City of Key West

RFP Evaluation Committee Meeting — Sign-In Sheet

Solicitation Numbers:

RFP 26-002

Date: March 16, 2026

Meeting Location: 1300 White Street, Key West, Florida 33040

Meeting Time: 1:00 PM (Eastern Daylight Time)

Department: City of Key West — Procurement / Finance Department
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Minutes

RFP Evaluation Committee Meeting

RFP 26-002 402 Wall Street

Location: City Commission Conference Room, 1300 White Street, Key West, Florida

33040

1. Callto Order
The meeting was called to orderat[ ) :L\'KM] by Lucas Torres-Bull

2. Roll Call/Attendance
The following members were present:
[Taylor Brown], Committee Member
[Daniela Salume]}, Committee Member
[David Marsicano], Committee Member
[Lucas Torres-Bull], Procurement Representative (non-voting)

3. Purpose of Meeting
The purpose of the meeting is to evaluate the responses received inresponse to
Request for Proposal (RFP) No. [RFP 26-002], for the Historic Building Rehabilitation
Lease and Adaptive Use 402 Wall Street and to rank the firms based on their overall
proposals in accordance with the evaluation criteria outlined inthe RFP.

4. Overview of Evaluation Criteria
Evaluation Representative reviewed the evaluation process and criteria, which
included the following:
(ategory - Points

—

1. [Experience: 30

a. Successful track record of rehabilitating and operating facilities similar

to the proposed Project.

b. Demonstrated ability to operate and maintain adaptive reuse real estate
projects once completed, including addressing on-going maintenance

needs.




c. Sufficient staff and consultant resources to deliver the 402 Wall Street
Redevelopment Project.

2. [Financial Capacity: 25
a. Proven ability of Respondent to possess or attract equity and debt capital
for projects similar in scope and cost to the proposed 402 Wall Street
Redevelopment Project as evidenced by:

i. Financing comparable projects.
ii. Access to sufficient debt and equity for the project proposed. I
iii. On-going relationships with financial sources.
3. |[Project Vision and Key Objectives: 25
a. Consistency of proposed vision and objectives for the project.
b. Responsiveness to key objectives.
c. Fit and synergies of proposed use(s) and improvements with
surrounding land uses.
Id. Overall ability of the project to add to the vitality of the surrounding
Mallory Square area
4. [Feasibility: 20

a. Evidence of ability of the Respondent to attract necessary public and
iprivate investment for the 402 Wall Street Redevelopment Project
proposed.



b. Feasibility of the concept to address the needed physical improvement fo
and retrofit of 402 Wall Street in the near term.

d. Cash flow projections that demonstrate the project, once operational,

will meet all lease, debt service and operating expenses.

Total Points

- 100

1)

2)

Review of Submittals
The committee reviewed and discussed the submittals received from the following

proposer:

1. Hayes Robertson Group, Inc
2. Tropical Shell & Gift, Inc

Note: Each firm’s submission was evaluated individually

Total Scoring and Ranking
After discussion, each committee member independently completed a scoring

sheet. The individual scores were then compiled, and the firms were ranked in
accordance with the results reflected in the Excel Scoring Matrix, which is attached
to these minutes as a separate document.

3) Recommendation

Based on the following scoring outcome, the evaluation committee 3 /)’
recommendation that the award for RFP 26-002 to Tobicyl Jﬁ’ﬂ// Nl G

4} Adjournment

There being no further business or discussions, the meeting was adjourned at

3.4 pm.

Minutes prepared by:
Lucas Torres-Bull



Procurement Manager
03/16/2026
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RFP 26-002 - Re-Bid Historic Building Rehabilitation Lease and Adaptive Use 402 Wall Street

Evaluation Categoty

Max Points

Evaluator Score

Key Evaluation Considerations

Notes / Justification

Experience

30

g

a. Successful track record of rehabilitating

and aperating facilities
simitar to the proposed Praoject. |

%. Demonstrated ability t¢ operate and
maintain adaptive reuse real

estate projects once completed, including
addressing on-going

maintenance needs.

c. Sufficient staff and censultant resources.

