ECONOMIC IMPACT OF LAND BANKING
(A Review of Allen County’s Experience)
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INTRODUCTION
The Allen County Redevelopment Commission (“Commission”) began a land banking program in 2009 following staff
research into the benefits and different approaches to land banking starting around 2007. In 2009, the Commission
established the Redevelopment Capital Fund for the purpose of the acquisition of land and expenditures to make
property shovel-ready. That is, to do the due diligence such as soil borings, Phase I environmental, and wetland
studies. As the program has reached its 10-year anniversary, it seems appropriate to now take a look at the impact of
the land bank program.
The land banking program was discussed with, and received support from, the Board of Commissioners of the County
of Allen (the “Board”), as well as the Allen County Council. The original funding for this program was provided in July
2010 in an amount of $4,750,000 from various sources. The Commission also contributed $385,357 of funding, and
another $300,000 for a local income tax fund was provided in the three years following the start of the program. As a
result, the total funding for the Commission’s Capital Fund came to $5,435,357.
The first two land purchases were the Clancy and Hohenbrink properties in March 2011, which included about 150
acres at what is now known as Stonebridge Business Park. The next purchases were the Bandelier property in May
2011 consisting of 107 acres, followed by 79 acres of the Fox property. The Brandenberger property, just south of Fox,
was purchased in February 2012. Finally, the Meadowbrook property, which is also in Stonebridge, was purchased
in 2013.
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PURPOSE OF LAND BANKING
Before we review the results, an overview of the reasons for pursuing land banking from the Commission’s Land
Control study from 2007 is in order. A paper titled “Product Development, Site Ownership, and Control” was prepared
by Commission staff in 2007 to discuss the need for land banking and possible ways to approach it. The primary
reason to pursue land banking was to control the price of property and complete due diligence before a company
considers purchasing it for development. But the end goal has always been to provide opportunities for good paying
jobs for Allen County residents.
Numerous studies between 1977 and 2006 made recommendations to help foster industrial site improvements,
stimulate the availability of quality industrial sites, to facilitate the location of smaller manufacturing operations, to
provide ready-to-develop sites, and gain control of prime locations. Land banking helps address all of
these recommendations.
In a memo in 2001, John Stafford (who has many years of experience in economic development in Allen County)
stated that “we have found ourselves limited in economic competitiveness by lack of adequate product. As
competition for quality jobs becomes more intense, it is increasingly difficult to hold our own with one hand tied
behind our back.”
The Land Control Paper also discussed the question of “what happens when property is not under control?” In this
case, local government may be asked to “buy down” the cost of the property because the property owner thinks they
hit the lottery when they find out a large company wants to buy their land. You may also get the “next adjacent parcel
syndrome” where a prospect buys land without any infrastructure even though there was property available with
improvements, but at a higher cost. Also, you may get situations where a property owner wants to sell all or nothing,
and is not willing to sell off a portion of their land.
The need for shovel ready sites is perhaps summed up best by comments from Mike Mullis, a national site selection
consultant, who said in 1997 that “if you continue to show me the acreage at Bluffton and Pleasant Center roads and
it is not served by sewer, then you’re just wasting my time. The fact of the matter is, when a company chooses a site
for a facility, they want to know that they can start construction right away. They want a site that is ‘shovel-ready’.”
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METHODOLOGY
This paper will take a look at the overall impact of land banking for all of these properties combined, then will look
at each area individually. The impact will be reviewed from both a financial impact – that is, whether the sale of the
property paid for the costs of acquiring the property and doing the due diligence.
It will also be looked at from an economic point of view – that is, measuring the employment, payroll, property
taxes, etc. that result from the development of the property. In other words, did the investment in the property
and subsequent development pay for itself with the sale of the land and property and income taxes collected. The
economic impact will be viewed both from the purchase of the property through 2019, as well as over a longer period
of time. This is important as several of the properties developed fairly recently.
Finally, the end result in the jobs and payroll created will be considered, which provides many benefits in addition to
local income taxes. In reality, this is the measure that most people would consider when judging the success of the
program. Please note that income tax collections discussed in this paper are shared between the cities and towns in
Allen County.

