
MINUTES
 

NOVEMBER 12, 2025
 

BRAZOS COUNTY COMMISSIONERS COURT
 

WORKSHOP SESSION

1. Call to Order

A workshop Session of the Commissioners' Court of Brazos County, Texas was held in
the Brazos County Commissioners Courtroom in the Administration Building, 200 South
Texas Avenue, in Bryan, Brazos County, Texas, beginning at 2:02 p.m. on Wednesday,
November 12, 2025 with the following members of the Court present:

 
Kyle Kacal, Acting County Judge, Presiding;
Bentley Nettles, Commissioner of Precinct 1;
Chuck Konderla, Commissioner of Precinct 2;
Fred Brown, Commissioner of Precinct 3;
Wanda J. Watson, Commissioner of Precinct 4;
Karen McQueen, County Clerk, Absent;
The attached sheets contain the names of the citizens and officials that were in
attendance.

2. Presentation and Discussion on Debt Financing for upcoming Capital Projects by Marci
Turner, County Auditor, Dennis Waley, Current Bond Advisor, Managing Director, PFM
Financial Advisors LLC; and Dan Martinez, Current Bond Counsel, Winstead PC. 

Judge Kacal welcomed everyone to the Workshop and stated that he would allow for
public comments following the presentation. Judge Kacal then turned the floor over to
County Auditor Marci Turner.
 
Ms. Turner presented the details of developing a financing plan, the Debt Management
Policy, debt financing, and tax rate options. 
Ms. Turner then introduced  Dennis Waley and Blake Roberts, Managing Directors of
PFM Financial Advisors LLC, and Bond Counsel Dan Martinez with Winstead PC. 
 
Mr. Waley began the presentation with a market overview then moved into interest rates.



Mr. Roberts provided a debt overview of Brazos County's debt structure and shared that
Brazos County maintains a strong bond rating of AA+ for S&P. The Court engaged in
conversation concerning the bond rating. Mr. Roberts explained S&P's debt metrics and
engaged with the Court in further conversation. Mr. Waley presented debt issuance
methods, followed by Mr. Roberts' discussion on bond capacity. Mr. Martinez answered
follow up questions and entered into further discussion with the Court. A copy of the
presentation is attached hereto.

3. Discussion on Integrating Funding Options into the Capital Improvement Planning
Timeline by Nina Payne, Budget Officer.

Budget Officer Nina Payne explained the planning process in preparation to go out for
debt.
 
Judge Kacal called for Citizen Input.
Cathie Viens, resident of Precinct 4, questioned the need for the County to go out for
debt.
Judge Kacal provided clarification.

4. Adjourn

The Workshop was adjourned at 3:21 p.m.
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ITEM: Presentation and Discussion on Debt Financing for upcoming Capital Projects by Marci 
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Brazos County 
Debt Workshop

November 12, 2025



Developing a Financing Plan

• Identify potential Capital Improvement Projects

• Prioritize the Capital Improvement Projects identified

• Determine amounts needed to fund Capital Improvement Projects identified

• Assess affordability of the Capital Improvement Projects and identify funding 
sources and timing

Tax Revenue, Debt, or other sources

• Incorporate funding for the projects into the Annual Budget Process



Overview of Brazos County Debt 
Management Policy

• Governs debt obligations issued by the County for construction or acquisition of 
infrastructure and other assets or to refinance existing debt

• Defines roles of Commissioners’ Court, County Auditor, Budget Officer, and 
External Bond Counsel, and External Financial Advisor

• Debt for operating and maintenance expenditures not generally considered 
appropriate

• Term of debt should never exceed the useful life of the asset, and the maturity 
shall not exceed 40 years (TGC 1201.022)

• Lists the types of debt the County can issue



Debt Financing 
and the Tax Rate

NNR M&O

+ State Mandate 
Adjustments

+ 3.5% Increase

+ Debt Rate

+ Unused 
Increment Rate

Voter Approval Rate

Budget Year Principal 
+ Interest Due

Total Taxable Value



No New Revenue Rate

• NNR is the tax rate that raised roughly the same 
revenue as the previous year on properties taxed 
in both years.

