City of San Marcos

City Council Work Session

Hopkins City Center/New City Hall
Project Update

June 16, 2026




This afternoon’s agenda

* Project Status Update

* Financial Considerations

 Downtown Concepts

e Options / Scenarios Review

o Steering Committee Recommendations
 Next Steps

e Council Direction




Project Status Update




Why is a new city hall needed?
Structural Issues

o Current City Hall opened in 1975.
It has been evaluated for structural integrity
with several deficiencies noted:
— shifting foundation
— cracks in walls
— roof leaks
— doors that won't close
— water and gas leaks
— exterior windows breaking during cold weather

sanmarcostx.gov
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Why is a new city hall needed?
Staff Capacity and Meeting Space Limitations

« The current City Hall was built in the 1970s to serve fewer than 25,000

residents. More space is needed to provide services for a population that is

roughly 90,000 and growing.

 Proposed facility includes current departments at the City Hall complex and

adds: « Counciimember Offices - Additional Amenities
» Parks & Recreation Administration o Community Room
» Destination Services o Public Gathering Space
 Emergency Management 0 Modern Technology & Security
* Police Substation Updates
o Utility Billing

« Capacity within the current City Hall facility places limits on the amount of
engagement possible at public meetings, with community members filling
the existing City Hall lobby and crowds overflowing into the parking lot.
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Project Components

Civic Corridor New City Hall
Hopkins Street Mixed Use P3 Real Estate
improvements

sanmarcostx.gov
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Project Team

City of San Marcos — City staff will lead the work with the consultant team to
develop the Plan and the community to implement the preferred plan.

Economic & Planning Systems (Consultant) — EPS is a land economics
consulting firm experienced in the full spectrum of services related to real estate
development, the financing of public infrastructure and government services, land
use and conservation planning, and government organizations. EPS is the prime
consultant contracted with the City to advise on the feasibility of the project.




Project Team

McCann Adams Studio (Consultant) — MAS is an Austin-based urban design
firm that focuses on designs for new communities, revitalization strategies for
existing districts, transit-oriented development planning, and public space design.
MAS is a subconsultant to EPS assisting the team with site planning and urban
design alternatives.

Freese and Nichols, Inc. (Consultant) — FNI is an engineering, urban planning,
and design firm offering a wide range of services to public sector clients. FNI is a
subconsultant to EPS assisting the team with site assessments, public outreach
and technical expertise. The FNI team working on this project is based out of
their local San Marcos office.




Project Team

« Upward Communities (Developer) — Upward Communities is a Texas-based,
mission-driven real estate developer that partners with public-sector employers to
design and build affordable workforce housing and other community serving
facilities. Upward Communities is working with the City to evaluate the feasibility

of the Downtown site option.

UPWARD

COMMUNITIES




Project Update
How much have we spent on this project?

« Economic & Planning Systems (Consultant) — includes Freese and Nichols
and McCann Adams Studio; providing financial analysis and due diligence for all
sites but primarily the City-owned parcels; we have spent $264,948.80 of the
total contract amount of $449,000.00.

« Lopez Salas Architects (Consultant) — completed space planning study to
determine size of city hall facility at any site; size to accommodate staff growth to
serve our growing city for the next four decades; we spent the total contract
amount of $247,719.50.

« Upward Communities (Developer) — original agreement had not to exceed
amount of $767,970.00; scope reduced significantly to only reimburse their
expenses to develop concepts for Downtown site option; we have spent
$127,168.20

TOTAL: $639,836.50 10
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Project Update

Where we’'ve been

 October 3, 2022 — Presentation to City Council with city hall concepts; received
direction to consider a Downtown location (with Hopkins property as backup site)
and consider including other uses.

 February 20, 2024 — Presentation to City Council with photos and case studies
of other city halls; received direction to continue exploring public/private
partnerships for current city hall site as well as Downtown parcels; move forward
with consultants for updated space planning and P3 financial services.

« March 6, 2024 — Sent memo to Council with an analysis of Downtown real estate
precluding a Downtown location due to available land size and cost.

o July 2, 2024 — Presentation to City Council providing project update as well as
recommendation to issue request for qualifications for a transactional
advisor/land planner consultant and begin discussion of a project steering
committee. 11



Project Update

Where we’'ve been

 August 5, 2024 — City Council approves a contract with Lopez Salas Architects,
Inc. to provide updated city facility space planning needs.

o« September 3, 2024 — Presentation to City Council with an update on the New
City Hall project; discussed the possible formation of a Hopkins City Center/ New
City Hall Steering Committee.

o« September 17, 2024 — Presentation to City Council with additional information
regarding the role and purpose of the steering committee, best practices for the
creation to ensure the process and committee itself would be as inclusive as
possible.

