project aims to foster
vibrant community interaction, enrich the public realm with art and culture, and
provide venues for public gatherings and events.

Q19. What infrastructure upgrades are planned, and how will they benefit
Downtown Waco?

A19. Upgrades include the extension and upgrade downtown streets and
addition of needed access streets to create pedestrian friendly, activated
downtown gathering place, construction of new parking garages, and
enhancements to water, wastewater, and drainage systems. These upgrades
aim to facilitate better connectivity, manage flood risks, and ensure sustainable
development.

Q20. How will the creation of walkable spaces and the activation of the Brazos
River impact the residents of Waco?

Q20. It will offer residents increased recreational options, improve health and
wellness through pedestrian-friendly environments, and create a sense of
place and community around the riverfront, enhancing civic pride and resident
satisfaction.

Q21. What strategic approaches are being used to ensure the project’s success?

A21. The roadmap outlines a phased implementation strategy, funding sources
identification, land acquisitions, and political engagement to tackle challenges
proactively. It emphasizes public-private partnerships and strategic land use for
maximum benefit.

Q22. How wiill the strategic roadmap unlock the potential of downtown Waco for
future generations?

A22. By focusing on purposeful economic growth, strengthening community
ties, and making downtown Waco a place of immense civic pride and cultural
heritage where memories are created for generations, the roadmap aims to set a
foundation for a prosperous and dynamic future.

Convention Center/HQ Hotel/Performing Arts

Q23. What were the main issues with the initial placement of the new Convention
Center?

A23. The initial placement along the west side of Franklin Avenue was
problematic due to creating a monolithic dead zone for retail activation, having
a long and narrow footprint that encroached on green space, facing cost
prohibitive underground parking, and limiting the flexibility of interior space.

Q24. What solution was proposed to address these issues?

A24. The solution was to relocate the Convention Center to the river’s edge,
integrate it with the Mary Street pedestrian bridge, and position it adjacent to
the riverwalk and parks, enhancing accessibility and attractiveness.
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Q25. When is the design activity for the Convention Center complex expected to
begin?

A25. The Phase 2 PDA and design activity for the Convention Center complex are
scheduled to start in 2028.

Q26. What constraints affect the start of construction of the Convention Center
complex?

A26. The acquisition of an appropriate site and available general fund capacity
are constraints, with construction planned to start early 2030.

Q27. Can you describe the envisioned design for the HQ hotel in relation to the
Convention Center?

A27. The HQ hotel is envisioned as a 350-room, 4-star facility with two room
towers, one facing the river and the Calle Dos district, and the other facing
University Parks and downtown, to align with the Convention Center’s relocation
and integration strategy.

Q28. How is the performing arts venue integrated with the Convention Center and
HQ hotel?

A28. The performing arts venue will be operationally integrated with the hotel
and Convention Center, designed as a flexible venue to maximize utilization and
operational efficiency.

Q29. What is the funding strategy for the Performing Arts component?

A29. The Performing Arts component is planned to be constructed as a core and
shell project with philanthropy managing the finish out, indicating a reliance on
charitable donations for its interior completion.

Q30. What defines the relationship between the Convention Center and Performing
Arts Center?

A30. They will have a symbiotic relationship, allowing for shared use of facilities
and aiming to enhance the functionality and appeal of both venues.

Q31. What architectural influences are expected for the Convention Center and
Performing Arts Center?

A31. The architecture will be influenced by nearby turn-of-the-century industrial
buildings, incorporating, brick, stone, shade and glass. Facing the scenic river,
the facades will be primarily glass, mixed with brick to capitalize on views while
blending with the historical context and natural surroundings.

Q32. What is the anticipated timeline for a permanent funding source for the
Convention Center Complex?

A32. A permanent funding source (likely a $.048 tax increase) for the Convention
Center Complex is expected to be available in 2031.

City Hall/WISD Office

Q33. What is the primary goal for integrating the City Hall/WISD Office into the
downtown master development plan?

A33. The primary goal is to create a welcoming and efficient “people’s house” to
engage City government and WISD operations, enhance the downtown presence
of both entities, and create initial gravity for the adjacent Calle Dos private
development.

Q34. What is the envisioned scope for the City Hall/WISD Office in Phase 1B?

A34. Phase 1B encompasses constructing a new L-shaped building for City Hall
and WISD on Austin Avenue, which will face the town green on a reimagined
Heritage Square. It also includes an activated ground-level parking structure for
employees and patrons located directly across Washington.
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Q35. How is the financing structured for the City Hall/WISD Office project during
Phase 1?

A35. Financing involves an operating lease for the City and WISD space, and
interim construction financing for the Barron’s Branch floodplain remediation
and water and sewer enabling work. This allows commencement in early 2025
and completion by mid-2027, accommodating the current City debt capacity.

Q36. What are the key design deliverables for the City Hall/WISD Office, and how
will cost and scheduling be managed?

A36. The design process for the City Hall/WISD Office involves four deliverables
with a guaranteed maximum cost and schedule, ensuring the project stays
within budget and meets its targeted completion dates.

Q37. Can you describe the architectural vision for the City Hall/WISD Office?

A37. The architectural vision includes a modern interpretation of simple turn-
of-the-century local buildings, with brick and stone facades, wide canopies,

and ample shade, designed to frame the City green and connect to the river,
enriching the visitor experience and integrating seamlessly into the urban fabric.

Q38. How does the City Hall/WISD Office contribute to the vibrancy of the
Downtown Waco area?

A38. By incorporating retail and Food and Beverage (F&B) on the ground floor
and framing the central green space, the City Hall/WISD Office aims to become a
vibrant gathering place for residents and visitors alike, celebrating Waco’s unique
identity.

Q39. What is the assumed finance structure for the City Hall/WISD building?

A39. The assumed finance structure includes an interim operating lease with
Hunt providing the financing that will be flexible and tailored specifically to the
City’s needs and financial constraints.

Q40. What type of contract will govern the asset delivery of the City Hall/WISD
building?

A40. A Special Purpose Vehicle (SPV) will enter into a design-build contract to
manage the asset delivery, ensuring efficiency and alignment with project goals.

Q41. How are floodplain issues associated with Barron’s Branch creek planned to
be addressed?

A41. Floodplain concerns will be mitigated through civil and architectural park
work, potentially qualifying for federal and state grant funding but primarily
assumed to be financed through bond sales.

Q42. What procurement method will be utilized for the street, utility work, and
bridges related to the City Hall/WISD building?

A42. The procurement for these elements will involve designing 100%
Construction Documents followed by bidding by qualified contractors through
a fixed-price, competitive sealed proposal to ensure cost-efficiency and quality
control.

Q43. What contracting approach will be applied for the hardscape, landscape, and
amenities within the Calle Dos Park and its waterway?

A43. A design-build or construction manager-at-risk contract will be pursued
for these components to meet the target budget and historical design intent,
ensuring the project aligns with the broader vision for the Barron’s Branch
precinct and its integration with the City Hall/WISD Office.
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Town Square and Parking

Q44. What is the timeline for the development of the Waco Square town center in
Phase 3?

A44. The Town Center’s development in Phase 3 is planned after the completion
of initial phases focusing on activating the downtown core and riverfront areas,
with specific timelines based on the preceding phase completions and required
infrastructure enhancements.

Q45. Are there floodplain concerns related to the Waco Square development?

A45. The floodplain does not extend east past Washington and, thus, does

not directly limit Waco Square development. However, unless both sides of
Washington are developed and activated as part of a cohesive development, the
market demand for Waco Square development will be significantly impacted.

Q46. What are the proposed street classifications for the streets within the
project’s footprint?

A46. The proposed street classifications within the project’s footprint include
designing streets to prioritize pedestrian traffic and retail activation while
ensuring internal vehicular circulation complements the overall urban design
and connectivity of the district.

Q47. How will the parking garage be phased for the convention center complex?

A47. The parking garage for the convention center complex will be phased to
align with the overall development of the Waco Square and the convention
center, with initial phases focusing on meeting immediate parking demands and
future phases expanding capacity in line with district growth.

Q48. What are the constraints to the start of Phase 3 in the Waco Square
development?

A48. Constraints include demolishing the current convention center to free up
the land, finalizing water/wastewater infrastructure improvements, addressing
floodplain concerns, and coordinating with ongoing projects to ensure cohesive
development across the master plan phases.

Q49. How will the private development parcels be monetized in the Waco Square
area?

A48. Private development parcels in the Waco Square area will be monetized
through strategic ground lease or sale agreements, focusing on attracting mixed-
use developments that align with the master plan’s vision for economic growth
and community activation.

Q50. What are the proposed strategies for monument restoration, protection of
heritage tree groves, and reestablishing the La Pilla fountain in the Park Strategy?

A50. Proposed strategies include comprehensive restoration plans for
monuments, implementing protective measures for heritage tree groves, and
detailed designs for reestablishing a reimagined La Pila fountain as a historical
and cultural landmark within the park strategy.

Q51. How will the Master District Overlay and Form Based Code be developed for
the downtown district?

A51. The Master District Overlay and Form Based Code will be developed
through a collaborative process involving city planners, stakeholders, and the
community to ensure the codes reflect the unique character of downtown Waco,
promote sustainable development, and enhance the public realm. This approach
includes guidelines for building heights, setbacks, architectural styles, and land
use to maintain consistency with the downtown scale and character.
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Ballpark District

Q52. What phase does the development of the multi-purpose outdoor event venue
fall into within the Waco Master Plan?

A52. The multi-purpose outdoor event venue is part of Phase 4 of the master
plan, focusing on its development alongside adjacent mixed-use developments.

Q53. Why must the multi-purpose outdoor event venue face east according to the
strategic roadmap?

A53. The multi-purpose outdoor event venue must face east to minimize
the impact of afternoon sunlight on fans, ensuring a better experience for all
attendees.

Q54. How did the Elevate Waco building affect the multi-purpose outdoor event
venue’s orientation in the 2023 master plan?

A54. The location and scale of the Elevate Waco building impacted the ideal
orientation of the multi-purpose outdoor event venue, presenting challenges in
aligning it to minimize sunlight disruption.

Q55. Where is the multi-purpose outdoor event venue located within the study
area?

