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COVERING SOME 
TERRITORY TODAY!

+ Who we are

+ How mixed-use districts provide economic 
& social development

+ Real world examples & tools for success

+ Key steps in the development process  

(HOW TO GET IT DONE!)



Who We Are
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Host
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HUNDEN STRATEGIC PARTNERS

Navy Pier Bentonville 21ci Hotel Bankers Life Fieldhouse

Stay Play



Hunden Partners - Areas of Expertise

Master Placemaking

Physical Programming

Market Feasibility

Financial Feasibility

Funding Options/Public Incentives

Economic & Fiscal Impact Analysis 

RFQ/P Processes

Partnership Options

Business Plans
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HSP:  Host | Stay| Play

San JuanPhoenix

Kentucky Madison

Chicago

Fort Worth
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Rob Hunden, 
President & CEO

Public and Private Sector Employment Experience
§ City of Indianapolis Bond Bank/Mayor’s Office 

1996 - 1998
§ Horwath Landauer/Grubb & Ellis 1998 - 2000
§ C.H. Johnson Consulting 2000 - 2005
§ Hunden Strategic Partners – 2006 - Present

25 Years of Industry Experience in North America
§ 700+ Projects and Studies
§ Speaker, Teacher and Author 
§ Move projects from Concept to Reality
§ Convention Center, Hotel and Event Centers
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Mixed-Use Projects Bring 
Social & Economic 

Development
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A major trend in
community

development

SYNERGISTIC MIXED-USE DISTRICTS 
§ Create jobs for those at the beginning of the skills 

ladder, as well as pathways to climb the ladder into 
management and other senior roles, 

§ Generate new taxes to support the elements that 
need public investment, such as event, 
entertainment and sports facilities.

§ Using special taxing districts that allow for the 
recapture of property, sales, hotel and/or income 
taxes, but

§ These developers and developments take 
specialized expertise, patience, leadership and a 
strong process.

§ Groups like Purpose-Built Communities can help 
ensure that challenged communities rise with the 
tide, and therefore,

§ The results can be transformative for your 
community and citizens!
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Mixed-Use 
Districts: Tools for 

Transformation

• There is no single solution or project type 
that can solve the challenges that face our 
communities,

• However, many people have believed in 
the silver bullet mentality…that one 
building can fix a neighborhood…that one 
building would attract everything else

• What we realized is that it takes a number
of synergistic uses to work together to
create a sustainable environment, market 
and community.  

• These districts, whether developed in 
stages, or all at once

• Provide economic and social development 
for a community. 



Mixed-Use 
Districts: Your 

Heartbeat

But even more, they create a community 
gathering space, a living room, a place that 
becomes your beating heart. 

A place for celebrations, remembrances,
parades, funerals, big events, holidays and
daily activity.



Inclusive Job 
Creation

Jobs for those at the bottom of the 
economic ladder:

• Hospitality/Hotels
• Food and service 

industry/Restaurants

• Arenas and entertainment venues
• Retail stores
For others who have advanced in life 
skills, the offices at these districts 
house employees at higher wage jobs 
that can support the residential 
options in mixed-use districts.

But including mixed-income housing 
can help connect the project and the 
existing neighborhood & population



Inclusive Job 
Creation
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Entertainment Districts Around the Leagues

League Dedicated Venue Built in Existing District Total Gap
MLS 17% 24% 41% 59%
NFL 17% 33% 50% 50%
NBA 28% 50% 78% 22%
NHL 33% 47% 80% 20%
MLB 37% 46% 83% 17%

Average 26% 40% 66% 34%
Source: Various

Sports teams have realized that walkable districts filled with a 
mix of uses help drive value and relevance for the team and 
promote a sense of culture around the games and events. The 
districts help generate the tax revenue and jobs needed to help 
move the projects through political and financial hurdles. 



Good News!

Food and beverage is the key building 
block of any neighborhood or district 
(Why? We have to eat!). 
Events are a key programming element 
to to bring people to tough areas that 
people are not used to. 
Then the trick is extending the length of 
stay….until more permanent businesses 
and uses can become more sustainable. 



