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Allen County READI Proposal

Project or Program Contact Information
Project/Program Name

Mixed-Use Redevelopment of Fort Wayne's 29-Acre North River Property

Project/Program Contact

Todd Ramsey

Project/Program Contact Email

WellsReserveLLC@gmail.com

Project/Program Contact Phone

(260) 438-2483

Relationship to Project/Program

Managing Partner of Wells Reserve, LLC. Wells Reserve has been
selected by the City of Fort Wayne's Department of Redevelopment as
Master Developer for the redevelopment of the North River Property.

Project or Program Location
Address

1610 North Calhoun Street
NOTE: This is the address used for certain ongoing environmental
investigation at the North River property. Allen County GIS simply lists the
site as "North Calhoun Street." Also, most of the site is in ZIP Code 46808,
but there is a small portion in the 46805 ZIP Code.
Fort Wayne, IN 46808

County

Allen

Project or Program Details
What type of project/program?

Capital

What is the duration of the
project/program?

There are currently four (4) phases planned for the redevelopment of the
North River Property - Phase 1 (2022-2024), Phase 2 (2024-2025), Phase
3 (2025-2026), and Phase 4 (2026-2027).

Is this a hybrid project and program?

No

Select project/program focus areas.
(You can select multiple)

Grow the Workforce
Downtown Vibrancy

Share a description of the
project/program.

Near the confluence of the Maumee, St. Joseph, and St. Marys Rivers sits
the North River Property - a confluence of not only rivers and geography,
but a place of people, activity, history, business, industry, and transit. Fort
Wayne has the tremendous opportunity to connect and combine North
River with the multi-faceted transformation occurring elsewhere Downtown
and along the Riverfront.
The Mixed-Use Redevelopment of Fort Wayne's 29-Acre North River
Property will include over one dozen individual developments that add up to
one dynamic place. There are plenty of different uses planned for North
River, and the sum total will be simply amazing. As shown in the Option 1
attachment in the Project or Program Assets section of this submission, in
harmony with the confluence of the three rivers, an outdoor stadium, an
event center, and a multi-purpose fieldhouse are the three anchors to the
redeveloped North River Property, supported by office, residential, hotel,
restaurant, and retail development, plus a host of site amenities.
The key goal of the project is to excite our community and region with
24/7/365 vitality. For the North River redevelopment to be successful, it
can't just be active at game time. A broad mix of uses will ensure that
sidewalks are active and storefronts are flourishing at all times. Over
300,000 square feet of mixed-use space will bring people to the area during
weekdays. A unique combination of owned and leased residential
developments totaling 156 units to meet workforce housing and other
market sectors, plus 86 hotel rooms will keep the space active in the
evenings and on weekends.
In addition to the complementary uses of the space, the anchor
components (the outdoor stadium, the event center, and the multi-purpose
fieldhouse) need to be extremely flexible. For example, the 120,000 square
foot fieldhouse will support a broad spectrum of turf and court sports in
addition to providing indoor space for wide-ranging non-athletic uses. The
75,000 square foot event center will host college and professional sporting
events, but its size will also fit an unfilled capacity niche for concerts and
other shows and events in the Northeast Indiana market. The stadium's
5,000 seat capacity will be designed to host home games of the Fort
Wayne Football Club, our new USL League 2 soccer team that will
advance to the USL 1 League with the move to North River.
To make way for this redevelopment, the City of Fort Wayne acquired the
North River Property approximately five years ago and has been
strategically focused on identifying and remediating legacy environmental
issues. Wells Reserve is actively engaged with the City and its consultants
and partners in this effort. In fact, the placement of the various uses on the
29-acre North River campus has been coordinated with the environmental
work necessary to host the mixed-uses.
Simply put, the table is set for a $300 million transformation of the North
River Property.

Why is this project/program regionally
significant?