• If the County issues additional debt, the 
incremental increase in the I&S tax rate is NOT 
included in the NNR.

• Adopting a NNR in a year with an incremental 
increase in the I&S rate results in a decrease to 
the M&O tax rate from the prior year.



I&S Tax Levy

M&O Tax Levy

Prior Year
Tax Levy

M&O Tax Levy

I&S Tax Levy

Tax from New 
Property

Current Year
NNR

I&S Tax Levy

M&O Tax Levy

Tax from New 
Property

Current Year
NNR + Increased I&S
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Brazos County
Debt & Bond Planning Overview

Blake Roberts
Managing  Director, PFM
robertsb@pfm.com
512.614.5324

PFM Financial Advisors LLC – Municipal Advisor
Winstead PC – Bond Counsel

November 2025

Dennis Waley
Managing Director, PFM
waleyd@pfm.com
512.614.5325

Dan Martinez
Managing Shareholder, Winstead PC
dmartinez@winstead.com
210.277.6803
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Market Overview
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Market overview – capital market themes 
 Fed Policy: Federal Reserve cut rates by 25 bps in October, citing moderate growth and elevated inflation. While a 

December cut is possible, it remains uncertain despite the 10-year Treasury yield dropping to 4.08% from 4.16% on 
weaker labor data. 

 Labor & Inflation: October layoffs were the highest in 20 years, signaling stress in the job market. Core CPI rose just 0.2% 
versus 0.3% expected, suggesting inflation pressures are easing slightly. 

 Government Shutdown: Now over one month long, delaying key economic reports. ADP is releasing weekly employment 
updates to fill gaps left by the BLS blackout. 

 Trade Developments: The U.S. and China agreed to a trade truce, reducing tariffs and restricting fentanyl-related imports, 
easing some global trade tensions. 

 Municipal Market: Municipals outperformed Treasuries last week, supported by strong inflows of over $1.2B for the fourth 
consecutive week and attractive valuations in the 10–20-year range.

UST 11/06/2025 11/05/2025 Daily Δ QTD Δ YTD Δ 

3-month 3.93% 3.96% -3 bps -9 bps -43 bps 
2-year 3.57% 3.63% -6 bps -3 bps -68 bps 
5-year 3.69% 3.76% -7 bps -5 bps -69 bps 

10-year 4.11% 4.17% -6 bps -5 bps -46 bps 

30-year 4.69% 4.74% -5 bps -4 bps -10 bps 
 

All changes in yields are as of 11/6/2025. 

 

 
11/06/2025 Daily Δ QTD Δ YTD Δ 

S&P 500 6,720 -1.12% 0.48% 14.50% 

Dow 46,912 -0.84% 1.11% 10.66% 

Nasdaq 23,054 -1.90% 1.74% 19.57% 
 

All total return changes are as of 11/6/2025. 
 

Interest Rates Equity Markets
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Municipal interest rates (BVAL Index) from 2015-2025
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Municipal index (BVAL) yield curve has steepened in the last 12-months
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Debt Overview
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Overview of Brazos County’s debt structure
Descending, fixed-rate debt structure is conservative and supports additional bonding capacity
Brazos County has $70 million of authorized but unissued GO bond authority from 2022 bond election

BASTROP COUNTY
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Brazos County’s Annual Debt Service
($000s) Principal Interest

Issue 
Description

General Obligation Bonds, Series 2023  $    27,110,000  $    25,710,000 Fixed 2024 to 2043 9/1/2033

Certficates of Obligation, Series 2023          9,290,000          8,805,000 Fixed 2024 to 2043 9/1/2033

Certficates of Obligation, Series 2020        24,020,000        20,095,000 Fixed 2022 to 2040 9/1/2030

Certficates of Obligation, Series 2017        11,650,000          7,925,000 Fixed 2018 to 2037 9/1/2027