Impact

For Tourism and Quality of Life, 
these become key community 
assets.
Extend trips from 1-2 hours to all-
day and possible overnight stays
• Pre- and post-event spending 

related to entertainment/events 
• Overnight hotel stays
• Residents and visitors 
• New Taxes
• New Businesses
• New Residents
• New Tourists
• More Spending



Remember

People, Money and Business Go Where they
are Treated Well! 

If you want to help those with the least, you 
need to attract people and investment. 

If you can attract people and investment, you 
will grow the pie and have more resources to 
help those with the least resources and skills. 

Alternately, if you put up barriers to 
investment and development, you will push 
away investment and in-migration and cycle 
down. Many ways to influence this, both up 
and down.



YOUR Leadership
Matters

Only 10% of the projects we study get 
built. Why? Some are not viable. 
However, most are viable, but do not 
have a strong champion to carry them 
over the finish line! 

Leadership matters.

Your leadership matters! 

You can influence your elected officials 
to give them the confidence to pull 
critical projects over the finish line!



Real-World Examples & Tools 
for Success
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KC Power & Light District  
Super TIF

Kansas City, Missouri



The 78 – District Financing Chicago, Illinois



El Distrito San Juan, Puerto Rico



Arena District Richmond, Virginia



Arena District
Richmond, Virginia

2
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Historic Stockyards – TIF Fort Worth, Texas



Riverfront District – Seeking 
Answers

Chester, Pennsylvania



Alliant Energy Center 
District TIF

Madison, Wisconsin



Arena District – STAR Bonds Overland Park, Kansas



Arts & Design District Carmel, Indiana



Lansdowne Park Ottawa, Ontario



Navy Pier Chicago, Illinois



Downtown Indianapolis 
Multiple Tools

Indianapolis, Indiana



Beyond Private-Sector Only 
and Government Solutions
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Goodwill Industries

$1.5 million hospitality industry 
training academy 

Link people in Indianapolis with 
training for jobs in the tourism 
industry. Goodwill Industries.

Leveraged Lilly Endowment 
support. 

Virtuous cycle



Purpose Built 
Communities
Guide neighborhood 
revitalization by creating 
pathways out of poverty for the 
lowest-income residents

Build strong, economically 
diverse communities’

Rising tide lifts all boats

Lifecycle of Guidance for 
Residents – Cradle to Career 
Education

www.purposebuiltcommunities.org



DEFINED NEIGHBORHOOD

• Focus on defined neighborhoods where 
transformative programs and infrastructure can be 
established.

COMMUNITY QUARTERBACK

• Newly-created nonprofit, it leads the revitalization by 
engaging community members, building partnerships, 
securing funding, and ensuring implementation of the 
housing, education, and wellness components of the 
model as part of the community’s vision.

MIXED-INCOME HOUSING

• Offer an environment with quality construction and 
amenities surrounded by safe walkways, streets.

CRADLE-TO-COLLEGE EDUCATION

• Establish an arena for student growth, learning, and 
achievement at every level starting at birth, and 
implement a rigorous and relevant curriculum to 
ensure successful futures through college.

COMMUNITY WELLNESS

• Provide a community-specific mix of facilities, 
programs, and services that promote healthy 
lifestyles, create jobs, and reduce crime.
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AN EXTRAORDINARY EVOLUTION
Serving as the blueprint for Purpose Built Communities, the 
redevelopment of the East Lake community is a landmark 
achievement in urban renewal. Founded in 1995, the East Lake 
Foundation was established to help transform the East Lake 
neighborhood and create new opportunities for the families 
living there. Working with neighborhood residents and expert 
public and private partners, the Foundation developed a new 
community on the site of a former public housing project. Since 
that time, violent crime has dropped in the neighborhood by 
97%. Residents are engaged in health and wellness programs, and 
many are becoming homeowners.



Communities of West 
Lakes, Downtown Orlando

Founded in 2012, LIFT Orlando 
consists of business leaders 
partnering with residents in 
community revitalization in an 
area west of downtown Orlando 
called the Communities of West 
Lakes. 