Our focus here turns to economic and workforce impact. Fort Wayne
Redevelopment commissioned an economic impact analysis of Wells
Reserve's plan by Applied Economics, LLC (AE). AE is the same firm that
analyzed the Grand Park development for the City of Westfield. What
follows are verbatim excerpts from AE's Impact Summary, based on
working information provided to AE in early 2021.
• Projected construction expenditures of $206.4 million could generate
close to 1,900 direct construction jobs and an estimated 965 additional
indirect and induced jobs in Fort Wayne during the three-year construction
period. The total construction impact is estimated at $355.7 million over
three years.
• Once development is complete, the project could generate an annual
economic impact of $413.9 million in the county, including direct and
indirect operations impacts as well as off-site visitor spending related to the
new hotel, based on the assumptions used in this analysis.
• The office, retail, restaurants, hotels, and sports venues in the
development could directly employ an estimated 1,433 people at build out.
In addition, the development could support an estimated 302 indirect and
induced jobs at other local businesses in Fort Wayne and Allen County,
generating a total annual economic impact of $313.2 million. The indirect
and induced jobs and output are the result of local purchases made by the
businesses in the development, as well as local spending by their
employees.
• An estimated $72.1 million in direct labor income or earnings and $115.5
million in total direct and indirect and induced labor could be generated
each year by the businesses in the North River project at build out, creating
the potential for significant local expenditures by employees and their
families.
• In addition, the attendees at sporting and other events would spend
money in the community (outside of the development) on retail, restaurants
and entertainment. Annual off-site visitor spending is estimated at $57.0
million by 2026. This spending could create an annual economic impact of
$100.7 million supporting more than 1,000 additional jobs, in addition to the
operations impact of the businesses in the development.
• All total, the estimated 2,700 direct and indirect jobs generated by the
North River Redevelopment Plan could support a local population of close
to 5,600 people (excluding residents within the development). Based on
current community patterns, approximately 2,700 of those workers and
their families could live in Fort Wayne.

How does this project/program relate to With "Grow the Workforce" covered in our previous response, we return to
the identified focus area(s)?
"Downtown Vibrancy." The redevelopment of North River is all about quality
of place. Wells Reserve is committed to creating a place where people
want to be and setting the stage for exciting life experiences. Seven goals
serve as our guide as we create structures, streets, and plazas that have a
strong sense of place. We draw on three of our goals in this response Destination Location, Community Connection, and Award Winning Place.
DESTINATION LOCATION
The North River Redevelopment is intended to be a draw from surrounding
neighborhoods, cities, and states, bringing people to enjoy all of the events,
restaurants, and amenities. Every return trip will offer a brand new
experience. Visit through the spring and early summer to enjoy a drink at
the local brewery before seeing the Fort Wayne Football Club in action
against a "friendly" or a fierce USL rival. Drop off your child-athlete at
volleyball camp at the fieldhouse then enjoy the day exploring the riverfront
and ever-expanding trail system. Come back in the fall to see your alma
mater's football team play in a big game. In the winter, watch the USPHL's
Fort Wayne Spacemen in a Winter Classic at the stadium. Beyond being a
sports mecca for youngsters through professionals, there will be something
for everyone in Northeast Indiana and beyond!
COMMUNITY CONNECTION
This project is at a unique location and will become a major hub and
connector within the community. Here, the Pufferbelly Trail connects to the
Rivergreenway, the St. Marys River flows by to the south, Clinton Street
buzzes along to the east. The eclectic Bloomingdale Neighborhood
expands to the west, and one of our strong development partners,
Headwaters Church, is a friendly neighbor to the north. Just beyond our
North River borders are Science Central and Lawton Park, and just
upstream is Fort Wayne Outfitters' kayak launch. By connecting the street
grid, tying neighborhood sidewalks to trail systems, and providing additional
access to the river, this project can enhance all the great systems and
locations already in place.
AWARD WINNING PLACE
Parkview Field, home of the San Diego Padres' affiliate the Fort Wayne
TinCaps, consistently wins the award for best minor league ballpark
experience. Fort Wayne Parks and Recreation's gem, Promenade Park, is
still piling up awards. This month, our newest hotel, The Bradley, opens its
doors the region's first truly boutique hotel, offering amenities and service
unlike any other hotel in Northeast Indiana. However, this isn't about
plaques on the wall. These developments and others have established the
quality of projects we've come to expect. Our downtown has a great deal of
momentum and the projects are world-class. The bar has been set high for
development, and the redevelopment of North River will be the next great
addition to downtown Fort Wayne!