« November 6, 2024 — City Council approves contract with Economic & Planning
Systems, Inc. to provide public-private partnership services and transaction
advice regarding the project; appoints 23 community members to the Hopkins
City Center/ New City Hall Steering Committee. 12
S B



Project Update
Where we’ve been
 February 20, 2025 — Steering Committee Meeting #1 — Introduction of project

goals, committee role, Hopkins site constraints; Phase 1 goal to select which side
of Hopkins a new city hall should be located.

« March 20, 2025 — Steering Committee Meeting #2 — Further discussion of City-
owned Hopkins sites with small majority of Committee members recommending
the north side of Hopkins.

« April 15, 2025 - City Council presentation on Phase 1 findings; direction received
to proceed concept planning the north side of Hopkins; discussion included pros
and cons for each site.

« May 2025 — Steering Committee Meeting #3 — Discuss further concept
refinement, project financial analysis/due diligence, and public engagement plan.

« June 2025 - City received unsolicited proposal for a Downtown option.
13



Project Update

Where we’'ve been

 August 2025 - City issued request for information (RFI) for downtown City Hall
location or other alternate locations.

o September 2025 - City selected Upward Communities as best evaluated
proposal of two submittals received.

 October 15, 2025 — Steering Committee Meeting #4 — Upward Communities
presented general Downtown concept; received broad support from the
Committee to continue exploring this option.

e October 21, 2025 — City Council receives presentation from Upward
Communities on general Downtown concept; Council approves conceptual
planning agreement for a not-to-exceed amount of $767,970; after scope
refinement, this costs about $130,000.
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Project Update

Where we’'ve been

 October 2025-May 2026 — City and EPS Team have been working with Upward
Communities on due diligence around financing, Downtown Option design
concepts.

« December 5, 2025 — Upward Communities and City staff meet with South
Square Collective and present Downtown option.

« December 17, 2025 - Presentation of the Downtown option at the joint meeting
of the TIRZ #5 (Downtown) Board and Main Street Advisory Board.

« May 6, 2026 — Upward Communities holds Meet & Greet at the Hays Caldwell
Economic Development Partnership showing general Downtown concept.

« May 11, 2026 - Steering Committee Meeting #5 — Presented Financial Analysis
and Downtown Concepts.

« June 4, 2026 - Created a New City Hall/Hopkins City Center webpage. 15
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Financial Considerations




CITY HALL PROJECT MAY COST BETWEEN $80-100M

e City Hall space planning indicates need for roughly:
— 109,000 square foot building (offices and public meeting spaces)

— 360 parking spaces

e Total Cost could be ~$80-100M

— No actual construction bids yet

— Based on typical costs/SqFt of other recent public buildings in Texas

— Assumes structured parking

Economic & Planning Systems, Inc.

Amount

UnitCost —  inded, 2025 $)

Cost Items

City Hall Building $630-770 $68-84 million
109,000 square feet per SF
Structured Parking $32,000- $12-16 million
Garage - 360 spaces 44,000 per

space
Total $80-100 million

San Marcos Downtown City Hall
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CURRENT RESERVES CAN'T COVER THE FULL COST

e City Council has set aside ~$13 million for City Hall project
e Tax Increment Reinvestment Zone (TIRZ) #5 has ~$4 million in reserves

e These near-term funding sources can cover debt service for only a portion of the total
project costs

¢ Direction to date has been to avoid property tax rate increase, so need to find other
reliable funding sources

Economic & Planning Systems, Inc. San Marcos Downtown City Hall 18



Interdepartmental Ongoing TIRZ #5
Transfers Revenues

Economic & Planning Systems, Inc. San Marcos Downtown City Hall 19



EXTEND AND EXPAND TIRZ #5 TO ENHANCE FUNDING

Economic & Planning Systems, Inc.

e Downtown TIRZ currently goes from Texas
State University campus to I-35

e Has $4.4M in funding reserves today

e Generates revenue that can be used for capital
projects

e Could be expanded to include Hopkins
corridor to I-35, increasing revenues

e Can also be extended in time to generate
more revenues

San Marcos Downtown City Hall 20



CITY COULD GENERATE FUNDING FROM REAL ESTATE

v

Economic & Planning Systems, Inc. San Marcos Downtown City Hall 271



POTENTIAL REAL ESTATE RESOURCES

Economic & Planning Systems, Inc. San Marcos Downtown City Hall 22



FINANCIAL FINDINGS AND IMPLICATIONS

e Projections indicate need for new sources to fully fund $80-100M project, such as:
— Better-than-projected overall AV growth trends
— Continuation and expansion of TIRZ #5
— Monetization of additional City-owned properties
— Inclusion of revenue generators in City Hall project

e Could also use a phased approach to project construction and financing
— City could build part of the overall project with current and near-term projected resources
— Design would need to allow integration of later phases as financing permits

e These financial conditions apply to both Downtown and City-owned Hopkins
locations