A55. The venue is located in the northwest section at the intersection of Waco
Avenue and the river.

Q56. What future plans are there for the baseball team associated with the multi-
purpose outdoor event venue?

A56. The venue will accommodate a minor league baseball team in the future,
enhancing the local sports culture and economy.

Q57. What types of private developments are planned to surround the multi-
purpose outdoor event venue?

A57. Surrounding the venue will be retail, Food and Beverage (F&B)
establishments, mid-rise multi-family residences, and a hotel in the right field
area.

Q58. What is the initial seating capacity planned for the multi-purpose outdoor
event venue, and is there provision for expansion?

A58. The initial seating capacity is assumed to be about 6,000 seats with the
ability to expand to 6,000 and again to 7,500 seats as demand grows.

Q59. How will the ballpark district serve as an economic generator for Waco?

A59. The Ballpark district is intended to be a catalyst for activating the area,
attracting visitors, residents, and businesses, thereby serving as a significant
economic generator for the district and the City.

Q60. What inspiration is being drawn for the architectural character of the multi-
purpose outdoor event venue?

A60. The architectural character will draw inspiration from classic venues like
Fenway Park and the now-demolished Waco Pirates field, aiming to blend
tradition with modern amenities.

Q61. How does the master plan propose to integrate the multi-purpose outdoor
event venue with the surrounding community and natural features?

A61. The best location for the venue is chosen to engage the Brazos River
and riverwalk for pedestrian access from East Waco, encouraging community
integration and natural connectivity.
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Private Development in the Barron’s Branch District

Q62. What is the historical significance of the Calle Dos precinct within the master
plan?

A62. Calle Dos was historically a predominantly Mexican-American
neighborhood with vibrant businesses along Second Street, and the district aims
to reinstate this historical Hispanic heritage while integrating it with modern
development.

Q63. What are the primary features of the Barron’s Branch District according to the
strategic roadmap?

A63. The district emphasizes walkability, connection to the river and riverwalk,
creating a pedestrian strolling district framed by residential development,

and featuring a daylighted Barron’s Branch Creek at its center for pre-game
entertainment and dining.

Q64. What is the architectural vision for the Barron’s Branch District?

A64. Buildings in the district will generally be low in scale, occasionally rising

to 6 stories, with a modern interpretation of turn-of-the-century local buildings
reflecting the site’s industrial history and celebrating the natural beauty near the
river.

Q65. How does the Barron’s Branch District plan to support community events and
social interactions?

A65. The precinct will feature extensive paved areas for community events,
abundant shade trees, distinctive plantings, and a historic Mutualista Dance
Stage and Pavilion, alongside a plaza connecting the historic St. Francis church
to the river for gatherings and events.

Q66. What kind of private development is anticipated in the Barron’s Branch
District?

A66. The development includes over 5.5 million square feet of space
accommodating retail/F&B spaces on the ground floor, generating additional tax
revenue, and providing almost $3 billion in new ad valorem tax base as part of a
phased development approach.

Q67. What role does the new Convention Center Hotel play in the master plan?

A67. The new Convention Center Hotel, with 350 rooms including facilities, aims
to contribute significant HOT revenues to the City, qualify as a “qualifying hotel
project,” and enable the City to reclaim the State’s HOT taxes for a decade post-
opening.
Q68. What financial benefits are expected from the Convention Center Complex
development?

A68. The hotel is projected to generate significant local and state revenues over
30 years and 10 years, respectively, with bonds issued from a $.048 tax increase

in 2031 to generate net bonding capacity from these revenues.
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Barron’s Branch Creek
Q69. What was the original 2023 master plan concept for Barron’s Branch creek?

A69. The original concept indicated retaining the current covered stormwater
system while moving the stormwater discharge outlet inland to create a deep
river inlet for amenity and boat access to the baseball stadium.

Q70. How did the 2021 FEMA flood maps impact the Barron’s Branch creek?

A70. The 2021 FEMA flood maps included much of the land from 4th Street to
the Brazos River, roughly following the creek’s path, in the 100-year floodplain,
marking it as undevelopable until the system is expanded for increased flow
capacity to the river.

Q71. Why did the 2023 master plan concept not address the floodplain issues
adequately?

AT1. It failed to contemplate the substantial work required to remove the
area from the floodplain and make it usable for the sports venue location and
developable for mixed-use around the venue.

Q72. How does the Barron’s Branch creek fit into the overall master plan strategy
as an amenity?

AT72. It is part of the strategy to create a cohesive public realm akin to the San
Antonio riverwalk within the district, featuring a public plaza and sight lines
from St. Francis Catholic Church to the river, intersecting the east-west Calle Dos
Plaza, and including the Barron’s Branch creek walk and entertainment pavilion.

Q73. What is the significance of Barron’s Branch Creek?

A73. Reintroducing a creek feature in the Barron’s Branch District will transform
itinto a central amenity, enhancing the precinct as a pedestrian strolling district
framed by residential development and serving as a pre-game entertainment
area.

Q74. What entertainment and community features will be included in the Calle Dos
precinct?

A74. The precinct will host the Mutualista Dance Stage and Pavilion for various
entertainment, extensive paved areas for community events, abundant shade
trees, distinctive plantings, and a plaza connecting the historic St. Francis church
to theriver.

Q75. What architectural themes will define the Barron’s Branch District?

AT5. The district’s architecture will be a modern interpretation of simple turn-of-
the-century local buildings, focusing on brick and stone facades, with buildings
generally low in scale, occasionally rising to 6 stories.

Q76. What mitigation efforts are proposed for the Barron’s Branch floodplain?

AT76. Mitigation involves adding additional underground capacity, such as a
second culvert barrel, to fully contain the 100-year storm event underground,
requiring the FEMA CLOMR/LOMR process to revise the floodplain map.
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Youth Sports

Q77. What is the primary strategy for activating East Waco as mentioned in the
strategic roadmap?

A77. The primary strategy for activating East Waco involves developing a youth
sports complex, designed to be sustainable and compatible with the local
community.

Q78. What constitutes the City’s current subsidy strategy for the youth sports
complex?

AT78. Assuming the property can be acquired, the City’s subsidy strategy for the
youth sports complex includes ground leasing the land for a nominal amount
while having the developer assume all revenue risks. This approach ensures that
there’s no financial liability or balance sheet implications for the City.

Q79. How was the feasibility of the City’s subsidy strategy for the youth sports
complex validated?

A79. The feasibility of the City’s subsidy strategy for the youth sports complex
was initially validated by discussions with an experienced operator/developer. A
comprehensive feasibility study by Hunden Partners is planned to further verify
this approach within the next few months.

Grocery Store
Q80. Where was the grocery store located in the 2023 master plan?

A80. The 2023 master plan gestured at the inclusion of much-needed full-service
grocery store, nominally including it in the center of the project.

Q81. Is a grocery store still included in the plan?

A81. The inclusion of conveniently located grocery access remains understood
as a key amenity for current and future residents. In this setting, a big-box
format would be incompatible, but there are several smaller footprint models
that national chains have deployed successfully. This plan leaves the placement
of this element unprescribed to allow its ultimate location to be flexible and
respond to the needs of that industry in terms of proximity to residential
demand and walkability as well as relative land values.

Q82. What strategies are recommended for preserving the ideal site for a grocery
store?

A82. Land use restrictions or other non-monetary strategies are recommended
to ensure appropriate sites are reserved.
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SECTION 7 INTEGRATED STRATEGY FOR CONVENTION CENTER COMPLEX
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CITY OF

WACO

SECTION 7

INTEGRATED STRATEGY FOR
CONVENTION GENTER COMPLEX

A.

Introduction

For the reasons discussed in Section 2,
City staff and the development team
determined in the strategic workshop
to move the convention center and

HQ hotel to directly engage the river
and river walk and to integrate the
performing arts center into an efficient
and functional ecosystem called the
“convention center complex.”

Additionally, during the financial
modeling process, the City’s
affordability limit and the need to
balance investment priorities were
crucial factors in rethinking the design
and function of the performing arts
center within the convention center
complex. The team drew inspiration
from successful projects such as

the Spokane Convention Center in
Washington and the Moody Theater/W
Hotel development in Austin, Texas.

DOWNTOWN WACO STRATEGIC ROADMAP

These models demonstrate that
the performing arts center can be
a flexible and vibrant community
asset, anchoring the Mary Avenue
entertainment district with a
distinctive Waco character.

Integrated Design and
Connectivity

All three assets in the convention center
complex should be architecturally
connected to create the essential
placemaking and presence that the City
desires. They should also be physically
connected for patrons and facility
logistics and operations, ensuring

the three buildings function together
efficiently. This approach will reduce
overall construction costs by allowing
critical functional spaces to be shared
rather than duplicated.
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OMA CAP Scheme

Additionally, the entrance to the
underground loading and unloading
area and the central utility plant,
which serves the entire complex,
should be hidden from the ground-
level pedestrian experience. This will
prevent an unattractive, public-facing
monolithic side of the complex that
could create “dead zones.” Therefore,
placing the convention center adjacent
to the active railroad, with the logistics
entrance and central plant on the east
side of the convention center, will
enable visually pleasing architecture
facing the river and activated streets.

Between the convention center (on the
east) and the performing arts center and
HQ hotel (on the west), an attractive,
landscaped drop-off area and plaza
will connect the entrances of the three
facilities. This plaza will interface with
the Cotton Belt pedestrian bridge,
linking pedestrians from the riverwalk
and across the river to the Mary Avenue
entertainment district. The current
vision includes a shade structure over
part of the plaza to facilitate movement
between the convention center and the
performing arts center.

1. Performing Arts Center
Program

The development team will engage
performing arts and convention center
stakeholders early in the Phase 1A PDA

period to prepare a proforma space
program and schematic design.
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This approach ensures that their
respective operational and aesthetic
expectations are met and that the
buildings are complementary and
cross-functional. The previous program
developed by OMA for the Culture,

Arts and Performance Center included
a 2,000-seat theater, a digital media
studio, and a multi-use black box
theater. As shown in the image above,
the OMA concept design also featured

a large skylit atrium, a spiral loop ramp
connecting the theater balconies within
the atrium, and a spacious outdoor
patio for events.