Limited Tax Refunding Bonds, Series 2017        39,895,000        16,290,000 Fixed 2019 to 2034 9/1/2027

Certficates of Obligation, Series 2012          9,700,000          2,410,000 Fixed 2013 to 2029 9/1/2022

   Total  $  121,665,000  $    81,235,000 

Original Par 
Issued

Par 
Outstanding* Coupon Type Maturity Range

First Par Call 
Date
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AA+ / Stable Outlook
Affirmed by S&P in May 2023

Rating Commentary

• Strong Economy: Large and growing economy with 15% market value 
growth in FY2023 and continued expansion expected due to strong 
institutional presence and ongoing development.

• Management Quality: Strong financial management practices under 
S&Ps management assessment methodology, including formal 
capital planning, debt and investment policies, and a strong 
institutional framework score.

• Operating Performance: Consistently positive results for nearly a 
decade, increasing reserves annually with projections for continued 
growth in FY2023.

• Debt & Pension Profile: Manageable debt and pension costs, though 
additional debt issuance is anticipated.

• Stable Outlook: Reflects expectations that economic growth and 
strong management will sustain very strong budgetary flexibility and 
adequate performance.

• Rating Downside: Rating could be lowered if budgetary performance 
weakens significantly or debt burden rises

• Rating Upside: Rating could be raised if economic diversification 
improves wealth metrics.

Brazos County maintains strong bond rating of AA+ from S&P

Rating agency views as reported in the most recently published credit analysis

 Brazos County has maintained a “AA+” 
since 2023 when it was upgraded from 
“AA” 

 The AA+ rating is the second highest 
possible rating and is on par with the rating 
of similarly positioned counties and US 
Treasury debt

 PFM’s credit strategy for Brazos County:

• Proactively communicate debt and 
capital plans, including scenario 
modeling

• Focus on telling the story of continued 
economic development in Brazos 
County and public and private 
investment; for next bond rating, host an 
in-person site visit

• Formalization of 25% Fund Balance 
Policy in 2024 will be viewed positively 
by S&P
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S&P’s debt metrics

 One of S&P’s key debt metrics is debt per capita which is a key debt metric we monitor to 
assess any potential impact on bond ratings
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Common borrowing instruments for Texas Counties

Refunding 
Bonds

Tax 
Notes

Certificates of 
Obligation

General 
Obligation Bonds

Refinance GOs, COs, 
Tax Notes

Typically issued to 
achieve debt service 

savings

Repaid from I&S 
taxes

Limited purpose for 
projects

No Voter 
Authorization

No petition period

Maximum repayment 
period of 7- years

Repaid from I&S 
taxes

Fund projects 
permitted by CO Act

No Voter 
Authorization but 
subject to 45-day 

petition period and 
public Notice of 

Intent

Repaid from I&S 
taxes

Fund voter approved 
projects; broadest 

authority for projects 

Voter Authorized

Repaid from I&S taxes

Brazos County has historically issued 20-year fixed rate GO and CO debt
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 “Public work” for an issuer that is a municipality or 
county:

• (A) means any of the following public improvements as 
authorized by law:

• (i) a street, road, highway, bridge, sidewalk, or parking 
structure;

• (ii) a landfill;

• (iii) an airport;

• (iv) a utility system, water supply project, water 
treatment plant, wastewater treatment plant, or water 
or wastewater conveyance facility;

• (v) a wharf or dock;

• (vi) a flood control and drainage project;

• (vii) a public safety facility, including a police station, 
fire station, emergency shelter, jail, or juvenile 
detention facility;

• (viii) a judicial facility;

Certificates of Obligation can be used for a “public work” 

• (ix) an administrative office building housing the 
governmental functions of the municipality or county;

• (x) an animal shelter;

• (xi) a library; or

• (xii) a park or recreation facility that is generally 
accessible to the public and is part of the municipal or 
county park system;