OVERALL IMPACT
Since 2011, the Commission has purchased eight properties totaling 512 acres of land. At the beginning of 2020,
the Commission still owned about 110 acres in four areas. The properties were purchased at a combined cost
of $4,812,625, while sales have provided $5,947,655 in proceeds. As a result, on the basis of the land alone the
Commission has gained $1.135 million on the sale or use of about 79% of the land. (Note that some of the land
purchased was dedicated to things like roads, drainage, or common areas.)
Of course, there were other costs involved in purchasing the land. The Commission typically obtains appraisals
when purchasing or selling land, as well as site due diligence that includes environmental and wetland studies as
well as soil borings. The total cost of the due diligence for the Commission-owned properties totaled $197,492. This
represents about 3.5% of the original cost of the property.
The Commission also constructed infrastructure improvements in these areas. The total cost of these improvements
was $7.65 million. Many of the improvements, with the exception of Stonebridge Business Park, were only done once
the land had been sold. In fact, many of these costs would have occurred if the business had purchased property from
someone else. The overall impact of these types of costs will be included in a later section that looks at the cost–
benefit of each project. These types of costs are typically covered by the tax increment generated by the project.
Finally, the benefits overall can add up significantly. At the end of 2019, the businesses located on these properties
employed 1,470 people. The combined annual payroll for these employees totaled $64 million in 2019. That equates
to an estimated $503,971 in local income taxes in 2019 alone. It is estimated that the payroll resulted in about $2.5
million in local income taxes from 2012 to 2019. These businesses have also paid over $3.2 million in both real and
personal property taxes through 2019, with $1 million in 2019. While much of that was collected by the Commission
from TIF districts, there was another $307,169 in personal property taxes that were received by other taxing units
since 2012.
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2019 Impact

Employment

Annual Payroll

All Properties

1,470

$64 Million

Annual Property Annual Income
Taxes
Taxes
$1 Million

$503,971

BANDELIER PROPERTY
The Bandelier property consists of a 107-acre farm at the northwest corner of Dawkins and Ryan roads. The
Commission purchased this property in May 2011, and fairly quickly swapped the southern 81 acres for a nearby
property at the southeast corner of Ryan and Edgerton roads. The remainder of the property that was less desirable
was sold to a neighboring business, Westwood Lumber, in 2012. The swap property the Commission received was
later sold to Lippert Components in 2018.
In May 2011, when SDI LaFarga applied for a tax abatement they estimated that the facility would employ 35 people
with $2.38 million in annual salaries. At that time, SDI LaFarga expected to invest $9 million in a new building and $27
million in equipment. The company is a joint venture to mill scrap copper into a finished copper rod product. In other
words, to recycle copper into a usable form.
In December 2019, SDI LaFarga received a tax abatement for an expansion of their facility. This project includes a
building addition at a cost of $6.35 million and a new furnace and related equipment valued at $9.59 million. This
project is expected to result in 25 new jobs with $1.08 million in annual salaries. The new investment at this facility
should result in about $1.3 million in property taxes over the next 10 years.
As mentioned above, the land transaction was unique in that it involved a swap of property. The Commission paid $1
million for the entire Bandelier property. The 73.63-acre parcel to the south side was swapped with a 51.26-acre just
northeast at the Ryan Industrial site. That land was later sold to Lippert Components for $670,000. The two parcels
on the north side of the property were sold to Westwood Lumber for $199,438.50 in March 2012. The combined
amount of $869,438.50 was $130,564.50 less than the purchase price of Bandelier.
The SDI LaFarga project was also assisted with the construction a major drainage improvement at a cost of $358,891,
a tax abatement, and an LEDGE incentive that paid out $102,895 over seven years. The Commission had extended
a 12” water main 10,865 feet to this area in 1998 to support the Superior Aluminum project, and more recently
reimbursed $300,000 provided by the Board to the City of New Haven to raise the water tower by 44 feet. The total
cost of raising the water tower was about $1 million, well above the original $388,123.26 to construct it in 1998.
The development on the Bandelier property was originally expected to generate 35 jobs with $2.38 million in annual
salaries. By 2019, the employment had increased to 81 employees with $6.91 million in annual payroll. During the
first eight years, SDI LaFarga has paid $35.3 million in payroll, resulting in an estimated $484,241 in local income
taxes. The company has also paid $1.2 million in property taxes during that time. While most of those property taxes
went to the Commission as tax increment, it allowed the Commission to repay the cost of the drainage improvements
in June 2017. There are no more financial commitments related to this project.
The overall result can be evaluated by examining the costs and benefits of the project over time. Over the first eight
years, the SDI LaFarga project has resulted in benefits of $2.57 million from the land sale and taxes. The costs related
to the project totaled $1.46 million. This results in a cost-benefit ratio of 1.76. Anything over 1.0 is considered good, as
benefits exceed costs. An estimate of the additional benefits through 2022, the total benefits increases to $4.5 million
and a cost-benefit ratio of 3.10. Note that this does not include the additional investment approved in 2019. This also
does not account for the additional indirect benefits from the $49 million in payroll over the first 10 years of operation
(through 2022).
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2019 Impact