During the joint space program effort,
the extent to which the digital media
studio and black box theater can be
integrated into the convention center
will be explored to achieve greater
space and use efficiency. Due to cost
considerations, the large atrium and
spiral ramp connector are proposed
to be simplified and made more
compact, with a focus on the theater
horseshoe, stage functionality, and pre-
and post-function outdoor assembly
areas. This approach aims to enhance
connectivity to lobby amenities and
F&B opportunities in and around the
connected HQ hotel, similar to the
Moody Theater in Austin, rather than
duplicating these features within the
performing arts center.
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ACL Live at The Moody Theater and W Hotel, Austin, TX
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2. Performing Arts Center Cost
and Schedule

The financial model assumes $50
million (in 2025 dollars) from various
City funding sources to design and
construct the core and shell of the
performing arts center in Phase 2,
simultaneously with the convention
center and HQ hotel, starting in 2029.

Given that the three buildings are
likely to be fully integrated in terms of
logistics, MEP systems, and amenities,
the performing arts center will come
online upon completion, along with
the convention center and HQ hotel in
2034. Once finished and equipped with
FF&E, as well as audio-visual and stage
technology, the performing arts center
is projected to cost more than $75
million. This figure more closely aligns
with current philanthropy projections.

89



APPENDIX

A. Strategic Partnering Workshop Session Documentation
B. Financial Model

C. Waco Convention Center, Stadium and Entertainment District Financial Feasibility and Impact Study
D. ULI Model Parking Analysis
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APPENDIX

A.

STRATEGIC PARTNERING WORKSHOP
SESSION DOGUMENTATION
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HISTORICAL & CULTURAL CONTEXT 
WHAT MAKES WACO UNIQUE?


CITY AS PALIMPSEST

“Something reused or altered but

still bearing visible traces of its
earlier form.”

“Interpretation must incorporate
ways for a community of users to
be immersed in the stories of the
landscapes past and future; it
should permeate the site”









PALIMPSEST
BUILT ENVIRONMENT



PALIMPSEST
CULTURAL NARRATIVE



PIONEERING SPIRIT

29

This town is situated on
the West Bank of the
river. They have a
spring almost as cold as
ice itself. All we want is
some Brandy and Sugar

to have Ice Toddy.-
Thomas M. Duke to
Stephen F. Austin 1824

Founded at the site of a crystal clear
spring, home to two significant rivers
that have historically defined and
shaped the human experience in the
area, Waco is a city with unique
character, anchored in pioneering
spirit, entrepreneurial energy and a
strong sense of care and community.
While Waco has weathered various
crisis in its past, the resilience of the
community and culture position this
city, framed by natural beauty, and
invested deeply in education and
sustainability, for a dynamic future
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https://en.wikipedia.org/wiki/Brazos_River

WACO THEMES

Dominant themes that speak to the
palimpsest of Waco’s past and future
and act as the narrative foundation for
the masterplan orienting to our human
experiences, stories and values

A river runs through it
Entrepreneurial energy
Natural character
Unique voices

Community spirit




A RIVER RUNS
THROUGH IT

“The River of the Arms of God”

The longest river in Texas. Running directly
through the heart of Waco, with six
bridges connecting East and West Waco,
the Brazos is as key to defining the
identity and experience of Waco as the
San Antonio river is to San Antonio.

Natural

The Brazos river, Bosque river and
Lake Waco create a unique

Culturdl
The Brazos river is central to the

cultural experience of Waco - it
both unites and separates the
community and in many ways
defines the Waco experience from
the iconic suspension bridge, to the

tradition of rowing, to the rivewa||<.

=

ecosystem in and around Waco thatfg,

can and should be referenced and .+

celebrated in the future i
development of downtown




CULTURAL ENGAGEMENT



ECOSYSTEM



ENTREPRENEURIAL ENERGY

When the historic suspension bridge was
constructed in 1870, Waco became a center
for commerce, a crossroads for cattle,
cotton and the scrappy small business
community that rose up to support the rapid
growth and diversity that resulted from
spanning of the broad Brazos.

Historically, downtown Waco was bustling
and energetic with a dynamic business
community, arts and culture, shopping and

dining.

Downtown is now poised to re-emerge as a
diverse and energized site, driven by
independent local energy, born in, and
unique to Waco.

Independent & unique
From the founding of Dr. Pepper at a local

pharmacy, to the current phenomenon of
Chip and Joanna Gaines, Waco has a
history of creating, and loving uniquely
local business that emerge from the
scrappy, independent community. How do
we support and celebrate this
characteristic in a revitalized downtown?

Human scale

Downtown Waco, historically and
currently, operates at human scale -
manifesting the independent, local, and
unique character of the city. Future
development must pull this scale and
theme through into a contemporary
chapter.




HUMAN SCALE
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INDEPENDENT & UNIQUE




NATURAL CHARACTER

In a region of Texas lesser known for its

natural resource, Waco shines like an oasis [l A Y e Structured nature

of nqturql bequty. River side Wa||<ing trai|s, miles of hiking

and bike trails in Cameron park, The
Waco Zoo, the formally defined beaches

Cameron Park is one of largest city parks SV N of Lake Waco offor o wide varioty of

: K CI : structured natural experiences . Narratives
in Texas, the Brazos and Bosque rivers e , ,
that tell historic and important stories

create a network of access found in few E el RS |0 _ such as Nellie’s Pretty Place

A 3 5

other urban areas, Lake Waco offers both

e P

Wild nature
Equally definitive and important to the

recreation and spaces of quiet reserve and

Contemp|qtion, identity of Waco is the close proximity
and easy access to wild, unmanaged
natural experiences - Lake Waco wetland,
The natural experience and the canoeing on the Brazos and Bosque rivers
relationship between human being and and the ability to freely explore Cameron

. ark in a less structured format.
nature is at the center of Waco culture P

and should be contemplated as a centrall
theme in the interpretive design program
for downtown.






UNIQUE VOICES

Waco, historically and in its contemporary
chapter, is defined by a chorus of unique
voices expressing the scrappy, pioneering,
community minded spirit of the city. These
voices, both through |c1yers of historic-
palimpsest, and in contemporary landscape,
must show up as the central characteristic of
a revitalized downtown Waco.

Resources abound - the Institute for Oral
History at Baylor, and Historicwaco.org have
collected and preserved unique Waco voices
such as Bob “Tumbleweed Smith” Lewis, Mercy
Dee Walton and Harley Berg while
organizations like Creative Waco and Waco
Town encourage and celebrate the
contemporary community of unique Waco
voices.
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Stimulating contempora
Waco abounds with distinct, independent
voices and experiences - from the
entrepreneurs at Balcones Distillery and
the many other entrepreneurs, to the
public art programs and the muscular and
ever evolving academic community of
Baylor - how can the force of these voices
show up in our downtown?

Bringing texture to history

Without texture, history fades into an
anonymous adjective. How can the fabric
of Waco's unique history manifest with
texture, specificity and dynamism in a
dynamic downtown
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COMMUNITY SPIRIT

Strong communities are defined by the diametric,

but equa”y necessary characteristics of resilience [ i+'3_.'" '__ : = e I- Resilience
in the face of challenges, loss and grief and N AR VNS = SR AR W@  From rebuilding after the 1953 tornado,
celebration to mark and recognize </ v .S 1V weathering economic, ecological and

accomplishments, to connect, uplift and enjoy in political catastrophes, Waco knows how

= get back up and move forward through

the face of abundance. banding together as a community,

| S ——— grassroots efforts and optimistic culture
The Waco community is in high supp|y of both of _— — T that does not fold in the face of what may
these characteristics - coming together to g8 NS ~~ 0j 9 &% seem insurmountable challenge
support through its deep and diverse spiritual C tion " e

Gathering at the farmer’s market, meeting

community, through its commitment to welcoming
on game day at McLane Stadium,

everyone, lifting each other up and creating celebrating Dia de Los Muertos

opportunity for all. Juneteenth and Fourth of July. Waco ... _"_ 4 a“‘“ﬂm‘-*i_;l'; /)|
frequently comes together as a city, S v
The community comes together to celebrate the pushing beyond socio-economi, racial and

cultural barriers to authentically connect

many accomplishments of Baylor students - as human beings through celebration

through sports, academic and creative
accomplishments, to celebrate and honor its
heroes throughout history and to mark holidays
and to enjoy the bounty of the Waco creative,
cultural and culinary community.









PLACEMAKING
WHAT MAKES A PLACE GREAT?
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PLACEMAKING
WHAT MAKES A PLACE GREAT?


PLACEMAKING



How do we create rich, diverse community PLACES?




/ig rpublic spaces?”
ese places? |
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“It's hard fo create @
space that will not
attract people

- what is remarkable, is
how often this has been
accomplished”.

—William H. Whyte
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PROGRAM SCAFFOLD

Anchor attractions

Civic anchors

)
. (OO
u%\%(o

Anchor stores or retail districts
Destination spaces (parks, squares)

Everyday uses
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PROGRAM SCAFFOLD

e Anchor attractions

 Everyday uses

The Breadcrumb Trail:
Shops
Vendors
Play areas
Games
Pocket parks
Views and vistas












bm&nm ICE ANIMALS







: il 4',' L
S SR L
SRR VIR AT ¥ S,




EXPLORABILITY

Landmarks

Views and vistas
Walkability
Legibility
Complexity, surprise
Beauty
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PLACES WITH PURPOSE

PROGRAMMING DESIGN



“A designer who can’t wait for a
complete, carefully prepared program is
like the tailor who doesn’t bother to
measure a customer before starting to
cut the cloth.”



WHAT DOES THIS SPACE DO?
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DESIGNING FOR OUTCOMES

THE WHY: THE PROGRAM:

bring new families =% living, shopping, playing,
downtown family entertainment, ...






GREAT CIVIC LANDSCAPES


alishab
Text Box
GREAT CIVIC LANDSCAPES


Great Civic Spaces are ones that impel us
towards relationships with one another and
towards the places we are in.



Making a great place for locals, makes a
great city that others will want to visit



Historically the city was a place you had to live in
because that is where the work was. Now cities
need to make themselves into places you want to be.