• (B) means the rehabilitation, expansion, reconstruction, or 
maintenance of an existing stadium, arena, civic center, 
convention center, or coliseum that is owned and operated 
by the municipality or county or by an entity created to act 
on behalf of the municipality or county; and

 (C) does not include:

• (i) a facility for which more than 50 percent of the average 
annual usage is or is intended to be for professional or 
semi-professional sports;

• (ii) a new stadium, arena, civic center, convention center, 
or coliseum that is or is intended to be leased by a single 
for-profit tenant for more than 180 days in a single 
calendar year; or

• (iii) a hotel.
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 (1) a contractual obligation incurred or to be incurred for:

• (A) the construction of a public work;

• (B) the purchase of materials, supplies, equipment, machinery, buildings, lands, and rights-of-way for the issuer's 
authorized needs and purposes; or

• (C) a professional service, including a service by a tax appraisal engineer, engineer, architect, attorney, mapmaker, 
auditor, financial advisor, or fiscal agent;

• (2) operating or current expenses; or

• (3) the issuer's cumulative cash flow deficit.

• (b) The governing body of an eligible school district may use the proceeds of an anticipation note to pay an 
obligation incurred or to be incurred for:

• (1) a purpose described by Subsection(a)(1)(C), (2), or (3); or

• (2) the purchase of materials, supplies, equipment, or machinery for an issuer's authorized needs and purposes.

Tax Notes can be used for the following purposes:
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Competitive

• Pre-set sale date advertised to 
bidders. 

• FA and Bond Counsel prepare 
Notice of Sale, Bid Form and 
Preliminary Official Statement

• Day of Sale. Receive underwriter 
bids, bonds awarded based on 
lowest True Interest Cost (TIC)

• Best For:
 Straightforward financings
 Stable market conditions

Negotiated

• Sale date flexibility. 
• County pre-selects bond 

underwriter
• FA, Bond Counsel and 

Underwriting team prepare a 
Preliminary Official Statement

• Day of sale. Underwriter takes 
orders from investors based on 
interest rate scale, final pricing is 
negotiated on sale day

• Best For:
• Volatile markets or prescribed 

bond structures 

Private 
Placement

• Bonds directly placed with a 
commercial bank (like a loan)

• FA and Bond Counsel prepare  
RFQ/bid form

• Day of sale. County uses a 
placement agent to take bids from 
commercial banks 

• Best For:
• 10 – 12-year maximum maturity
• Straightforward financings

• Considerations
• Does not require offering 

documents, ratings, underwriter, 
underwriter counsel

• Weigh reduced expenses against 
borrowing rate

Debt issuance methods: Competitive Sale, Negotiated Sale, Private Placement

Brazos County has primarily issued bonds via competitive bond sale.
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What is bond capacity?

 The amount of debt that can be issued within certain
legal constraints, revenue constraints and/or 
affordability goals 

 The County’s bonding capacity is determined by a variety 
of factors, including:

• Taxable assessed value and tax base growth 

• I&S tax rates

• Interest rates 

• Bond repayment period

 “Legal Debt Capacity” – of the total $0.80 maximum allowed tax rate under the State 
Constitution, the Texas Attorney General limits the I&S tax rate to $0.40, proven at the time of 
issuance.

• Brazos County’s current I&S tax rate is $0.030246-cents

Bond capacity for Brazos County is driven by tax rate and affordability goals rather than legal 
capacity

Bond Capacity

Bond 
Structure

I&S 
Tax 
Rate

Tax 
base 

values
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Brazos County has capacity for additional borrowing for capital needs

• $15 million (GO Bonds)

• $30 million (GO Bonds & COs)

• $35 million (GO Bonds & COs)

• $45 million (GO Bonds & COs)

• $45 million (GO Bonds & Tax Notes)

• $60 million (GO Bonds, COs, & Tax Notes)

• $65 million (GO Bonds, COs, & Tax Notes)

• $75 million (GO Bonds, COs, & Tax Notes)
______________
*All dates and figures are preliminary and subject to change.