What is the project/program timeline?

Per our phasing plan included in the Option 2 attachment in the Project or
Program Assets section of this submission, the catalyzing components of
the Mixed-Use Redevelopment of Fort Wayne's 29-Acre North River
Property and other key buildings will be constructed in calendar years 2022
through 2024. Catalyzing components included in Phase 1 are the outdoor
stadium, the 120,000 square foot fieldhouse, and the 75,000 square foot
multi-purpose event center. In addition to the hotel and critical river-facing
mixed-use developments, Phase 1 will also bring important infrastructure
work. This includes, but is not necessarily limited to, public and private
utility connectivity, streets and sidewalks, and the environmental work
touched on in an earlier section of this response.
Key mixed-use components are pegged for Phase 2, with construction
currently planned for calendar years 2024 and 2025 (overlapping Phase 1
in 2024). Of particular note are the buildings that will help enclose the
outdoor stadium on the east and west sides of the structure. Also, the
northeastern most development on the North River campus, a stand-alone
mixed-use building that is of particular interest to regional secondary and
higher education institutions, is scheduled for Phase 2.
Overlapping Phase 2 will be the start of Phase 3, with a focus on occupants
who would fill prime locations adjacent to the St. Marys River in the
southwestern portion of the North River property. Given existing
non-disclosure agreements, we're not at liberty to expand on those end
users at this time.
Finally, as currently envisioned, various and diverse housing options will be
the primary focus of Phase 4 in calendar years 2026 and 2027. These
housing developments will be designed and constructed with significant
input from North River and adjacent Bloomingdale neighbors. They will also
be planned and constructed to complement existing and under construction
housing projects. This includes Barrett & Stokely's Riverfront at Promenade
Park development currently being built along the St. Mary's River at the
northeast corner of the intersection of Superior and Harrison Streets.

List the partners involved in this
project/program.

It is a pleasure to list the main partners involved in the Mixed-Use
Redevelopment of Fort Wayne's 29-Acre North River Property. In
bullet-point fashion, key partners and their roles to date include, but are not
limited to, the following:
City of Fort Wayne, Department of Redevelopment
• Current Property Owner
• Planners, Engineers, Regulators
• Environmental Testing and Remediation Lead
Wells Reserve, LLC
• Master Developer
• Developer/Owner of Some Components
• Significant Work with Prospective North River End Users
Design Collaborative
• Site Planning and Initial Building Design
• Significant Work with Prospective North River End Users
MLS Engineering
• Civil Engineering and Site Planning (with Design Collaborative)
The Hagerman Group
• Construction Cost Estimating and Phasing
• Significant Work with Prospective North River End Users
BND Commercial Real Estate
• Commercial Real Estate Market Intelligence
• Significant Work with Prospective North River End Users
Fort Wayne Football Club
• Planned Major Tenant for the Outdoor Stadium
Associated Entities/Partners of the Fort Wayne Football Club:
• United Soccer League
• McCullers Sports Group
• Odell Architecture/Design/Planning
Burt Blee Law Firm
• Legal Counsel to Wells Reserve, LLC
Headwaters Church
• Partner, Neighbor, and Collaborator
IWM Consulting Group
• Environmental Consultants to the City of Fort Wayne

Project or Program Finances
Upload a file with project/program
finances.

https://www.formstack.com/admin/download/file/10973928315

What is the sustainability of the
project/program? Share your 3-year
plan.