Cities are in competion with each other, the comfort
of suburbs, and the beauty of rural areas.
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The Beer Garden as Civic Landscape
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Katy Trail Ice House



Tivoli Gardens, Copenhagen
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Streets and Plazas
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Pedestrian Movement

Vehicular Movement
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Luxembourg City,

Luxembourg
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3.8 Acres

Santa Monica
Beach

H Pedestrian Movement
=== \ehicular Movement

: + Pedestrian Space

Parking Santa Monica

Place @ o |
3rd Street Mall, Santa Monica 0 50 100 200




Plaza in front of notre dame

Notre Dame, Paris




Union Garden, Guanajuato
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Animating Elements
Urban water ways
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San Antonio Riverwalk, Texas




San Antonio Riverwalk, Texas




The Lattice The Grove The Narrows The Refuge The Confluence
New Connectivity Shaded Respite Intensified Urbanity Immersive Experience Vibrant Gathering Spaces

Waller Creek, Austin
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Animating Elements
Fountains
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Fountain in Pearl District, San
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Animating Elements
Shade Spaces
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Destination Parks
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SITE ANALYSIS
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City of Waco
City Council Districts
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1. KESTNER DEPARTMENT STORE

2. HISTORIC BRIDGE STREET

3. DORIS MILLER MEMORIAL

4. MARTIN LUTHER KING JR. PARK

5. VIETNAM VETERANS MEMORIAL

6. WASHINGTON AVENUE BRIDGE

7. WACO SUSPENSION BRIDGE

8. BRANDING THE BRAZOS SCULPTURE
9. ST. FRANCIS ON THE BRAZOS

10. LA PILA FOUNTAIN

11. HISTORIC WACO HIGH

12. GRAND LODGE OF TEXAS

13. ST. PAUL'S EPISCOPAL CHURCH

14. MCCULLOCH HOUSE

15. CALLE DOS DANCE HALL

16. KAREM SHRINE TEMPLE (HOTEL 1928)
17. MCLENNAN COUNTY COURTHOUSE
18. ALICO BUILDING

19. HIPPODROME THEATER

20. KRESS BUILDING

21. LIBERTY BUILDING

22. STRAND THEATER

23. ROOSEVELT HOTEL

24. HERITAGE SQUARE

25. WACO CITY HALL

26. FREEDOM FOUNTAIN

27. PRAETORIAN BUILDING

28. UNION HALL EATERY

29. U.S. DISTRICT COURT

30. BEHREN’'S DRUG BUILDING

31. SPICE MARKET

32. DR. PEPPER MUSEUM

33. BRAZOS VALLEY COTTON OIL MILL (MAGNOLIA)
34. FIRST BAPTIST CHURCH OF WACO

35. FORT HOUSE

36. COTTON BELT BRAZOS RIVER RAILROAD BRIDGE
37. HISTORIC SANDTOWN

38. EARLE-NAPIER-KINNARD HOUSE

39. BAYLOR FOSTER PAVILION

40. BAYLOR MCLANE STADIUM

1/8 mi. 1/4 mi. 1/3 mi.

(DI... ] | ( | | |

0 250 500 1,000 2,000 ft




CITY VENUE COMPARISON MATRIX

Entertainment: New York Los Angeles Chicago Houston Austin  Nashville TN San Antonio TulsaOK  Providence RI Chattanooga TN Wilmington NC Greenville SC Waco Tx
POP. 8.46 Mil 3.84 Mil! 2.697 Mil 2.28 Mil 964,177 692,587 1.452 Mil 411,401 182,113 117,643 72,095 139,594
MSA 20.1 Mil 13.31 Mil 9.459 Mil 7.2 Mil 2,3 Mil 2.073 Mil 2.56 Mil 1142 Mil 562,647 467,337 958,958 304,865

1 Movie Theaters

2 Outdoor Cinemas

3 Chamber Music Venues
4 Outdoor Performance Venues

6 Amusement Parks

8 Comedy Clubs

9 Aquarium

10 Zoos

11 Fair Grounds

12 Theme Parks
13 Water Park

14 Ice Skating Rink
15 Rodeo

2 Public Libraries
3 Police Stations
4 Fire Stations

5 Libraries

6 Courthouses

8 Parks and Recreation Centers
9 Community Centers

10 Hospitals

11 Health Clinics

12 Public Transportation Hubs
13 Civic Auditoriums

14 Botanical Gardens
15 Public Swimming Pools

Cultural:

2 Heritage Museums
3 Augmented Reality Museums

I
o
o

4 Virtual Reality Museum
5 Science Museum
6 Arts District
7 Art Galleries
8 Opera Houses
9 Symphony Halls
10 Cultural Centers
11 Sculpture Gardens
12 Botanical Gardens
13 Historic Sites
14 Ethnic Cultural Centers
15 Farmers Market




DESTINATIONS
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RETAIL / FOOD & BEVERAGE / COMMERCIAL

DESTINATIONS

1 CITYHALL

2 BALLPARK

3 CONVENTION CENTER
4 "“PEARL" DISTRICT
5 PARK GREEN

6 SPORTS/CULTURAL/INCUBATOR
7 RESIDENTIAL NEIGHBORHOOD

DESTINATION CHARACTERISTICS

ACCESSIBILITY

VISIBILITY

CRITICAL MASS (SCALE)

DIVERSITY OF COMPLIMENTARY USES

PASSIVE AND ACTIVE COMPONENTS



STUDY AREA
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BALLPARK

ONEOK FIELD, TULSA
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CONVENTION CENTER

SEATTLE CONVENTION CENTER

AvLOR MCLAJE

STADIUM.
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CITY HALL

WACO CITY HALL
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GUIDING PRINCIPLES
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GUIDING PRINCIPLES


GUIDING IDEAS

VISION & MASTER PLAN PROMISE

VISION
Pearl’s Aspiration

WHAT

Pearl is the pioneering Plazamaker of North
America...

HOW
...through creating places and experiences...

WHY
...to cultivate human connectedness.

PROMISE
Desired Outcome of the Master Plan

Pearl is the center of the city with a river running
through it.

8 2050 Pearl Master Plan



GUIDING IDEAS
MASTER PLAN INTENT

INTENT
How the Master Plan will be utilized

The Master Plan work
will provide clarity
about Pearl’s needs
and future uses for
the next 20+ years.

10 2050 Pearl Master Plan

The Master Plan

will be a guide for
decision-making
by documenting
guidelines and
frameworks that will
form the basis of
future development.

It will cultivate a
united approach

in development of
Pearl and adjacent
properties to ensure
the development of
the past 20 years will
continue.
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OVERVIEW
MASTER PLAN PRINCIPLES

32

@ Pearl is the heart and not the edge of the
neighborhood.

@ Pearl is a model of urban design
& authenticity for the future. It is
transformative for the lives of San
Antonians.

@ Pearl is anchored around dynamic,
accessible open spaces & plazas.

Pearl is intimately & thoughtfully
connected to the River.

@ Pearl is a safe & secure, pedestrian-first
environment.

2050 Pearl Master Plan

Pearl is quirky, idiosyncratic, & full of
surprise.

@ Pearl is rooted in its history & place. It is a
place of enduring, lasting value.

Pearl is supported & elevated by efficient
& effective infrastructure.

Pearl is an exemplary steward of
resources.
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PEARL MASTER PLAN
DEVELOPMENT GUIDELINES

VISION
Pearl is the pioneering Plazamaker of North America through creating places
and experiences to cultivate human connectedness.

PROMISE
Pearl is the center of the city with a river running through it, by 2027.

GUIDING PRINCIPLES & RELEVANT TACTICS
Pearl is the heart and not the edge of the neighborhood.

- Strengthen neighborhood connections.

- Reinforce East-West Connections, including multiple pedestrian pathways/bridges.

- Strengthen and differentiate the North-South spines - River, Isleta, Karnes, Avenue A.
- Enhance interest and activation between zones of activity.

- Support bicycle/multi-modal connectivity and micromobility.

Pearl is a model of urban desigh & authenticity for the future. It is

transformative for the lives of San Antonians.
- Pioneer sustainable strategies that align with the City’s Climate Action Plan reducing energy and
water consumption, waste, carbon and operational costs.
- Activate ground floors with publicly accessible uses.
- Pixelate uses of various types - retail, food & beverage, office, housing, etc.
- Celebrate authentic, thoughtful, and diverse uses.
- Enliven street corners with vibrant storefronts. Pay particular attention to the first 30 feet.

Pearl is anchored around dynamic, accessible open spaces & plazas.
- Manage open spaces for flexibility between public/private uses.
- Enhance a verdant, shady environment that anticipates climate change for beauty & hospitality.
- Activate spaces through the use of active edges. Balance activation with places of respite.
- Cultivate value in the places of respite. They are not “leftover” spaces.
- Limit surface parking and never allow it near a significant open space.
- Design for intended program of vibrant mixture of uses.

Pearl is intimately & thoughtfully connected to the River.
- Maintain and cherish the River’s quiet, lush character.
- Enhance public access to the River.
- Remove all surface parking along the River.
- Create easy access to the River from both the East and West.
- Maintain and celebrate River views.
- Reinforce River usage - running, walking, picnicking, barges, kayaks, etc.

% OVERLAND % TBG Phil Myrick LLC _

Pearl is a safe & secure, pedestrian-first environment.
- Manage the intersections between vehicular traffic & pedestrian traffic.
- Prioritize people over cars.
- Reduce dependence on cars by strengthening the multi-model environment.
- Establish safe & secure parking garages and locate these areas outside of major pedestrian
zones, as possible.
- Utilize lighting & wayfinding as tools to create comfortable & safe experiences for visitors.

Pearl is quirky, idiosyncratic, & full of surprise.
- Evoke a tactile, emotional response.
- Leave “breadcrumbs,” designing for discovery & exploration.
- Empower space for play, experimentation, and engagement that brings life and encourages
interaction.

Pearl is rooted in its history & place. It is a place of enduring, lasting value.
- Protect the historic fabric of Pearl and reflect it in new designs.
- Vary the scale of architecture, creating comfortable human scale.
- Utilize a variety of materials & textures that are drawn from materials currently on site.
- Salvage special & unique artifacts to tell the Pearl story and to signify places of importance.
- Honor terminal views.