Relotion of otruciure 90 o1 Carviine St.
.ﬂw wal ot 4 Tifs Alle .

Fananclal Capacity

25

23

a. Proven ability of Respondent to possess or
attract equity and debt

capital for projects similarin scope and cost
to the proposed 402 Wall
StreetRedevelopment Project as evidenced
by:

i. Financing comparable projects.

ii. Access to sufficient debt and equity for the
project proposed.

iii. On-going relationships with financial
Sources.

Kelocation of atructure, My, Inewe
wF6rézen exdra (osts.

[

Project Vision and Key
Objectives

25

24

a. Consistency of propesed vision and
objectives.

b. Respansiveness to key objectives.
¢. Fit and synergies of proposed use{s) and
improvements with

surrounding land uses.

d. Overall ability of the project to add to the
vitality of the surrounding Mallory Square area

Ve ddds valve b Mallony Square.




Lo

Feasibllity

20

18

a. Evidence of ability of the Proposer to attract
necessary public and

private investment for the 402 Wall
StreetRedevelopment Project proposed.

b. Feasibility of the concept to address the
needed physical improvement to and retrofit
of 402 Wall Street in the near term.

d. Cash flow projecticns that demonstrate the
project, once

operational, will meet all lease, debt service
and operating

expenses.

Relocation of sipvavre can e
03&:§:x§?

Total Score:

/100




Evaluation Category

RFP 26-002 - Re-Bid Historlc Building Rehabilitation Lease and Adaptive Use 402 Wall Street

Max Palnts

Evaluator Score

Key Evaluation Conslderations

Notes / lustification

=9

Experience

30

26

a. Successiul track record of rehabilitating
and operating facilities
simitar to the proposed Project.

b. Demonstrated abillty to operate and
maintain adaptive reuse real

|addressing on-going

estate projects once completed, including
maintenance needs.

c. Sufficient staff and consultant resources.

S0me experience Wi adaptive Yeuse .

2|Fanancial Capacity

25

24

a. Proven ability of Respondent to passess or
attract equity and debt

capital for projects similar in scope and cost
to the proposed 402 Wall
StreetRedevelopment Project as evidenced
by:

i. Financing comparable projects.

H. Access to sufficient debt and equity for the
project proposed.

iil. On-going relationships with financial
sources.

AVailable capHail.

Project Vision and Key
Objectives

L)

25

19

|improvements with

a. Consistency of proposed vision and
objectives.

b. Responsiveness to key objectives.
c. Fit and synergies of proposed use(s) and
surrounding land uses.

d. Cverall ability of the projectto add to the
vitality of the surrounding Mallory Square arca

Prposed s an Hae istoric dighrick.
Approval Will be Necessary —
Petcotl Ler .

L |



3

Feaslbility

29

18

a, Evidence of abllity of the Propaser to attract
necessary public andg

private investment for the 402 Wall
StreetRedeveloprnent Project proposed.

b. Feasibility of the concept to address the
needed physical improvement to and retrefit
of 402 Wall Street in the near term.

d. Cash flow projections that demonstrate the
profect, once

operational, will meet all lease, debt service
and operating

expenses.

Ensugin refan w Ve grea.

IMprovemends 1o bui divig. are
3&3&&\«\&63,

Total Score:

1100




RFP 26-002 Re-Bid Historic Building Rehabilitation Lease and Adaptive Use 402 Wall Street / Historic Ship's Chandlery

Key Evaluation Considerations

Notes / Justification

a. Successful track record of rehabilitating
and operating facilities
similar to the proposed Project.

b. Demonstrated ability to operate and
maintain adaptive reuse real

estate projects once completed, including
addressing on-going

maintepance needs.

Historic Tours of America demeonstrated strong relevant experience rehabilitating and operating historic
attractions and adaptive reuse properties in Key West and other historic cities. Proposal cites management of

multiple Mallory Square and museum properties, supported by an experienced local construction and consultant
team.