 Summary of modeling assumptions:

• Assumes AA-category bond ratings

• FY 2026 taxable value of approximately $30.2 billion based on 2025 BCAD values; 
assumes 3.0% values for tax rate projection purposes

• Bond repayment term – 20 years (Road Bonds and COs), 7 years (Tax Notes)

• Estimated borrowing rate – 4.50%

• Level debt service (PFM can alternatively tailor structure to defer principal and manage 
tax rate)

 Summary of borrowing scenarios:
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Tax Rate & Capacity Analysis
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Future issuances will impact debt levels and the I&S tax rate

$45 million 
(Road Bonds & 

COs)

$35 million 
(Road Bonds & 

COs)

$30 million 
(Road Bonds & 

COs)

$15 million 
(Road Bonds)CurrentBond Funding 

Amount ($000s)

2026202620262026Issuance Date

2027202720272027Tax Rate Year

20-Years20-Years20-Years20-YearsRepayment Period

$165,393$150,343$142,577 $119,264$95,950
Proforma GO Debt 
Balance
($ millions)

244,703244,703244,703244,703244,703Population

$676 $614 $583 $487 $392 Debt per capita

2.0 2.0 2.0 1.0 1.0 
S&P Debt Per Capita 
Score

$0.0396 $0.0391 $0.0379 $0.0341 $ $0.0304  
Projected I&S Tax 
Rate
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Future issuances will impact debt levels and the I&S tax rate

$75 million (Road 
Bonds, COs, & Tax 

Notes)

$65 million (Road 
Bonds, COs, & Tax 

Notes)

$60 million (Road 
Bonds, COs, & Tax 

Notes)

$45 million (Road 
Bonds & Tax 

Notes)
CurrentBond Funding 

Amount ($000s)

2026, 2027, 20282026, 2027, 20282026, 2027, 20282026, 2027, 2028Issuance Dates

2027202720272027Tax Rate Year

Road Bonds & COs: 
20-Years  

Tax Notes: 7-Years 

Road Bonds & COs: 
20-Years  

Tax Notes: 7-Years 

Road Bonds & COs: 
20-Years  

Tax Notes: 7-Years 

Road Bonds: 
20-Years 

Tax Notes: 7-Years 
Repayment Period

$200,746$185,696$177,930 $154,617 $95,950
Proforma GO Debt 
Balance
($ millions)

244,703244,703244,703244,703244,703Population

$820 $759 $727 $632 $392 Debt per capita

3.0 3.0 2.0 2.0 1.0 
S&P Debt Per Capita 
Score

$0.0450 $0.0445 $0.0433 $0.0395 $0.0304 
Projected I&S Tax 
Rate
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County Reporting Requirements



© PFM 29

Reporting Obligations of Brazos County
Brazos completes its annual required debt filings with assistance from Municipal Advisor and Bond Counsel 

HB 103HB 1378 
Local Debt Report

Continuing Disclosure
SEC Rule 15c2-12

• 89th Texas Legislature approved 
this debt transparency 
requirement.

• Multiple pieces of legislation 
passed that required additional 
reporting related to bond 
elections and outstanding 
debt.

• TEA, Comptroller and BRB do 
not have guidance on this 
reporting yet. 

• Comptroller portal was due to 
open December 1, 2025 with 
information due by December 
31, 2025.

• 84th Texas Legislature approved 
this debt transparency 
requirement.

• Texas debt issuers must 
compile certain debt-related 
information and either post it to 
their website or submit it to the 
Texas Comptroller by email.

• Due within 180 days of fiscal 
year end (typically the same 
cycle as 15c2-12 continuing 
disclosure)

• Provides for annual and 
ongoing reporting of annual 
audits and financial 
information of the County along 
with certain material events to 
Municipal Rulemaking 
Securities Board (MSRB) via 
EMMA Platform.

• Submitted annually in March 

• Requirement for all Issuers 
who sell Bonds on the open 
market.

• Failure to provide information 
has real consequences.

• New events have been added 
regarding “financial 
obligations”, which must be 
reported.
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