Pearl is supported & elevated by efficient & effective infrastructure.
- Manage operational costs.
- Establish opportunities for zones/structures to assist in offsetting infrastructure needs of
surrounding spaces & architecture.
- Approach design through the lens of district-wide infrastructure & resource solutions.

Pearl is an exemplary steward of resources.
- Anticipate the impacts of climate change.
- Utilize materials & systems that work to reduce energy use intensity & carbon emissions.
- Manage & enhance the stewardship of water resources at Pearl.
- Limit food & material waste.



Overview

MASTER PLAN PRINCIPLES

v Waco is a model for fiscal strength Yy Waco is a series of thoughtfully
with diverse and dynamic revenue connected and walkable
streams. neighborhoods.

ﬁ' Waco is a vibrant, diverse, and ﬁ' Waco is strategic in its management
accessible city with a river running of vehicular traffic & parking,
through it. providing safe, flexible, and activated

streets.

Y Waco is an exemplar of strong urban
character. Y& Waco is a steward of natural
resources.

Waco Downtown Master Plan



Overview
PRINCIPLEﬁ

Waco is a vibrant, diverse, and
accessible city with a river running
through Iit.

* Develop an active waterfront on both sides
of the River.

* Extend green spaces, streets, and
pedestrian paths to the waterfront to
expand connectivity.

* Activate existing pedestrian bridges.

* Provide boat docks for sailgating baseball
games.

* Remove/reconfigure University Drive west
of Franklin.

Waco Downtown Master Plan

* Manage 2nd Street between Franklin and
Columbus to allow closing the street as
necessary.

* Provide access to high quality amenities
and activities that attract and retain diverse
groups of young people.

Consider placing important civic uses
along the river.

Ballpark Performing Arts Museum
Convention Center

Qutdoor Music Venues

Sports Complex Neighborhood Park
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FINANGIAL MODEL

DOWNTOWN WACO STRATEGIC ROADMAP



* Hunt and its associates are providing this analysis in claiming the Independent Registration Municipal Advi.
» The City has posted the following letter on their website that we are claiming in providing all analysis

* Hunt is not the municipal advisor (“MA”) to the City, and the City should rely on input of its municipal
advisors prior to making any determination of any financing path

FINANCE DEPARTMENT

Post Office Bax 2570
Waco, Texas T76T02-25T0
254 [ T50-5758

Fax: 254 /750-5772

CITY OF WACO

September 6, 2023
Re: Independent Registered Municipal Advisors (IRMA) Exemption Certificate
TOWHOM IT MAY CONCERM:

The City of Waco (the “Iszsuer™) is represented by PFM Financial Advisors LLC and Tijerina Galvan Lawrence
LLC as the City’s registered co-municipal financial advisors, and is represented by Hilllop Securities Assel
Management, LLC, as the City's registered investment advisor, to provide advice on recommendations and
other advice from Ainancial services fimrms concerming the issuance of panicipal securities, and mvestment of
bond proceeds, escrow investments, and other funds. The Issuer will rely on our co-mmunicipal financial
advisors and on our investment advisor by seeking and considering their advice, analysis, and perspective
before acting on any such recommendation or other advice, although the Issuer may not necessarily follow our
advisors” advice and may also rely on representations, if any, made by financial services firms in proposals or
otherwise.

By posting this letier on our website, the Issuer intends that market participants may use and rely on this letler
for purposes of qualifying for the so-called TRMA exemption afforded by SEC Rule 15Bal-1{d)(3)(vi) until
the Issuer removes the letter from or replaces it with an updated or correcting letter posted at the same page
an our website,

Financial services firms that wish to learn the identity of individuals af our municipal advisor or at our
imvestment advisor who will participate in advising the Issuer (so that they may determuine whether our advisors
are independent) should contact our advisors as follows:

Co-Municipal Financial Advisors:

Blake Roberns Adrian Galvan

PFM Financial Advisors LLC Tijerina Galvan Lawrence LLC
111 Congress Avenue, Suite 2150 101 Summat Avenue, Suite 506
Austin, TX 78701 Fort Worth, Texas 76102
robertshid@pfim.com agalvani@glfc com

Investment Advisor:

Scott Mcintyre, Managing Director
Hilltop Securities Asset Management, LLC
2700 %Wia Fortuna, Suite 410

Austin, TX 78746

Scou M cimvre@ HilltopSecurities.com

A copy of written representations to us regarding the exemption may also be sent to our municipal advisor and
our investment advisor al the addresses shown above,

Sincerely, [ = 4 <)
sty Hill-ACPA

City Treasurer




FOOTNOTES AND INSTRUCTIONS

The financial model is built to enable the City to perform sensitivity analysis based on changes to the input assumptions related
to the finance structure, cost of capital, and required debt service coverage. In addition, the financial model allows the City to
sculpt the uses based on the timing of the sources to create scenarios like the three discussed above. The financing structure
assumptions and rationale for those assumptions applied across all scenarios are categorized below.

C|ty Issued Bond Assumptions

Issuing 30-year debt to increase capacity at a rate of 4.75%. The difference in rate between a 20-year and 30-year bond
currently is only 20bps and thus adds value to finance more debt sooner than less debt over a shorter period. When the
spread changes materially to favor shorter term debt, it can be called and refinanced without penalty.

Assuming a 4% annual increase to the City’s Taxable Assessed Value (TAV) with a beginning value of $14.65 billion assuming
98.5% collection

TAV increases from the master plan development flow to TIRZ 1 values for funding the enabling infrastructure within the
master plan

Debt Service Coverage Ratio (“DSCR”) of 1.25x between revenue available for debt service and debt service payment for
revenue support debt payments, including TIRZ

Assumes a debt service reserve fund for revenue bonds equal to maximum annual debt service

Current market fees for cost of issuance

Developer Design/Build/Finance/Takeout Assumptions

Assumes 6% cost of capital for bridge/interim financing at 100% debt financing (i.e., no developer equity), which allows the
City to bring forward the development of core assets and time the issuance of the permanent, tax-exempt financing when
bonding capacity is available.

The 100% interim bank debt allows a delayed draw down over time during construction (unlike permanent bond debt
typically issued at the outset of the project) resulting in an effective interest rate of the same or less than the permanent debt
Incorporates ability for City to issue permanent debt or pay cash periodically as milestone payments to reduce capitalized
interest cost

Assumes market rates for developer fees and issuance costs

At final acceptance or a reasonable time thereafter when permanent debt is issued and funded, the City effectively buys the
assets from the Developer for the capitalized cost

Developer Operating Lease Finance Assumptions

Assumes 6.50% cost of capital (including 10% subordinated debt tranche) in a credit-tenant lease finance structure under
which the City enters an operating lease with the Developer for core assets

Like the DBFT structure above, allows funds to be drawn down over time during construction, resulting in an effective interest
rate of 3.25% during construction

Lease payments made annually subject to appropriation, which will include principal payment

When City debt capacity is available after a reasonable call period (7-10 years), the City pays off the lease without penalty by
issuing bonds for the remaining principal balance

Assumes market fees for developer fees and issuance costs

Private Developer Financing Assumptions

*

Assumes true “off balance sheet” financing where a private developer takes risk for development, stabilization, and
operations and private developer gets all rewards of upside when asset is sold

Model has the ability to incorporate an estimated amount of public incentives that will be needed to make the private
development bankable

**Must Enable all Macro’s**

1
2.

w

Insert Global Assumptions on Source Assumptions and Uses Assumptions for Entire Project

After inserting all data on these tabs, press the “Iterate Model” on the Uses Assumptions tab- this will iterate the macro’s on
the back-up tabs

After all individual projects run- proceed to the Annual Outflow by Payment, PV Results, Output Data Tabs

After Uses are iterated, you have ability to adjust which sources to include in Sources Selections table on Sources Assumptions
Tab. If anything adjusted- must re-iterate on Uses Assumptions tab

After Sources Adjusted, check to make sure model is balancing from Sources and Uses Standpoint
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Uses Breakout (in $ millions)

Phase 1A 1B 2 3 4 Total
Land Acquisition $39.00 $0.00 $0.00 $0.00 $0.00 $39.00
Water/Wastewater Improvements $48.65 $29.44 $2.24 $10.23 $19.44 $110.00
Drainage Improvements $19.51 $12.01 $1.63 $6.46 $11.62 $51.23
City Hall Operating Lease' $0.00| $28.45| $60.95| $40.53| $290.66 $420.59
General Uses (Roads, Bridges, Parks, Utilities) $99.27 $39.68 $36.98 $95.87| $102.53 $374.33
Convention Center Complex $0.00 $0.00| $571.32 $0.00 $0.00 $571.32
HQ Hotel $0.00 $0.00 $16.00 $16.00 $26.22 $58.22
Multi-Use Sports and Events Stadium $0.00 $0.00 $0.00 $0.00 $12.51 $12.51
Mary Avenue Garage $0.00 $67.36 $0.00 $0.00 $0.00 $67.36
City Hall Garage Expansion $0.00 $0.00 $0.00| $41.88 $0.00 $41.88
City of Waco Garage $0.00 $0.00 $0.00 $52.34 $0.00 $52.34
Total $206.43| $176.94| $689.13| $263.32| $462.99 $1,798.81
" Includes City Hall Lease Buy Out Option in Phase 4
Sources Breakout (in $ millions)

Phase 1A 1B 2 3 4 Total
Land/Cash $41.24 $0.00 $0.00 $0.00 $0.00 $41.24
Water/Wastewater Enterprise Funds $48.65 $29.44 $2.24 $10.23 $19.44 $110.00
Drainage Enterprise Funds $19.51 $12.01 $1.63 $6.46 $11.62 $51.23
TIRZ No. 1 Proceeds- Existing $97.03 $5.51 $45.83 $13.94 $23.31 $185.61
TIRZ No. 1 Proceeds- New $0.00 $0.00| $233.03 $19.02] $190.12 $442.16
GO Funds- New Ad Valorem $0.00 $51.25 $76.12 $0.00 $52.77 $180.13
Enterprise Funds (For City Hall Operating Lease) $0.00 $11.38 $24.38 $16.21| $116.26 $168.24
Total Hospitality Funds $0.00 $0.00| $207.85 $25.58 $29.16 $262.59
Private Land Sales Monetized $0.00 $0.00 $23.63 $34.89 $33.00 $91.52
Mary Avenue Garage $0.00 $67.36 $83.81 $0.00 $0.00 $151.17
City Hall Garage Expansion $0.00 $0.00 $0.00| $41.88 $0.00 $41.88
City of Waco Garage $0.00 $0.00 $0.00| $135.15 $0.00 $135.15
TIRZ No. 4 Proceeds- Existing $0.00 $0.00 $0.00| $18.93| $17.04 $35.97
Total $206.43| $176.94| $698.52| $322.27| $492.73 $1,896.90
Excess Funds $0.00 $0.00 $9.39| $58.96| $29.74 $98.09