W TR anmmry O R T T
or attract equity and debt

capital for projects similar in scope and cost
to the proposed Historic Ship's Chandlery
Redevelopment Project as evidenced by:

i Financing comparable projects.

it Access to sufficient debt and equity for
the project proposed.

a. Consistency of proposed vision and

objectives,

b. Responsiveness to key objectives.

c. Fit and synergies of proposed use(s) and
improvements with
surreunding land uses.

frmilEE LN

| E—

Proposal includes a commitment of funds letter, supporting financial documentation, and a u_.m::::mé_ budget.
Historic Tours of America and affiliated entities appear to have sufficient financial resources and access to capital
to complete the project and sustain operations.

.qﬂm propesed Sails to Rails museum concept is clear, consistent, and responsive to the City's historic preservation
and public-benefit objectives. The project adds cultural interpretation, supports Mallory Square activity, and is
compatible with surrounding historic and tourism-oriented land uses.

attract necessary public and
private imvestment for the Historic Ship's
Chandlery Redevelopment Project
proposed.

b. Feasibility of the concept to address the
needed physical improvement to and
retrofit of the historic building in the near
term.

Evaluation Category Max Points | Evaluator Score
1| Experience 30 27
2| Financial Capacity 25 23
Project Vision and Key
3 Objectives I 3
4/Feasibility 20 18
Total Score: 91/100

A foablbinn reonmetionr en ot serenminiite L

|Proposal provides a realistic development mnzmn:_m..u..m_ma.smé engineering and construction pricing, and
identified project partners for design, scanning, and construction. Feasibility is generally strong, with modest

uncertainty remaining around permitting, final inspections, and existing building conditions common to historic
rehabilitation,
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RFP 26-002 - Re-Bid Historic Building Rehabilitation Lease and Adaptive Use 402 Wall Street

Evaluation Category

Max Points _ Evaluator Score

Key Evaluation Considerations

Notes / Justification

[y

Experience

30

|

28

Lo

Fanancial Capacity

25

22

a. Successful track record of rehabilitating
and operating facilities
similar to the proposed Project.

b. Demonstrated ability to operate and
maintain adaptive reuse real

estate projects once completed, including
addressing on-going

maintenance needs.

——{ T POV Ty O HEO RN IO O

or attract equity and debt

capital for projects similar in scope and cost
to the proposed 402 Wall
StreetRedevelopment Project as evidenced
bry:

i. Financing comparable projects.

Access to sufficient debt and equity for
the project proposed.

Strong local adaptive-reuse and operating record: Waterfront Brewery at 201 William St.; long-running Carafine’s,
Fogarty's and other Duval/Caroline assets; prior management of the former Chamber of Commerce building at
402 Wall St.; experienced local consultant team (Tabs 3-5). Minor deduction because comparable
museum/cultural operations are less direct.

Proposal states project will be funded entirely with developer equity; bank references are provided (Tabs 5—71,
Minor deduction because the cost/finance package is combined across RFP 26-001 and 26-003 and third-party
comparable financing detail is limited.

3

Project Vision and Key
Objectives

25

24

a. Consistency of proposed vision and
objectives.

b. Responsiveness to key objectives.
c. Fit and synergies of proposed use(s) and

improvements with
surrounding land uses.

a

Feasibility

20

18

attract necessary public and
private investment for the 402 Wall
StreetRedevelopment Project proposed.

b. Feasibility of the concept to address the
needed physical improvement to and
retrofit of 402 Wall Street in the near term.

d. Cash flow projections that demonstrate
the project, once

.ﬂoﬁm_ Score: [

92/100

ilbenass. sl dacia il 50

NS SR S 1
i s 5] iy

| Clear, detailed vision aligned with Mallory Square master-plan goals: rehabilitated Hospitality-House,

museum/education use, coral nursery, adaptive re-use of cable tanks, splash fountain, shade, landscaping,
wayfinding, public art and improved public activation {Tabs 2, 6, scoring support). Strong fit with surrounding
Mallory Square uses.

Concept is generally feasible: local project team, detailed development budget, operating pro forma with positive
EBIT, all-equity funding, and a process/schedule are provided (Tabs 5-8). Deduction for reliance on multiple

approvals/neighbor coordination and because some operating/cost assumptions are combined with related cable-
tank scope.
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