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Allen County READI Proposal

Project or Program Contact Information
Project/Program Name

Wells Street - Regional Draw at Neighborhood Scale

Project/Program Contact

Joe Giant

Project/Program Contact Email

joe.giant@cityoffortwayne.org

Project/Program Contact Phone

(260) 427-2144

Relationship to Project/Program

City Redevelopment Project Manager

Project or Program Location
Address

Wells Street - Putnam Street - Clinton Street - St Marys River
Fort Wayne, IN 46808

County

Allen

Project or Program Details
What type of project/program?

Capital

What is the duration of the
project/program?

permanent/ongoing

Is this a hybrid project and program?

No

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

Grow the Workforce
Downtown Vibrancy
Entrepreneurship & Innovation

Share a description of the
project/program.

A primary objective of Fort Wayne's Riverfront master plan is to extend
downtown's reach by promoting density along the riverfront. This
application includes a group of catalytic projects aimed at addressing this
objective by drawing downtown's resurgence north of the river along the
Wells Street Corridor.
The Corridor includes Wells Street, which contains two- and three-story
commercial structures built in the early 20th Century, as well as the real
estate between Wells and Clinton Street, which contains a mix of older
warehouses and housing. The corridor extends northward to the 25-acre
St. Vincent Villas campus, which is a collection of National Register
buildings purchased in 2019 by Headwaters Church. The church is
rehabilitating the buildings to accommodate a wide range of
community-serving uses.
THE WEDGE: At the south end of the corridor, along the riverfront and
adjacent to Promenade Park, is a 2.75-acre City-owned parcel called the
Wedge. Both visually and physically, it serves as a key connection across
the river, drawing pedestrians across the bridge and creating a link
between downtown and the neighborhoods north of the river. The City
recently issued a request for proposals to find a developer for the site. The
City envisions the site being developed as a primarily residential multi-story
mixed-use building accessible to a range of income levels that connects to
the river and contributes to the public realm.
NORTH RIVER: The North River site comprises nearly 30 acres of vacant
City-owned land between Harrison and Clinton. The site has great potential
for redevelopment given its contiguous size, prime location on the riverfront
and proximity to downtown. The City is currently negotiating a master
development agreement with a local development team that would
redevelop the site with a range of projects anchored by a sports fieldhouse,
soccer stadium, and event center, which are uses that will contribute
greatly to downtown, but which are difficult to physically accommodate.
Prior to development, the City will likely be responsible for activities
including remediation, utility relocation and elimination of billboards and
other easements.
SMALL BUSINESS SUPPORT: Tactical public investments along the
corridor will address certain challenges associated with urban infill and
business development. Ideas being explored include an expansion of the
City's Commercial Façade Grant program and a program to assist with
rehabilitation and tenant build-out.
STRATEGIC PROPERTY ACQUISITION AND REDEVELOPMENT:
Acquisition of certain key parcels and redevelopment of those parcels
through public-private partnerships is essential to ensure that what is
ultimately built represents the vision set forth in the Riverfront plan. The two
highest-priority acquisition sites are Schaab Metals, located on the east
side of Harrison Street north of the river, and the Pepsi Distribution Center,

located between the river and 2nd Street.

Why is this project/program regionally
significant?

The health of the region is inextricably tied to downtown Fort Wayne, and
as described in the Riverfront plan, Wells Street is positioned as a vital
extension of downtown. As this plan is implemented, Wells Street will
become increasingly associated with downtown as the regional center of
employment, culture and population given its proximity and connectivity to
downtown and the types of regional-level activities planned for the area.
Access to the amenities described and proposed herein will provide people
throughout the region many opportunities for entertainment, sports (both as
a spectator and a participant), and employment. Most of the region is within
a 45-minute drive - a typical commute in many cities - so the attractions,
amenities, and jobs offered in this area are readily accessible to a regional
population. The anchor uses have the potential to draw large numbers of
visitors to the site throughout the year, and their location near a diverse,
walkable commercial corridor introduces myriad options for spending time
in the city.