For many of our Wells Reserve team members, the effort to redevelop
North River has been a journey over more than three years. We've worked
hard to build a growing vision of what we can accomplish collaboratively
and aggressively moving forward. We credit the City of Fort Wayne's
Department of Redevelopment's Memorandum of Understanding with Wells
Reserve (executed in January 2021) that established the framework to
pursue a realistic dream for North River. Our collaboration with
Redevelopment and other City of Fort Wayne colleagues, as well as scores
of private developers and excited prospective end users over the past six
months, has uncovered and solidified more strong partnerships than even
we imagined when we signed the MOU.
Yes, there are plenty of different uses planned for North River, but they are
truly complementary, and the sum total will amaze long-time residents and
newbies alike. Additionally, we are two and three deep with prospective
partners on most of the parcels, giving our community a choice of the best
possible developments at each location. Candidly, what might have taken
decades to accomplish had the property simply been listed for sale will be
realized in a handful of years under the skillful hand of Wells Reserve as
the City of Fort Wayne's preferred master developer for the North River
property.
At the end of the journey, we'll be in the middle of over $300 million in
private investment, facilitated in part by relatively modest public
expenditures over time and in sync with local developers. In the Excel file
uploaded with this proposal, you'll see that the anticipated investment of
just under $22 million in public funds will yield over $185 million in private
North River investment through 2024. That means $1 of public funds
leverages $8.50 in private investment. A solid plan for the first three full
years of this project.
We continue the "return on investment" discussion below in the final section
of our proposal.

Describe the return on investment for
this project/program.

Anticipated public investment of $1 that leverages $8.50 in private
investment goes a long way in describing the return on Phase 1 investment
in the redevelopment of North River. Also, as referenced in our "Regional
Significance" response toward the top of this proposal, Applied Economics,
LLC, produced an independent economic impact analysis of the Mixed-Use
Redevelopment of Fort Wayne's 29-Acre North River Property for the City
of Fort Wayne's Department of Redevelopment. That response touched
mainly touched on construction, permanent, indirect, and induced job
creation. It also highlighted the anticipated spending by the residents and
visitors who will want to be on the most vibrant twenty-nine acres in
Northeast Indiana.
Applied Economics' Impact Summary also included projections of tax
revenue generation we want to share (verbatim) in this section of our
proposal.
• In terms of revenues to the city, township, county, school district, and
other special districts, the project could directly generate an estimated
$15.2 million in city income and property taxes over the next ten years, plus
$26.7 million in sales and property taxes to the township, county, school
district and other special districts. It is important to note that the property
was publicly owned and is not generating any property tax.
• Indirect revenues to the city, township, county, and school district from
employees and visitors are estimated at $24.3 million over the next ten
years, of which an estimated $8.0 million could go to the City of Fort
Wayne.
Applied Economics concluded their Impact Summary by stating, "The North
River Redevelopment Plan could create an estimated $6.1 million in annual
tax revenues for local governments at buildout beginning in 2026, as well
as supporting approximately 1,400 new direct jobs. In addition, it would
result in three new tournament sports facilities, two new hotels, and a
significant inventory of office space and rental housing to re-shape
long-term economic sustainability for the downtown area."

Project or Program Assets
Share an image of the project/program.
(Option 1)

https://www.formstack.com/admin/download/file/10973928318

Share an image of the project/program.
(Option 2)

https://www.formstack.com/admin/download/file/10973928319

Share an image of the project/program.
(Option 3)

https://www.formstack.com/admin/download/file/10973928320

If you would like to share more images
or assets, please share a link to the
material here.

https://dc-newforma.designcollaborative.com/DownloadWeb/predownload.a
spx?qs=LR82FPL2GKZR6RJH2CMVMPAME3EELNW6ZGZFSH9TANF27
2DM9ZGJY26NALUCS4YZ4WTSXRHABSSAHLWT858XRSUVMNYVXJ6
6NYVYCEYZ5X23TYDRF54M5ZMWKACGMPYZM5WXMXP27J8L4YA9S
4M6JA8AG8VBG2SDEYZ8WMQEU3KH94DJ9AZFDQTU4WUH48HKJBP
5TG3RTGW5QBADNVRTCX97R2
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NORTH RIVER DEVELOPMENT MASTER PHASING PLAN

Mixed-Use Redevelopment of Fort Wayne's 29-Acre North River Property
Project Cost/Budget – Construction Projects (if applicable)
Description

Cost – Fiscal
Year 2021

Acquisition/Rights-of-Way Expense Site acquisition, environmental investigation and remediation, curing
site obstructions, easement work, etc.