Employment

Annual Payroll

SDI LaFarga

81

$6.9 Million

Annual Property Annual Income
Taxes
Taxes
$373,192

$102,265

Allen County
Huntertown

Leo-Cedarville

Grabill

33

Woodburn
24

30

Ft. Wayne

SDI LaFarga
27

New Haven
30

24

27

5

Monroeville

FOX PROPERTY
The Fox property consisted of 180 acres of farmland on Bluffton Road just north of I-469 and east of Fort Wayne
International Airport. The Commission was in discussions to purchase the property when it learned that General Mills
was interested in purchasing the property as well. The Commission backed out of discussions at this point, so as not
to drive the price up for General Mills. However, when the Commission learned that General Mills only wanted to buy
100 acres, the Commission agreed to purchase the remaining 79 acres in June 2011 to assist with the sale.
The Fox property was designated as an Economic Development Area (or TIF district) in 1996, fifteen years before
General Mills purchased it. The Fox property had long been identified as an attractive location, and had been
considered by a number of prospects over the years.
The General Mills project involved the construction of a 1.5-million-square-foot distribution facility at an estimated
cost of $35 million with another $1.5 million in new equipment. General Mills estimated that it would retain 78 jobs
with $2.6 million in annual payroll and add 65 new jobs with $1.95 million in payroll. General Mills had been operating
out of leased space in Allen County since 2001, but required significantly more space for their operations.
The incentives provided to General Mills to retain the operation included tax abatement, a $250,000 contribution
toward the purchase of land, $633,073 in road construction work, $373,358 toward the relocation of the Fox Drain,
and $148,833 for a sanitary sewer extension. All of those items, except the sanitary sewer, were paid by the Board
of Commissioners from a local income tax fund. General Mills provided $105,568 toward the Fox Drain relocation
as well. The Commission entered into a loan agreement to repay the Board from tax increment generated by the
TIF district. As of the end of 2019, the outstanding balance on the loan was only $83,236 of the $1.4 million original
amount. The Commission began receiving tax increment from General Mills in 2013. So, in a period of about seven
years, the tax increment was enough to cover the incentive cost.
In addition to General Mills, the Commission sold 28.2 acres of land from the 79 acres purchased from Fox to XPO
Logistics for a medical distribution center for Trinity Health. XPO paid $997,216 for the 28.2 acres, which was almost
three times what the Commission paid. Of course, by this time the road and other improvements had increased the
value of the land.
The XPO project did require some additional work, but the profit from the land sale more than covered that. The
Commission expended about $15,000 on due diligence and provided $50,000 toward the construction of a detention
basin. The City of Fort Wayne also provided $50,000 toward the detention basin. There is also a TIF grant of about
$1.1 million that will be paid out over time.
The XPO Logistics project involved the construction of a 400,000-square-foot distribution center that could be
expanded by another 300,000 square feet. The distribution center had an estimated construction cost of $19.2 million
and another $8.3 million in equipment. As part of the land purchase agreement, a right-of-first refusal was included
providing the company the right to purchase an additional 15 acres adjacent to their property, should the Commission
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Annual Property Annual Income
Taxes
Taxes