Source Breakout- Actual Usage in Project (in $ millions)
Phase 1A 1B 2 3 4 Total %
Cash/Land $41.24 $41.24 2.29%
Enterprise Funds- Self-Supporting $68.16 $52.83 $28.26 $32.90| $147.33 $329.47 18.32%
Garages- Self-Supporting $0.00| $67.36] $83.81| $177.03 $0.00 $328.20 18.25%
City Funds- General Funds $97.03 $5.51| $302.49 $27.81| $263.47 $696.30 38.71%
City Funds- General- New Ad Valorem $0.00| $51.25| $66.72 $0.00| $23.03 $141.00 7.84%
City Funds- Hospitality Funds $0.00 $0.00| $207.85 $25.58 $29.16 $262.59 14.60%
Total $206.43| $176.94| $689.13| $263.32| $462.99 $1,798.81 100.00%




Historic City Hall

$8,851,654.00

Baseball Stadium

$76,252,577.00

Utility Improvements- Drainage- 4

$9,228,889.50

Utility Improvements- Water/WW- 4

$15,437,084.00

Sub-Phase Name Hard Costs Parking Spots Cost per Spot Phase Sum

1A|Utility Improvements- Drainage- 1A $16,258,624.96 1A $142,823,629.81
1A|Utility Improvements- Water/WW- 1A $40,538,160.55 1B $339,704,551.86
1A|Oncor Medium Voltage River Crossing $5,000,000.00 2 $620,997,906.00
1A|Street Upgrades- 1A $25,735,238.17 3 $168,452,797.30
1A|Calle Dos District Private Development $55,291,606.13 4 $131,688,993.38
1B|New City Hall $180,405,452.00 $0.00
1B|Mary Avenue Garage $57,189,435.00 1500 $38,126.29 $0.00
1B|City Hall Garage $31,759,875.00 750 $42,346.50 $0.00
1B|Streets Upgrades- 1B $27,230,802.26 $0.00
1B[New Parks- 1B $4,000,000.00
1B |Utility Improvements- Drainage- 1B $11,335,799.20 $0.00
1B | Utility Improvements- Water/WW- 1B $27,783,188.40 Total $1,403,667,878.35

2| Utility Improvements- Drainage- 2 $1,361,440.00

2|Utility Improvements- Water/WW- 2 $1,871,980.00

2|Street Upgrades- 2 $19,075,820.00

2|Total Convention Center Complex $451,148,051.00

2|Convention Center Hotel $134,958,939.00

2|Mary Avenue Bridge & Park $12,581,676.00

3| Utility Improvements- Drainage- 3 $5,386,811.30

3| Utility Improvements- Water/WW- 3 $8,535,247.60

3|Street Upgrades- 3 $12,637,878.72

3|Bridge Restoration $7,224,931.14

3[New Parks $52,078,555.54

3[Demo- 3 $3,006,441.00

3|City of Waco Parking Garage $39,046,403.00 1000| $39,046.40|

3| City Hall Garage- Expansion $31,684,875.00 750] $42,246.50]

3

4

4

4

4

Street Upgrades- 4

$30,770,442.88

Total

$1,403,667,878.35




Sources

Include? (Insert 1 or 0) Type Sources Notes Source A ptions- General O Bonds

Yes|Existing Capacity TIRZ No. 1 Proceeds- Existing GO Debt Term (years) 30
Yes |Existing Capacity GO PV Funds Available GO Debt Rate (Existing) 4.75%
No| Existing Capacity General Fund Monies PV Funds GO Debt Rate (Prospective) 4.90%
Yes|Existing Capacity HOT MOT Cash Cost of Issuance (GO) 0.65%
Yes |Existing Capacity HOTMOT PV Funds Coverage Ratio (TIRZ Capacity) 1.25x
Yes |Existing Capacity Tourism PID PV Funds GO Funds Earnings (If Construction) 4.75%
Yes|Prospective Capacity Private Sales- Ground Lease Collections 98.50%

Yes|Prospective Capacity TIRZ No. 4 Proceeds- Existing Source Assumptions- City- Revenue Bonds
Yes|Prospective Capacity TIRZ No. 1 Proceeds- New Rev Debt Term (years) 30
Yes |[Prospective Capacity New City Revenue Bonds- Sales Tax, HOT Tax, Mixed Beverage Rev Debt Rate (Existing) 4.75%
Yes|Prospective Capacity Tourism PID PV Funds Rev Debt Rate (Prospective) 4.90%
Yes|Prospective Capacity State HOT Tax Rebates PV Funds' Cost of Issuance (Rev) 0.85%
No|Prospective Capacity CH Parking Garage Expansion Excess Revenues REV Coverage Ratio 1.25x
Yes |Prospective Capacity Mary Avenue Garage Excess Revenues Rev Funds Earnings (If Construction) 4.75%
Yes |Prospective Capacity City of Waco Parking Garage Excess Revenues HOT/MOT Inflation 1.65%
Total Parking Inflation Rate (Rev and Expenses) 3.50%
Other Revenue Inflation (Future HOT, Mixed Bev, Sales Ta 3.00%
Reserve Fund Requirement (Rev Debt) 100.00%

Global Sources Assumptions

TAV Growth 4.00%
Discount Rate of Incentives/Revenues - 10 years 4.00%
Discount Rate of Incentives/Revenues - 30 years 7.00%




Phase Sub-Phase Financing Method Construction Budget Financial Closing| Timeline (months) Ending Monthly Spend Monthly Spend Financing Number FY Start | FY Ending Incentives
1A | Utility Improvements- Drainage- 1A DBF Takeout $16,258,624.96 6/30/2025 39 9/30/2028 2.50% $406,465.62 | DBF Takeout- Phase 1A 2025 2028 0.00
1A | Utility Improvements- Water/WW- 1A DBF Takeout $40,538,160.55 6/30/2025 39 9/30/2028 2.50% $1,013,454.01 | DBF Takeout- Phase 1A 2025 2028 0.00
1A |Oncor Medium Voltage River Crossing DBF Takeout $5,000,000.00 6/30/2025 39 9/30/2028 2.50% $125,000.00 | DBF Takeout- Phase 1A 2025 2028 0.00
1A |Street Upgrades- 1A DBF Takeout $25,735,238.17 6/30/2025 39 9/30/2028 2.50% $643,380.95 | DBF Takeout- Phase 1A 2025 2028 0.00
1A |Calle Dos District Private Development DBF Takeout $55,291,606.13 6/30/2025 39 9/30/2028 2.50% $1,382,290.15 | DBF Takeout- Phase 1A 2025 2028 0.00
1B |New City Hall Operating Lease $189,538,478.01 10/31/2027 29 3/31/2030 3.33% $6,317,949.27 | Operating Lease- Phase 1B 2028 2030 0.00
1B |Mary Avenue Garage Revenue Bond- Mary Avenue Garage $60,084,650.15 3/31/2027 18 9/30/2028 5.26% $3,162,350.01 [Revenue Bond- Mary Avenue Garage- Ph 2027 2028 0.00
1B __|City Hall Garage Operating Lease $33,367,718.67 10/31/2027 18 4/30/2029 5.26% $1,756,195.72 | Operating Lease- Phase 1B 2028 2029 0.00
1B |Streets Upgrades- 1B DBF Takeout $28,609,361.62 11/30/2027 28 3/31/2030 3.45% $986,529.71| DBF Takeout- Phase 1B 2028 2030 0.00
1B |New Parks- 1B DBF Takeout $4,202,500.00 11/30/2027 28 3/31/2030 3.45% $144,913.79 | DBF Takeout- Phase 1B 2028 2030 0.00
1B Utility Improvements- Drainage- 1B Revenue Bond- Enterprise- Drainage $11,909,674.03 11/30/2027 27 2/28/2030 3.57% $425,345.50 | Revenue Bond- Enterprise- Drainage- Phe| 2028 2030 $0.00
1B Utility Improvements- Water/WW- 1B Revenue Bond- Enterprise- Water/WW $29,189,712.31 11/30/2027 27 2/28/2030 3.57% $1,042,489.73 [ Revenue Bond- Enterprise- Water/WW- P| 2028 2030 $0.00
2 Utility Improvements- Drainage- 2 Revenue Bond- Enterprise- Drainage $1,618,324.33 6/30/2032 9 3/31/2033 10.00% $161,832.43 | Revenue Bond- Enterprise- Drainage- Phe| 2032 2033 $0.00
2 Utility Improvements- Water/WW- 2 Revenue Bond- Enterprise- Water/WW $2,225,195.96 6/30/2032 9 3/31/2033 10.00% $222,519.60 | Revenue Bond- Enterprise- Water/WW- P| 2032 2033 $0.00
2 Street Upgrades- 2 General Obligation $22,675,155.47 6/30/2032 9 3/31/2033 10.00% $2,267,515.55 | General Obligation- Phase 2 2032 2033 $0.00
2 Total Convention Center Complex DBF Takeout $497,983,034.27 11/30/2029 43 6/30/2033 2.27% $11,317,796.23 | DBF Takeout- Phase 2 2030 2033 $0.00
2 Convention Center Hotel Privately Financed $58,222,089.50 4/30/2031 20 12/31/2032 4.76% $2,772,480.45 | Privately Financed- Phase 2 2031 2033 $58,222,089.50
2 Mary Avenue Bridge & Park General Obligation $14,955,659.02 4/30/2032 11 3/31/2033 8.33% $1,246,304.92 | General Obligation- Phase 2 2032 2033 $0.00
3 Utility Improvements- Drainage- 3 Revenue Bond- Enterprise- Drainage $6,403,225.85 9/30/2032 21 6/30/2034 4.55% $291,055.72 | Revenue Bond- Enterprise- Drainage- Phe| 2032 2034 $0.00
3 Utility Improvements- Water/WW- 3 Revenue Bond- Enterprise- Water/WW $10,145,727.23 9/30/2032 21 6/30/2034 4.55% $461,169.42 | Revenue Bond- Enterprise- Water/WW- P| 2032 2034 $0.00
3 Street Upgrades- 3 General Obligation $15,022,466.39 9/30/2032 21 6/30/2034 4.55% $682,839.38 | General Obligation- Phase 3 2032 2034 $0.00
3 Bridge Restoration General Obligation $8,588,172.72 9/30/2032 17 2/28/2034 5.56% $477,120.71 | General Obligation- Phase 3 2032 2034 $0.00
3 New Parks General Obligation $61,905,037.04 9/30/2032 27 12/31/2034 3.57% $2,210,894.18 | General Obligation- Phase 3 2032 2035 $0.00
3 Demo- 3 General Obligation $3,663,056.43 6/30/2033 7 1/31/2034 12.50% $457,882.05 | General Obligation- Phase 3 2033 2034 $0.00
3 City of Waco Parking Garage Revenue Bond- City of Waco Garage $46,413,902.98 9/30/2032 21 6/30/2034 4.55% $2,109,722.86 | Revenue Bond-_City of Waco Garage- Ph 2032 2034 $0.00
3 City Hall Garage- Expansion Revenue Bond- CH Expansion $37,663,359.52 9/30/2032 14 11/30/2033 6.67% $2,510,890.63 | Revenue Bond- CH Expansion- Phase 3 2032 2034 $0.00
3 Historic City Hall General Obligation $10,521,835.01 9/30/2032 10 7/31/2033 9.09% $956,530.46 | General Obligation- Phase 3 2032 2033 $0.00
4 Baseball Stadium General Obligation $95,229,019.78 8/31/2034 18 2/29/2036 5.26% $5,012,053.67 | General Obligation- Phase 4 2034 2036 $0.00
4 Utility Improvements- Drainage- 4 Revenue Bond- Enterprise- Drainage $11,525,618.35 8/31/2034 16 12/31/2035 5.88% $677,977.55 | Revenue Bond- Enterprise- Drainage- Phe| 2034 2036 $0.00
4 Utility Improvements- Water/WW- 4 Revenue Bond- Enterprise- Water/WW $19,278,802.57 8/31/2034 16 12/31/2035 5.88% $1,134,047.21 [Revenue Bond- Enterprise- Water/WW- P| 2034 2036 0.00
4 Street Upgrades- 4 General Obligation $38,428,066.68 8/31/2034 16 12/31/2035 5.88% $2,260,474.51 | General Obligation- Phase 4 2034 2036 0.00
0 0/|Self-Supporting Revenue Bond 28 4/30/1902 3.45% $0.00| Self-Supporting Revenue Bond- Phase 0 1900 1902 0.00
0 0/|Self-Supporting Revenue Bond 28 4/30/1902 3.45% $0.00| Self-Supporting Revenue Bond- Phase 0 1900 1902 0.00
0 0|General Obligation 28 4/30/1902 3.45% $0.00| General Obligation- Phase 0 1900 1902 0.00
0 0|Revenue Bond- Calle Dos Garage 28 4/30/1902 3.45% $0.00 |Revenue Bond- Calle Dos Garage- Phas| 1900 1902 $0.00
Global Uses Assumptions $58,222,089.50
Construction Inflation (Annually) 2.50%
Base Year for Construction | 2025 Iterate Model
Phase Phase Start Phase End