How does this project/program relate to GROW THE WORKFORCE: Adding residents to downtown is a primary
the identified focus area(s)?
goal of the City because a permanent and substantial residential base is a
fundamental building block of a sustainable downtown economy. Due to the
high level of connectivity and accessibility between Wells Street and the
downtown office core, this area is considered part of the downtown housing
market. Developments like the Wedge, and future projects made possible
through strategic property acquisition and redevelopment give residents a
broader range of housing options than what is currently available.
The fact that jobs follow people, rather than vice versa, and that
investments in quality of place and quality of life are key to attracting
people is conventional knowledge in economic development. Creating a
vibrant downtown with amenities, public spaces, and a broad range of
housing/employment opportunities is, therefore, critical to a region's
success. Investments in quality-of-place improvements like North River,
more diverse housing options like the Wedge, and a diverse array of local
businesses make the area an attractive place to live and work, especially
for a younger and more highly educated demographic that, in recent
decades, has left this region in disproportionate numbers. Attracting and
retaining this demographic is critical to providing a workforce equipped with
the skills required for the types of companies that will dominate the 21st
Century. There are no business attraction measures or level of incentive
that can substitute for talented and qualified employees.
DOWNTOWN VIBRANCY: The priorities set forth in the READI application
recognize the importance of downtown to the success of a region and the
projects identified herein are all tied to creating a more active and vibrant
downtown. New developments like the Wedge will add hundreds of new
residents, making the area more vibrant at all times of the day and year,
and increasing its ability to support a broad variety of retail uses. The North
River development will create anchors that will draw hundreds of thousands
of people to the area each year. North River's location and layout
encourages people to explore the surrounding area before and after
events, thereby contributing to the area's overall level of activity and
economic impact.
ENTREPRENEURSHIP AND INNOVATION: Increasing opportunities to
support local businesses through expanded Commercial Façade Grants
and tenant improvement programs offers businesses, especially local,
small and new businesses, the opportunity for brick-and-mortar space in a
central location at more affordable rents than in the downtown core or
within new buildings.

What is the project/program timeline?

Wedge: On July 16, 2021, the City issued a request for proposals to the six
developers who previously responded to a request for qualifications. The
City will review the submissions and enter into negotiations with the most
responsive proposal Construction at the site could begin as early as Q2
2022.
North River: Development of this 29-acre tract will occur in phases over a
number of years. Environmental testing and remediation have already
begun. The City is beginning to formulate a development agreement with a
development team. It is expected that construction of the first phase,
anchored by an athletic fieldhouse and professional soccer stadium, will
start in Q1 2022. The remainder of the site could be built out incrementally
between 2023 and 2026.
Business Support: An expanded business support program could begin in
2022 to coincide with the City's annual allocation or Commercial Façade
Grant funds.
Strategic Property Acquisition and Redevelopment: City control of these
key parcels is essential to ensure that new development matches the
character called for in the Plan. Although timing is uncertain, the City must
be in a position to act quickly when opportunities become available. The
dates below are estimates for planning purposes only.
• Schaab Metals: Acquisition could occur in Q4 2021 and redevelopment
could occur the following year, potentially in conjunction with construction
of Phase II of Riverfront Public Space.
• Pepsi: The relocation of Pepsi was initially viewed as a long-term goal of
riverfront, but the huge levels of pedestrian activity generated by
Promenade Park may expedite this timeline. For planning purposes, we
have modeled acquisition occurring in 2022 with phased redevelopment
beginning the following year.

List the partners involved in this
project/program.

Project or Program Finances

Wedge: City of Fort Wayne Department of Redevelopment; City of Fort
Wayne Parks and Recreation; private development partner TBD.
North River: City of Fort Wayne Department of Redevelopment; Wells
Reserve (master developer); Capital Improvement Board; private
development partners TBD.
Business Support: City of Fort Wayne Community Development; Wells
Corridor Business Association; Bloomington Neighborhood Association;
local business owners; property owners; entrepreneurs.
Strategic Property Acquisition and Redevelopment: City of Fort Wayne
Department of Redevelopment; Greater Fort Wayne, Inc., private
development partners TBD.

What is the total amount of READI
program funds requested?