In recent decades, the area has 
struggled with a high 
concentration of chronic 
poverty, joblessness, 
homelessness, and crime. 
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Communities of West 
Lakes, Downtown Orlando

With the reconstruction of the 
Orlando Citrus Bowl stadium in the 
heart of the community, the 
business leaders at LIFT Orlando 
saw an opportunity to engage the 
community and leverage the 
project to ignite positive 
neighborhood transformation for 
nearby families. 

LIFT Orlando became the first 
Purpose Built Communities 
Network Member in Florida during 
the summer of 2015.
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Northend RISE, 
West Palm Beach

Challenges that the Northend of 
West Palm Beach face include 
subpar education, housing, wages, 
and health and wellness. 

The community remains optimistic 
and eager to partner with 
Northend RISE, nonprofits, for 
profits and government, to make 
the Northend a great place to live 
for all. 

Model will include mixed-income 
housing, cradle to career 
education, and community 
wellness. 
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Key Steps in the Development 
Process

42



Great ideas… how can 
you successfully 
implement them?
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Cart Before the 
Horse

If you do not go through a logical 
process, you will confuse yourself and 
the market you are trying to attract. 

Deciding what to build before you 
know the feasibility….

Issuing an RFP before you have a 
financing mechanism/plan….

Negotiating with developer before 
getting approvals from politicos…



8-STAGE MODEL 
OF REAL ESTATE 
DEVELOPMENT 

1) Market Feasibility

2) Site Analysis

3) Financial Feasibility & Gap 
Analysis 

4) Financing and Incentive 
Options

5) Business Plan (Public Projects)

6) Political Leadership/Financial 
Approval

7) Developer RFQ/P Process + 
Development Agreement

8) Final Design, Budgeting, 
Funding



Market Feasibility & Site 
Analysis 
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MARKET & SITE 
ANALYSIS

MARKET

§ Define market area

§ Evaluate competitive supply
§ Evaluate existing demand

§ Project future market area 
demand

§ Compare subject proposal to 
competition/comparables

§ Project market demand for 
subject proposal

§ Determine ways to make 
subject more competitive
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What Influences Viability of a Project?

Project 
Performance

Supply 
Growth

Local 
Market 
Growth

Location 
SWOT

Industry 
Performance 

Averages

Peer 
Performance 

Comp Set 
Performance



Financial Feasibility & Gap 
Analysis
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FINANCIAL 
FEASIBILITY

FINANCIAL ANALYSIS

Do the profits from the Project support the 
development cost? That is the key question. 
For most P3 projects, the answer is 
no….otherwise private sector would build. 
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MIND THE GAP!

Projects that do not generate 
operating cash flow (profit) have 
zero $ value to the private market. 
If a project generates operating cash 
flow (profit), but not enough to pay 
back the development cost plus 
profit to investors, then it will have a 
sizeable financial feasibility gap. 
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HOW DO WE 
KNOW THE 

FINANCIAL GAP?

FINANCIAL RATIOS
We use two approaches to determine the 
gap, but “supportable financing” is the 
primary one. How big of a loan can be 
supported by project cash flows? How 
much private equity will investors risk 
based on project cash flow? Cash is KING!

Debt +
Equity =
Supportable Financing.

Cost of Project –
Supportable Financing = 
Financial Gap to be Filled
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FINANCIAL 
FEASIBILITY

PROPERTY VALUATION APPROACHES
§ Cost
§ Sales comparison
§ Income or capitalized value:  most relied upon

§ Add up all future profits from operations
§ Add up sales proceed from a sale in 10 

years
§ Discount that amount to today’s dollars
§ That figure is your value

We use the Income approach to check
the supportable financing approach.
Typically the results are very similar.
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WHY IS MY 
PROJECT SO 

HARD?

BANKS LIKE PREDICTABILITY
There is a reason that brands proliferate so 
quickly and unique projects are, well, 
unique….predictability! 

Banks like to loan money to predictable 
projects (Starbucks, Hampton Inn, etc.). 

There are dozens of “comps” that give them 
confidence that this one will perform just like 
the others. 