1A 6/30/2025 9/30/2028

1B 3/31/2027 3/31/2030

2 11/30/2029 6/30/2033

3 9/30/2032 12/31/2034

4 8/31/2034 2/29/2036




Phase Sub-Phase Financing Method % if applicable Development Budget
Land $39,000,000.00 Total Cost by Phase

1A |Utility Improvements- Drainage- 1A Utility Improvements- Drainage- 1A $19,510,349.95 1A $167,426,065.60
1A |Utility Improvements- Water/WW- 1A DBF Takeout $48,645,792.65 1B $419,968,177.12
1A |Oncor Medium Voltage River Crossing DBF Takeout 5.81% $5,769,706.18 2 $670,401,829.68
1A |Street Upgrades- 1A DBF Takeout 29.92% $29,696,952.53 3 $206,785,525.67
1A |Calle Dos District Private Development DBF Takeout 64.27% $63,803,264.28 4 $295,224,329.53
1B New City Hall Operating Lease 85.03% $230,835,232.18 Total w/o Land $1,759,805,927.61
1B Mary Avenue Garage Revenue Bond- Mary Avenue Garage $67,361,756.29 Total $1,798,805,927.61
1B |City Hall Garage Operating Lease 14.97% $40,637,896.68 TRUE
1B |Streets Upgrades- 1B DBF Takeout 100.00% $39,684,560.84
1B |Utility Improvements- Drainage- 1B Revenue Bond- Enterprise- Drainage $12,010,906.26
1B |Utility Improvements- Water/WW- 1B Revenue Bond- Enterprise- Water/WW $29,437,824.87
2 Utility Improvements- Drainage- 2 Revenue Bond- Enterprise- Drainage $1,632,080.09
2 Utility Improvements- Water/WW- 2 Revenue Bond- Enterprise- Water/WW $2,244,110.12
2 Street Upgrades- 2 General Obligation 60.26% $22,282,994.95
2 Total Convention Center Complex DBF Takeout $571,323,549.97
2 Convention Center Hotel Privately Financed $58,222,089.50
2 Mary Avenue Bridge & Park General Obligation 39.74% $14,697,005.05
3 Utility Improvements- Drainage- 3 Revenue Bond- Enterprise- Drainage $6,457,653.27
3 Utility Improvements- Water/WW- 3 Revenue Bond- Enterprise- Water/WW $10,231,965.91
3 Street Upgrades- 3 General Obligation 15.07% $14,445,292.42
3 Bridge Restoration General Obligation 8.61% $8,258,208.94
3 New Parks General Obligation 62.09% $59,526,600.95
3 Demo- 3 General Obligation 3.67% $3,522,319.16
3 City of Waco Parking Garage Revenue Bond- City of Waco Garage $52,342,442.01
3 City Hall Garage- Expansion Revenue Bond- CH Expansion $41,883,464.49
3 Historic City Hall General Obligation 10.55% $10,117,578.53
4 Baseball Stadium General Obligation 71.25% $73,047,793.51
4 Utility Improvements- Drainage- 4 Revenue Bond- Enterprise- Drainage $11,623,586.11
4 Utility Improvements- Water/WW- 4 Revenue Bond- Enterprise- Water/WW $19,442,672.39
4 Street Upgrades- 4 General Obligation 28.75% $29,477,206.49|Lease %

4|Operating Lease- City Hall General Fund $89,471,015.36 60%

4|Operating Lease- City Hall WW/W, Drainage $44,735,507.68 30%

4|Operating Lease- City Hall Solid Waste $14,911,835.89 10%

4|Hospitality Incentives- Baseball $12,514,712.10

Total Uses $1,798,805,927.61
Annual Outflow Check $0.00|Sources Check
Sources and Uses Check $0.00|Error Check Balanced

Take Away Utilities

$220,884,285.20

Take Away Garages

$161,587,662.79

Take Away CH That's Self-Supp(|

$108,589,251.54

Reductions

$491,061,199.53

Total City-Supported Debt

$1,307,744,728.08




Annual Outflows - PV Sources (Net Funds)- After Bond Issuance Costs

FY Ending Total 9/30/2024 9/30/2025 9/30/2026 9/30/2027 9/30/2028 9/30/2029 9/30/2030 9/30/2031 9/30/2032 9/30/2033 9/30/2034 9/30/2035 9/30/2036 9/30/2037 9/30/2038

Total Capacity -1,307,744,728 48,296,935 16,855,000 38,237,385 187,758,082 177,178,057 98,950,135 110,677,680 41,049,482 199,058,890 118,582,226 76,563,281 40,001,410 103,018,957 147,153,835
0.61 4.20%

With New Revenues -1,307,744,728 48,296,935 57,236,875 71,016,964 259,713,621 224,493,723 211,776,575 137,661,901 72,426,099 279,063,307 152,519,135 111,233,877 59,870,566 158,961,813 292,347,638
1.59 9.09%

0 40,381,875 32,779,579 71,955,539 47,315,667 112,826,440 26,984,221 31,376,616 80,004,417 33,936,908 34,670,596 19,869,156 55,942,856 145,193,803

TIRZ No.1 Excess Funds 0 0 3,816,043 12,784,406 6,888,988 21,976,198 1,818,625 2,662,713 12,749,929 2,507,876 2,608,191 4,483,101 12,915,792 33,752,630

Revenue Bonds Excess Funds 0 0 0 0 0 0 0 0 4,504,177 1,598,245 1,038,386 613,599 467,690 221,453

TRIZ No. 1- ISD Capacity 0 0 12,574,404 42,126,436 22,700,194 72,414,698 5,992,629 8,774,019 42,012,831 8,263,809 8,594,361 14,772,456 42,559,374 111,219,720

TRIZ No. 4- ISD Capacity 0 29,258,602 11,874,711 12,349,699 12,843,687 13,357,434 13,891,732 14,447,401 15,025,297 15,626,309 16,251,361 0 0 0

TIRZ No. 4- City Capacity 0 6,482,955 2,631,131 2,736,376 2,845,831 2,959,665 3,078,051 3,201,173 3,329,220 3,462,389 3,600,885 0 0 0

TIRZ No. 4- JCD Capacity 0 1,827,013 741,500 771,160 802,006 834,087 867,450 902,148 938,234 975,764 1,014,794 0 0 0

TIRZ No. 4- County Capacity 0 2,813,304 1,141,790 1,187,461 1,234,960 1,284,358 1,335,733 1,389,162 1,444,728 1,502,517 1,562,618 0 0 0
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Waco, Texas: Waco Convention Center, Stadium & Entertainment District Analysis

HUNDEN QUALIFICATIONS: Hunden Partners is a full-service global real estate development advisory practice providing public and private sector clients with confidence and
results so they can move their projects from concept through execution. With more than 28 years of experience on 1,000+ projects, Mr. Hunden and his team are relied-upon
guides and advisors that provide owner’s representation services, project management and strategy, and the individual components of the process: feasibility and financing
studies, impact analysis, governance/management structures, deal negotiation and team-assembly — managing RFQ/P processes for developers, architects, construction,
management companies and service providers.