Design/Inspection Expense
Legal/Financial Expense
Infrastructure Construction Cost
Building Construction Cost
Other Construction Costs

Cost – Fiscal
Year 2022

Cost – Fiscal
Year 2023

$ 5,500,000 $ 5,500,000 $

Cost – Fiscal
Year 2024

2,100,000 $

% of
Total
Expense

-

$ 1,975,000 $ 4,425,000 $
4,425,000
$
25,000 $ 100,000 $
100,000
$
- $ 2,930,000 $
2,930,000
$
- $ 52,200,000 $ 83,700,000
$
- $ 2,400,000 $
600,000
Project Construction Expenses Totals per year $ 7,500,000 $67,555,000 $ 93,855,000

$ 4,425,000
$ 100,000
$ 2,930,000
$ 31,500,000
$
$38,955,000

(all fiscal $
years)

207,865,000

Total Construction Expenses Project Cost

Totals Per
Category

$ 13,100,000

6%

$ 15,250,000

7%

$

325,000

0%

$

8,790,000

4%

$ 167,400,000

81%

$

3,000,000

1%

Project Cost/Budget – Programs (if applicable)
This is not applicable to the North River project.

Total Program Expenses Project Cost

Cost – Fiscal
Year 2024

Totals Per
Category

% of
Total
Expense

Cost – Fiscal
Year 2021

Cost – Fiscal
Year 2022

Cost – Fiscal
Year 2023

$

-

$

-

$

-

$

-

$

-

#DIV/0!

$
$

-

$
$

-

$
$

-

$
$

-

$

-

#DIV/0!

$

-

#DIV/0!

$
Project Program Expense Totals per year $
(all fiscal $

-

$
$

-

$
$

-

$
$

-

$

-

#DIV/0!

years)

Funding Source
Description

Cost – Fiscal
Year 2021

Requested READI Funds

The vast majority of the investment planned for North River is private
$
investment. There are, however, critical components that will anchor the
north and south ends of the development. We've reached conceptual
agreement on a public-private-partnership (P3 agreement) on the north
anchor - the outdoor multi-use standium. The south anchor is a multipurpose indoor event center/arena that will host a variety of uses
including, but not limited to, shows, tournaments, and professional
sporting events. We have a working budget of $22 million for the
design, construction and equipping of the facility. READI Funds would
factor heavily in accelerating the preconstruction/design, construction,
and equipping of that facility for multiple uses.

Private/Philanthropic Funds $

Local Government Funds $

Cost – Fiscal
Year 2022

Cost – Fiscal
Year 2023

Cost – Fiscal
Year 2024

175,000 $ 10,000,000 $

10,000,000 $ 1,825,000

The redevelopment of the North River Property is meant to include as
much private investment as possible. We believe our current ask of the
City of Fort Wayne is reasonable at approximately 11% of the total
anticipated expenditure through 2024.

$ 1,825,000 $ 49,125,000 $

78,825,000 $ 34,200,000

City of Fort Wayne coverage of $4.6 million site acquisition cost,
estimated $6.0 million environmental costs, $8.8 million public
infrastructure costs, and $2.5 million in obstruction and easement
abandonment.

$ 5,500,000 $ 8,430,000 $

5,030,000 $ 2,930,000

Project Income Totals per year $ 7,500,000 $67,555,000 $ 93,855,000 $38,955,000
Total Project Income
Total Project Cost

(all fiscal
$
years)
(all fiscal years; $
Construction Expenses + Program Expenses)

207,865,000.00
207,865,000.00

Totals Per
Category

% of
Total
Expense

$ 22,000,000

11%

$ 163,975,000

79%

$ 21,890,000

11%