2019 Impact

Employment

Annual Payroll

General Mills

229

$8.2 Million

$449,693

$121,798

XPO Logistics

81

$2.9 Million

$102,687

$42,492

Total

310

$11.1 Million

$552,380

$164,291

receive an offer to purchase from someone else. The XPO project was projected to create 74 new jobs with $4.73
million in annual payroll.
In summary, the purchase of the 79-acre portion of the Fox property was projected to result in the retention or
creation of 217 jobs with $9.28 million in annual salaries. In 2019, General Mills and XPO Logistics had a combined
310 employees working on the Fox property with $11.1 million in annual wages. During the life of these facilities
through 2019, the payroll totaled $52.4 million and generated an estimated $723,213 in local income taxes. The
property taxes paid by these two facilities totaled $1.87 million. While a large portion of this went to the Commission
as tax increment, the $307,169 in personal property taxes and income taxes were available to other taxing units in
Allen County. Those two combined total over $1 million in funds.
Finally, the benefits and associated costs and benefits of these two projects are nearly equal as of 2019. This results
in a cost-benefit ratio of 1.03. Anything over 1.0 is considered a net benefit. However, the costs of these projects
are nearly paid off (except for the TIF agreement with XPO). By projecting out the benefits for these projects until
2025, the cost-benefit ratio increases to 3.81. What that means is that for every dollar spent to acquire property and
provide incentives, the community will receive back three dollars and 81 cents ($3.81). Additional benefits that are not
counted here include the 310 jobs at the two facilities or the total payroll of $52.4 million from 2012 to 2019.
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BRANDENBERGER PROPERTY
The 80-acre Brandenberger property was purchased in February 2012, and sits just south of the General Mills
property on Bluffton Road and the corner of Pleasant Center Road. This 80-acre property had a house and barn on
the property, but otherwise was used for farming. However, it did have a wooded area with a wetland in the northeast
corner of the property. This property did involve a lot of work to prepare, as it required the removal of a house, garage,
and barn. The barn was especially problematic, as it was filled with years of farm supplies and discarded items.
Despite the work needed to clear the property, it was a worthwhile endeavor.
In April 2016, the entire property was sold to Blue Kingfisher, LLC, which is a subsidiary of Walmart. The 250,000square-foot facility built at this site was the company’s first dairy processing facility that would serve over 600
Walmart and Sam’s Club stores in Indiana, Ohio, Michigan, Illinois, and northern Kentucky. A study by the Indiana
Department of Agriculture the prior year had identified increasing milk production and processing capacity as a
critical goal for the state. At that time, Indiana was annually exporting over 1.4 billion pounds of raw milk to
other states.
The Brandenberger property was purchased by the Commission for $790,000, and the cost of site preparation
(including the removal of structures) and due diligence cost $44,669. The property was sold to Blue Kingfisher
for $835,164, which resulted in a slight $496 gain. The costs related to the project included the reconstruction of
Pleasant Center Road next to the property at a cost of $1,658,684, a water main extension for $177,199 (paid by City
Utilities), and a TIF Agreement for $1,048,000 to reimburse off-site infrastructure constructed by Blue Kingfisher.
Blue Kingfisher estimated that it would have 151 employees at the facility with payroll of $7.4 million per year.
The dairy facility would require an investment of $83 million in the building and another $82 million in equipment.
By 2019, Blue Kingfisher reported that it had 192 employees at the facility with $11 million in annual payroll. The
income taxes received from the first two years of operation is estimated to be $299,807. Property taxes collected in
2019 were only $20,762, however, as a result of the tax abatement the company received. It is expected that Blue
Kingfisher will pay about $6 million in property taxes in the first 10 years.
As the facility is only in its third year of operation, the total costs of the project currently exceed the benefits by about
$1.5 million. However, it is expected that in the first 10 years, the Blue Kingfisher dairy facility will provide nearly $8.5
million in benefits. This includes property taxes, the land sale, and $1.6 million in local income taxes. Over 10 years,
the cost-benefit ratio is 2.28, meaning that for every dollar Allen County put into this project, will be paid back with
$2.28. Note again that this does not include the additional benefits from the 192 jobs or estimated payroll over 10
years of $108.7 million.
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Allen County
Leo-Cedarville

Huntertown
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Woodburn
24

Ft. Wayne
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New Haven
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Walmart

Monroeville

27

2019 Impact

Employment

Annual Payroll

Walmart

192

$11 Million

Annual Property Annual Income
Taxes
Taxes
$20,762

$163,551

STONEBRIDGE PROPERTY
Stonebridge was developed from three different farms on the south side of Lafayette Center Road just west of I-69,
and directly south of the General Motors Assembly Plant. This area includes the first two properties purchased by
the Commission consisting of 150 acres (Clancy & Hohenbrink), and the 44-acre Meadowbrook property purchased in
2013. While this area includes the first properties purchased, it was also the last of these areas to develop.
While the Stonebridge properties were at a good location, there were issues that needed addressed before the
properties would receive any inquiries from interested buyers. The issues included a 25-acre area in the rear of the
property with floodplain and wetlands. In addition, road access to the property was limited, water and sewer utilities
needed extended, and an overall drainage system needed addressed. Finally, a large detention basin was constructed
to serve the drainage needs of the park. As a result of the issues and road construction, of the original 194 acres
purchased, only 124.24 acres were available for sale after the Stonebridge was completed.
In 2013, the Commission had Engineering Resources prepare a primary development plan for the area. The road,
water, sewer, and drainage improvements were completed by Primco, Inc. in October 2014 at a cost of $4,078,420.
The total cost of purchasing the three properties came to $2,033,315. Adding in engineering expenses of $292,223
and due diligence costs of $122,590, the total cost of Stonebridge Business Park came to $6,526,548. This works out
to a cost of $52,532 per acre. Some of the total cost will be recouped with the sale of land, while the tax increment
collected from development in the park will help pay for the improvements.
The Commission sold about 61 acres to NorthPoint Development in two purchases in 2016 and 2018. NorthPoint
constructed a 791,000 square foot logistics distribution center to serve the General Motors plant at an estimated cost
of $32 million. NorthPoint eventually sold the facility to General Motors. Several companies operate out of the facility,
including Avancez and Linc, that sequence parts and deliver them to the GM facility using a just-in-time process.
Avancez planned to invest about $14.3 million in equipment for its operations out of the facility. The total employment
9