$107,120,000

Upload a file with project/program
finances.

https://www.formstack.com/admin/download/file/10992633612

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

Wedge and North River are permanent improvements that, with certain
exceptions, would be owned by a private sector entity. As previously
described, the City of Fort Wayne, through its Department of
Redevelopment, would be a leading partner on these projects. The City
carefully reviews financial details to ensure that, once built, the projects will
be self-sustaining with no expectation of an ongoing public subsidy. Over
the next three years, construction of the Wedge and initial phases of North
River including the fieldhouse and soccer stadium should be completed.
Feasibility and market studies suggest that these projects are feasible in
the local market. A 2021 downtown housing study estimates that more than
1,500 new units could be absorbed in the downtown market over the next 5
years, far exceeding the number of dwelling units proposed herein. The
riverfront plan further estimates that 50,000 square feet of new creative
office/retail, up to 15,000 square feet of new convenience retail, up to 5
restaurants, and up to 15,000 square feet of new grocery could be
absorbed in the riverfront area over that same period. Essentially, the
market should be able to support the space that is proposed to be added.
Each year, the City allocates money to a competitive façade grant program.
Requests for Commercial Façade Grants are carefully reviewed to ensure
that they are awarded to businesses that are positioned to be successful.
Even if a business ceases operation, the improvements are typically
permanent so the value of the City's investment is not only retained, but
may even make the space more attractive for a future tenant.
Initial tenant improvement costs are a significant barrier for many
businesses that would otherwise be profitable (as well as a barrier for
developers trying to attract tenants into new commercial spaces). Since
these improvements would likely be tied to a specific business, these
grants would require a much more thorough examination to ensure that the
business was in a position to be successful.
Any City grant envisioned herein would be awarded with the understanding
that an ongoing operating subsidy would not be provided.

Describe the return on investment for
this project/program.

Wedge: The Wedge is currently vacant and tax-exempt. Although no
development proposal has been selected, based on the anticipated scale of
project and the performance of similar projects, a development would likely
include about 200 dwelling units and generate approximately $500,000 to
$600,000 per year in new property taxes.
North River: An economic impact analysis for the entire North River
development was undertaken by Applied Economics. The scope and timing
of the various project phases are still coming into focus, but preliminary
results anticipate the following impacts (annual impacts are at full build-out,
which is estimated to occur in 2026 in the analysis):
• One-time construction impact of $355.7 million.
• Annual economic impact of $413.9 million, including direct and indirect as
well as off-site visitor spending.
• Direct employment of 1,433 (new jobs); indirect/induced employment of
302.
• $6.1 million in annual new tax revenues for local governments.
More difficult to quantify but equally important are the positive externalities
caused by these projects. This is of particular importance in this area
because of the large number of small properties in the vicinity of the
corridor likely to be impacted. For many years it was nearly impossible to
recapture the cost of an investment in central neighborhoods. However, the
increased locational value created by the projects described herein should
improve the market to a point where private developers, contractors, and
homeowners can more easily profit from reinvesting in a property. The
West Central neighborhood has already reached this tipping point. It is
likely that properties along the Wells Corridor will follow suit.
Strategic Property Acquisition and Redevelopment: As previously
mentioned, the two most significant acquisitions would be Schaab Metals
and Pepsi. Acquiring parcels with the intent of redevelopment is a strategic
way ensure they are developed with the highest and best use. A portion of
the Schaab site would be dedicated to Riverfront public space, but much of
the site would be available for adaptive reuse or redevelopment.
The potential spillover effects of Pepsi and Schaab are particularly
noteworthy. Relocating Pepsi, for instance, would not only create
exceptional development sites, but would dramatically change the
character of the area and improve both actual and perceived connectivity
between the area and the Riverfront.
An overarching fiscal goal of the Riverfront strategy is to create the
conditions where high-performing development can be constructed without
subsidy. That level of sustainability may be years away, but incremental
improvements in the market will gradually reduce the need for direct public
financial assistance. In the meantime, subsidized projects will still generate
property tax, local income tax, and possibly sales tax and food & beverage
tax.

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

https://www.formstack.com/admin/download/file/10992633615

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

https://www.formstack.com/admin/download/file/10992633616

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

https://www.formstack.com/admin/download/file/10992633617

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

images of proposed developments available on Ft. Wayne CD website
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Project Cost/Budget – Construction Projects (if applicable)
Description

Acquisition/Rights-of-Way Expense
Design/Inspection Expense
Legal/Financial Expense
Infrastructure Construction Cost
Building Construction Cost
Other Construction Costs
Total Construction Expenses Project Cost

Cost – Fiscal
Year 2021
$
$
$
$
$
$
Project Construction Expenses Totals per year $
-

Cost – Fiscal
Cost – Fiscal
Year 2022
Year 2023
$
7,000,000 $
$
5,300,000
$
2,650,000
$
5,300,000
$ 39,750,000
$
- $
$ 7,000,000 $ 53,000,000