Economic & Planning Systems, Inc. San Marcos Downtown City Hall 23



Downtown Concepts




Downtown Concepts
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GENERAL DESIGN CONSIDERATIONS
« Develop space [plazas, promenades, streets, parks| for civic gathering
« Create opportunities to honor sacred springs and indigenous history
Reduce existing impervious cover and increase presence of native landscape on site
Incorporate One-Water principals and green infrastructure inte both building and site design
Plan for on-site rooftop PV generation
Secure entry & exit flow for city officials / executive staff
Deliver district parking
Mitigate freight rail noise
Create connection between downtown and river corridor
Establish a transit hub/reserve
Assess opportunities to integrate other civic uses
Create opportunities for landmark signage

- % 5 s 8 8 8 8 = =

SUPPORTING FUNDING OPPORTUNITIES / STREAMS
MPC-F Multi-purpose City Capital - Fire Station CIP Allocation
MPC-5 Multi-purpose City Capital - Urban Stormwater Mngmt District & Drainage Enterprise Fund

ER External Revenue [Rent, Fees, Sales Tax/

TIRZ Tax Increment Reinvestment Zone #5 [One-time or Bond)]
G State, Federal, CAMPO, or other grant

CAS Other City-owned asset sale

P Partnership (Texas State University]

HOT Hotel Occupancy Tax (Generation]

TYPICAL PHASING APPROACH
Phase 1: Primary public uses [City Hall, the District Parking Garage, Fire Station] & associated secondary uses

Phase 2: Conference, hotel, or residential mixed-uses held as a Development Reserve; added as a subsequent phase likely by the private market

DOWNTOWM PROJECT SAN MARCOS U P W R D
DESIGN CONSIDERATIONS FEASIBILITY PHASE | SPRNG 2026 1\ 27
- COMMUNITIES
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Concept 3 not

recommended by the
Steering Committee

sanmarcostx.gov
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Concept 3 not

recommended by the oSt goy
Steering Committee 37



Concept 3 not

recommended by the
Steerlng Commlttee sanmarcostx.gov
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Concept 3 not

recommended by the
Steering Committee
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Concept 3 not

recommended by the
Steering Committee 40



Options/Scenarios Review




Hopkins Options Revisited

North Parcel North Parcel South Parcel
(structured parking)  (surface parking) (surface parking)




Concept 3 not

recommended by the
Steering Committee
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Key Project Considerations by Location

« Downtown Option
— Alignment with Downtown Area Plan goals for vitality and family-friendly activity
— Potential access to more TIRZ funding
— Would need parking garage but could share use with downtown
— Not City-owned land today

 City-Owned Hopkins Options

— Committee and Council had slight preference for North Site

— Scenarios without parking garage could reduce cost by $10-15 M

— No need to acquire private property

— Concerns over increasing impervious cover

— Based on public feedback, the City has committed to keeping the skate park at its
current location. The dog park is being considered for enhancements that may include
relocation and/or expansion. Any impacts to the neighborhood due to development on
the south parcel must be minimized or addressed.

— Opportunities for other catalytic family-friendly prospect on the North Site

44
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Steering Committee
Recommendations




Steering Committee Recommendations

1. Discussion of preferred location — Broad approval from Committee members with
no objections to continue working on the Downtown option presented by Upward
Communities; interested in exploring concepts 1 and 2 further; no interest in concept 3
that removes the city hall from the corner of Hopkins and CM Allen.

2. Other considerations and next steps

A. Should the City continue to explore the Downtown Option?

« Recommend the City continue working on the preliminary development phase with
Upward Communities and consultants to further design, financing, and phasing of the
Downtown option.

B. Should the City try to accelerate interest from developers and/or tenants to
monetize public property and generate funding for City Hall project?

« Recommend the City explore potential consolidation of existing and/or planned public
uses and issue RFI seeking development partnerships for commercial/retail
development to generate funding to financially support City Hall project.

46



Next Steps and Council Direction




Next Steps and Council Direction

Dependent on Today’s Council Direction

1. Public engagement program:
A. Community informational open house regarding the 3 site location options, process,
and next steps.
B. Continue updating the webpage; includes an interactive component to gather broad
community feedback www.sanmarcostx.gov/newcityhall

2. Once alocation is selected by City Council:
A. Continue working on the preliminary development phase (City-owned parcels or
Downtown option).

* Any subsequent site due diligence agreements will come back to City Council for
consideration and formal vote at a regular meeting on a later date.

B. Develop and issue RFI seeking development partnerships for commercial/retail
development of existing City-owned properties and/or planned public uses to
generate funding to financially support City Hall project.

» Agreement with consultant would come back to City Council for consideration and formal
vote at a regular meeting on a later date.

48
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https://url.us.m.mimecastprotect.com/s/rRzoCgJNKlIGV27lhohOc4-r75?domain=sanmarcostx.gov
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Questions and Discussion
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