Hunden Partners professionals have provided all the above services for hundreds of client projects worldwide for the public, non-profit and private sectors. In addition, our
professionals have prior professional career experience in municipal and state government, economic and real estate development, real estate law, hotel operations, and non-
profit management. Over eighty percent of our clients are public entities, such as municipalities, counties, states, convention bureaus, authorities and other quasi-government
entities empowered to conduct real estate, economic development, and tourism activities.

STUDY ASSUMPTIONS AND CONDITIONS: This deliverable has been prepared under the following general assumptions and limiting conditions:

* The findings presented herein reflect analysis of primary and secondary sources of information assumed to be correct. Hunden utilized sources deemed to be reliable but
cannot guarantee accuracy.

= No responsibility is taken for changes in market conditions after the date of this report and no obligation is assumed to revise this report to reflect events or conditions occurring
thereafter.

= Hunden has no control over construction costs or timing of construction and opening.

= Macroeconomic events affecting travel and the economy cannot be predicted and may impact the development and performance of the project.
We have enjoyed serving you on this engagement and look forward to providing you with continuing service.

Sincerely yours,

Hunden Partners

DRAFT
partners hunden.com | © 2024 Hunden 9



Project Introduction &
Situational Overview

In April 2023, Gensler completed the Waco Downtown Master Plan,

which outlined recommended programs for five total connected districts

in downtown Waco. The master plan aims to revitalize downtown Waco,

creating density, livability, and walkability between the Waco Convention

Center and multiple entertainment opportunities.

Study Purpose:

The City of Waco (City or Client) engaged Hunden Partners
(Hunden) to provide a market demand, financial feasibility and
economic impact analysis of a proposed mixed-use entertainment
district (District or Project) in downtown Waco, Texas.

The entertainment district is part of the larger downtown master
plan that was completed by Gensler in April 2023. Hunden’s study
will assess the market demand and financial feasibility of a minor
league baseball stadium, hotel, retail, restaurants, residential and
office space within the district, in addition to the revitalization or
reconstruction of the Waco Convention Center.
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Study Methodology & Key Questions

Feasibility Study Process & Project Overview

hunden -
CGI\J ES A lJ\-‘E

Where are you
now?

Current Waco & Surrounding
Market Assessment

Hunden analyzed the potential to attract a
Minor League Baseball (MiLB) tenant to the
city, the current performance of the Waco
Convention Center, and the performance of
the downtown hospitality, residential, office
and retail markets.

Analysis of the current market and downtown
development momentum identified gaps for
market opportunities for the future of the
convention center and downtown
entertainment district.

partners

How do you stack

(5

What are the
opportunities?

How we get

up? there?

Financial Performance, Economic
& Fiscal Impact Projections &
Funding Mechanism Analysis

Following the preliminary market findings
milestone, the Hunden Team (with feedback
from the City of Waco) will prepare financial

analysis, economic and fiscal impact
projections for the proposed components of
the Project. Based on financial feasibility and
economic/fiscal impacts, funding methods will

be analyzed for Project execution.

Market Opportunities Assessment
& Future Recommendations -

Based on local and regional market research,
comparable national case studies and
stakeholder engagement, Hunden formed
recommendations for a phased development
of the proposed downtown district.

Convergence Design incorporated Hunden’s
recommendations into the district master plan
to show how the Project components could fit

within the district.

hunden.com | © 2024 Hunden
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Interview Outreach & Stakeholder
Engagement Overview

Hunden interviewed a variety of local, regional and national
stakeholders and organizations. Interview feedback helped to gain

an understanding of downtown Waco and its surrounding area, | HUNT
identify future opportunities in Waco and provide best practices

from case studies. A sample of stakeholders interviewed include

representatives from the following:

City Representatives / Organizations Developers, Brokers & Projects Other Stakeholders
= Mayor of Waco = Hunt Companies, Inc = Major League Baseball / Minor League
Baseball
=  Waco City Council = CoStar Director of Market Analytics
= Diamond Baseball Holdings
= Waco City Manager & Assistant City Manager = Magnolia District
= Baylor University External Affairs
= Waco Convention & Visitors Bureau = Brazos River Capital
= Live Nation
=  Waco Director of Strategic Initiatives = Extraco Events Center

= Local Hoteliers
=  Waco Director of Economic Development

= National District Case Study Developers
= Waco Sports Commission

= National Case Study Attractions
= Waco ISD

= Texas Association Meeting Planners

partners hunden.com | © 2024 Hunden 8



Downtown District Overview

The Gensler Plan for 2023 identified 60
acres in downtown Waco that are either

owned by the City of Waco or the Waco F =
ISD. I

Hunden evaluated the downtown site
locations with Convergence Design to
establish preliminary recommendations
for the location of the components of
the mixed-use district on the site.

v EERT J (O
hunden.com | © 2024 Hunden 9




|
Waco Convention Center S
Total (SF) By Division (SF) Divisions
Exhibit Space 47,976 3
re a OW n Chisholm Hall 32,976
McLennan Hall 15,000 3
. . . Ballroom Space 13,818 2
The Waco Convention Center (WCC) opened in 1972 in downtown Waco along the Brazos Ballroom North 7252
Brazos River. The convention center is connected to the 195-key Hilton Waco. Brazos Ballroom South 6,566
The convention center features two exhibit halls (32,976-square-foot Chisholm Hall geg“”dg SPRace 18,515 - 13
. eCordova Room .
exhibit hall and 15,000-square-foot McLennan Hall), a 13,818-square-foot Brazos Event Office 1630
Ballroom (divisible by two) and a total of 18,515 square feet of meeting space across 13 Waco Room 1612
rooms. The facility overlooks Indian Spring Park and the Brazos River and is located six Texas Notth 113 1,560
blocks from Interstate 35 Texas pori 1 >
. Texas North 115 1,530
Texas South 116 1,428
Texas South 117 1,404
Texas South 118 1,372
Ranger Rooms 864
Lone Star 103 780
Lone Star 104 763
Lone Star 105 698
Total 80,309 21
Summary SF Rooms/1000 SF Divisions
Exhibit 47,976 16.9 3
Ballroom 13,818 58.8 2
Meeting Rooms 18,515 43.9 13
Total 80,309 10.1 18
Walkable Hotels Room Count Distance Hotel Class
Hilton Waco (connected) 195 0.1 Upper Upscale
Courtyard Waco 153 0.1 Upscale
EVEN Hotels Waco - University Area (U/C) 132 0.3 Upscale
Cambria Hotels Waco University 130 0.3 Upscale
Residence Inn Waco 78 0.3 Upscale
Hotel Heningbone (U/C) 21 0.3 Independent
Holiday Inn Express Waco Downtown (U/C) 104 0.3 Upper Midscale
Total 813
Source: Waco Convention Center, Hunden Partners

hunden.com | © 2024 Hunden 10



Waco
Walkability

Through Hunden'’s research and
professional experience, the average
walkable distance for most convention
goers is 1,800 feet, or 0.3 miles from a
meeting facility. This distance is used
as a benchmark throughout the analysis
of Waco’s regional competitive
destinations as well as the case studies
assessed around the country.
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Baseball Stadium
Headlines

The City of Waco has three options to assess in
order to eventually locate a minor league
baseball team to the Waco region. These
options are listed below.

[
-

Relocation of a Current Team Wait on MLB Expansion

There are several teams currently in the The MLB is projected to expand in the
Texas minor league baseball market next five years, which would open many
throughout Double-A and Triple-A. Some opportunities for a city like Waco. To enter
have been experiencing low attendance, an affiliated league, the City needs to
which includes the Midland RockHounds construct a stadium that adheres to

and the San Antonio Missions. Professional Development League

Compliance requirements.

hunden partners
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Become an Independent League Team

There is only one independent league that
has a team in Texas, which is the
American Association of Professional
Baseball (AAPB). There are less
requirements to join an independent
league and there is less of a barrier to
entry for a team to join the league
compared to joining an affiliated league.

hunden.com | © 2024 Hunden 12




Downtown as a Catalyst

Waco’s most visited attractions cover various forms of tourism including
retail, museums, entertainment experiences, and event centers. With its wide
range of offerings, Waco presents visitors to the Project with ample ancillary
entertainment options. This aspect holds significance for families or groups
traveling long-distance who may require accommodations in the area. The
table below highlights the area’s most visited attractions within the Waco
area, sorted by the total number of visits in 2023.

{IH1 0

Waco, TX | Most Visited Attractions - 2023
% 0f2023 % 0f2023  Avg. Visits
Attraction 2017 2017 2023 2023 % Change Visits Over  Visits Over Per
Rank Name Type Visits Visitors Visits Visitors | 2017-2023 50 Miles 100 Miles Customer
1 Magnolia Market Retail Center 1.20
2 Cameron Park Zoo Z00 315,800 244,500 384,700 290,100 21.82% 41.67% 18.56% 1.33
3 DrPepper Museum Museum 276,500 257,900 363,200 345,900 31.36% 1.05
4 Extraco Events Center Event Center 445,300 190,100 358,500 180,900 -19.49% 1.98
5  Maybom / Historic Village Museum 148,800 95,100 202,500 114,800 36.09% 34.52% 21.04% 1.76
6  Texas Ranger Hall of Fame* Museum 99,700 93,200 70,900 67,100 -28.89% 81.81% 65.16% 1.06
7 Waco Surf Theme Park 42,100 32,400 65,800 38,100 56.29% 76.60% 51.06% 1.73
8  Waco Mammoth National Monument Museum 81,800 77,800 44,000 87.06% 64.47% 1.04
9  Texas Sports Hall of Fame Museum 8.73% 59.12% 44.16% 119
10 Ams