working out of the facility, including Avancez and Linc, was 887 in 2019 with $35.3 million in payroll that year. Since
2017, a total of $71.1 million in wages have been earned at the facility.
In the first three years, the total costs of the project exceeded the benefits by $1.9 million resulting in a cost benefit
ratio of 0.70. However, over 10 years, the NorthPoint facility is expected to generate nearly $10.4 million in benefits.
This includes property taxes, the land sale, and $4.8 million in local income taxes. Over 10 years, the cost-benefit
ratio is calculated at 1.62, meaning that for every dollar Allen County put into this project, will be paid back with
$1.62. This does not include any future benefit from the sale of the remaining 64.5 acres. Also, this does not include
the additional benefits from the 887 jobs or estimated payroll over the 10 years period of $327.3 million.

2019 Impact

Employment

Annual Payroll

Northpoint
(Now GM)

887

$35.3 million

Annual Property Annual Income
Taxes
Taxes
$54,331.74

Allen County
Leo-Cedarville

Huntertown

Grabill

33

Woodburn
24
30

Ft. Wayne

27

24

New Haven

General Motors
Avancez
Universal Logistics

30

Monroeville
27
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$237,416

PROPERTY INVESTMENTS
This paper has focused on the economic impact from the view of the costs of developing land and the taxes and
other benefits. The companies that constructed and equipped facilities on these properties also have a significant
investment in these projects. The table below shows the investment in building and equipment for each project. As a
result, they also have an incentive to make the operations successful. In summary, the companies locating on these
properties have invested over $309 million in their facilities through 2019.

Building

Equipment

Total

$10,957,346

$32,994,028

$43,951,374

General Mills

$42,220,000

$2,449,173

$44,669,173

Exel

-

$592,096

$592,096

XPO

$19,208,883

$859,795

$20,068,678

Trinity Health

-

$7,728,904

$7,728,904

Fox Property Total

$61,428,883

$11,629,968

$73,058,851

$83,000,000

$61,379,264

$ 144,379,264

NorthPoint (GM)

$32,000,000

$2,440,173

$34,440,173

Avancez

-

$13,482,331

$13,482,331

NorthPoint Total

$32,000,000

$15,922,504

$47,922,504

Grand Total

$ 187,386,229

$ 121,925,764

$309,311,993

Bandelier Property
SDI LaFarga

Fox Property

Brandenberger
Property
Walmart (Blue King.)

Stonebridge Property
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CONCLUSIONS
The economic impact of the Allen County Redevelopment Commission’s land banking program is clearly a success
from any angle you look at it. The properties owned by the Commission have helped attract or retain five major
businesses and has resulted in 1,470 jobs with an annual payroll of $64 million in 2019.
On the local tax impact, even with tax abatements still active on many of the properties, these businesses still paid
about $1 million in property taxes in 2019. The payroll at these facilities resulted in an estimated $500,000 in local
income taxes in 2019. Since 2012, the benefits come to $2.5 million in local income taxes and $3.2 million in
property taxes.
Even if you look just at the most basic level, the land purchases and due diligence costs incurred by the Commission
were covered by the sale. The Commission made about $937,508 on the sale of land including the site due diligence
costs, and the Commission still has 110 acres remaining in four locations.
On the individual site level, the results have been positive as well. Although some of the sites have only recently been
developed, the cost-benefit ratio is good in each case. The cost-benefit ratios for each project both through 2019 and
estimated over a longer period is listed below. Again, note that anything over 1.0 is considered a good result.

Company

Property

Cost Benefit
(as of 2019)

Estimated
Cost-Benefit

Period for
Estimate

SDI LaFarga

Bandelier

1.76

3.10

Through 2022

General Mills/XPO

Fox

1.03

3.81

Through 2025

Walmart

Brandenberger

0.43

2.28

Through 2026

NorthPoint
(Now GM)

Stonebridge

0.70

1.62

Through 2026

*These figures are based on current assessed property values and investments as of 2019.
Cost-benefit ratios do not factor in any investments made thereafter.
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