Your cool P3 project usually has few comps 
or the cash flows can’t be predicted with as 
much comfort.
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THE SCHOOL OF 
HARD KNOCKS!

SO HOW DO THEY PUNISH MY 
PROJECT?
Banks protect themselves in three ways:
§ Higher interest rate (risk/reward)
§ Lower loan-to-value ratio
§ Higher Debt Coverage Ratio (DCR)

SO HOW DO WE MITIGATE THIS?
Public sector can provide guarantees or 
other value to projects to give banks 
comfort. Backstops, rebates, abatements, 
etc. Can also invest directly in project.
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FINANCIAL 
FEASIBILITY

WOO-HOO!

If the value of the project is greater than 
the cost, then THE PROJECT IS FEASIBLE!
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Realty Check:
Get Buy-In for Financing 

from Elected Officials
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Political Buy-In to the Funding Plan

One of the key reasons that projects do not
proceed is the lack of education and buy-in 
from elected leaders. 

Just because a project is recommended does 
not mean it doesn’t need public financial 
assistance. 

The reality check must be recognized and gaps 
funded so that you as an economic 
development leader do not waste your time
finding a developer for a project the city or
county won’t provide incentives for.
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Developer Selection: 
RFQ/P Process + 

Development Agreement
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DEVELOPER 
SELECTION

PURPOSE OF RFQ / RFP

§ Tool to achieve public goal
§ Means of introducing competition 

in a redevelopment project to 
ensure a qualified  development 
team is selected

§ A marketing tool to attract private  
development
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Key to a Successful Process

Have your recent market and financial 
feasibility study complete

Get political and financial buy-in to the 
deal (generally)

Be prepared to discuss financial 
incentives with developers

Site Control is Key

61



DEVELOPER 
SELECTION

RFQ / RFP OPTIONS

§ RFQ followed by RFP

o Developer's expression of interests

o Generally preferred process

o Most efficient, but will seem longer than 
antsy election-driven officials want

§ RFP only (good for management company 
selection)

§ RFQ only (decent for architect selection)
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TERM SHEET

MEMORANDUM OF AGREEMENT 
(MOA) OR UNDERSTANDING (MOU)

§ Agreement with “preferred developer”
§ Clearly define project
§ Detail performance & schedule 

obligations
§ Set performance guarantees
§ Determine option payment
§ Specify termination provision
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DEVELOPER 
SELECTION

DEVELOPMENT AGREEMENT

§ Puts term sheet into a legal document
§ Formal contract
§ Developer needs to secure private 

financing
§ Public to commit to financial and 

related tools
§ Real estate attorney on your side of 

table ($$$)
§ ALWAYS SET TIMELINES!

64



Wrapping Up…!

65



TAKE IT HOME 
AND USE IT!

§ SYNERGISTIC MIXED-USE DISTRICTS 
§ Create jobs for those at the beginning of the skills 

ladder, as well as pathways to climb the ladder into 
management and other senior roles, 

§ Generate new taxes to support the elements that 
need public investment, such as event, 
entertainment and sports facilities.

§ Using special taxing districts that allow for the 
recapture of property, sales, hotel and/or income 
taxes, but

§ These developers and developments take 
specialized expertise, patience, leadership and a 
strong process.

§ Groups like Purpose-Built Communities can help 
ensure that challenged communities rise with the 
tide, and therefore,

§ The results can be transformative for your 
community and citizens!
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HOW TO BEGIN?

KEY TAKEAWAYS

§ HAPPY TO DISCUSS AND HELP YOU 
DETERMINE FIRST STEPS (OR NEXT STEPS IF 
YOU’VE ALREADY STARTED). 

§ START WITH EDUCATION, THEN DO YOUR 
HOMEWORK, THEN…

§ TIME FOR ACTION!
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THANK YOU!
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https://hundenpartners.com/downloads/
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Questions?

Rob Hunden
President and CEO
Hunden Strategic Partners
213 W. Institute Place, Suite 707
Chicago, Illinois 60610
(O) 312.643.2500
(C) 312.933.3637
www.hundenpartners.com
rhunden@hundenpartners.com