(all fiscal years) $

Cost – Fiscal Year
2024-26
$
$
5,000,000
$
2,500,000
$
5,000,000
$
37,500,000
$
$
50,000,000

Totals Per Category % of Total
Expense
$

7,000,000

6%

$

10,300,000

9%

$

5,150,000

5%

$

10,300,000

9%

$

77,250,000

70%

$

-

0%

110,000,000

Project Cost/Budget – Programs (if applicable)
Description

Total Program Expenses Project Cost

Cost – Fiscal
Year 2021
$
$
$
$
Project Program Expense Totals per year $
(all fiscal years) $

Cost – Fiscal
Year 2022
$
$
$
$
$

-

Cost – Fiscal
Year 2023
$
$
$
$
$

-

Cost – Fiscal Year
2024
$
$
$
$
$

Totals Per Category % of Total
Expense

-

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

Funding Source
Description

READI
Other Funds $
Private/Philanthropic Funds $
Local Government Funds $
Total Project Income
Total Project Cost

Cost – Fiscal
Year 2021
$
$
$
$
Project Income Totals per year $
(all fiscal years)

Cost – Fiscal
Year 2022
$
1,400,000
$
$
4,200,000
$
1,400,000
$ 7,000,000

Cost – Fiscal
Year 2023
$ 10,600,000
$
$ 31,800,000
$ 10,600,000
$ 53,000,000

Cost – Fiscal Year
2024
$
10,000,000
$
$
30,000,000
$
10,000,000
$
50,000,000

$

110,000,000.00

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

110,000,000.00

Totals Per Category % of Total
Expense

$
$
$
$
$

22,000,000
66,000,000
22,000,000
110,000,000

20%
0%
60%
20%

Wells Street - Regional Draw at Neighborhood Scale -- SUMMARY

Project Cost/Budget – Construction Projects (if applicable)
Cost – Fiscal Year
2022
$
7,000,000
$
9,400,000

Cost – Fiscal
Year 2023
$
$
5,800,000

Totals Per
% of Total
Cost – Fiscal
Category
Expense
Year 2024
$
- $
8,000,000
4%
$
5,500,000 $
21,200,000
10%

$
250,000 $
4,700,000
$
500,000 $
9,400,000
$ 3,750,000 $
70,500,000
$
- $
Project Construction Expenses Totals per year $ 6,000,000 $ 101,000,000

$
2,900,000
$
5,800,000
$ 43,500,000
$
$ 58,000,000

$
2,750,000
$
5,500,000
$ 41,250,000
$
$ 55,000,000

Description

Acquisition/Rights-of-Way Expense
Design/Inspection Expense
Legal/Financial Expense
Infrastructure Construction Cost
Building Construction Cost
Other Construction Costs
Total Construction Expenses Project Cost

Cost – Fiscal
Year 2021
$ 1,000,000
$
500,000

(all fiscal years) $

$

10,600,000

5%

$

21,200,000

10%

$

159,000,000

72%

$

-

0%

220,000,000

Project Cost/Budget – Programs (if applicable)
Description

Total Program Expenses Project Cost

Cost – Fiscal
Year 2021
$
$
$
$
Project Program Expense Totals per year $
(all fiscal years) $

Cost – Fiscal Year
2022
$
$
$
$
$
-

Cost – Fiscal
Year 2023
$
$
$
$
$

-

Cost – Fiscal
Year 2024
$
$
$
$
$

Totals Per
Category

-

% of Total
Expense

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

$

-

#DIV/0!

Funding Source
Totals Per
% of Total
Cost – Fiscal
Cost – Fiscal Year Cost – Fiscal
Cost – Fiscal
Category
Expense
Year 2021
2022
Year 2023
Year 2024
$ 2,000,000 $
20,200,000 $ 11,600,000 $ 11,000,000 $
44,800,000
20%
$
- $
- $
- $
- $
0%
$ 3,000,000 $
60,600,000 $ 34,800,000 $ 33,000,000 $ 131,400,000
60%

Description

READI
Other Funds $
Private/Philanthropic Funds $
Local Government Funds $

$ 1,000,000 $

20,200,000 $

11,600,000 $

11,000,000 $

43,800,000

Project Income Totals per year $ 6,000,000 $ 101,000,000 $ 58,000,000 $ 55,000,000 $ 220,000,000
Total Project Income
Total Project Cost

(all fiscal years)

$

220,000,000.00

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

220,000,000.00

20%

