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TO: Fort Collins Urban Renewal Authority — Josh Birks, Andy Smith, and Chad Wright
FROM: Aaron Miripol of ULC and Craig Russell of RVi on behalf of the NRP Team

DATE: June 17, 2026

RE: Neighborhood Revitalization Partner — NRP Memo #1: Tasks 1 & 2 Status Update

This memo serves as the first formal update to the Fort Collins Urban Renewal Authority (FCURA) from the
Neighborhood Revitalization Partner (NRP) team — Urban Land Conservancy (ULC), RVi Planning (RVi), and Neenan
Archistruction (Neenan). It summarizes activities and progress from late April through May 2026, with a focus on
Work Order Task 1: Project Initiation & Strategic Workshop and Task 2: Project Objectives and Concepts

The memo documents five key meetings over the last month: April 29, May 8, May 15, May 18 and May 22, and
highlights areas of alighment and items that require the team’s attention before Task 2 work is finalized.

Work Effort Synopsis: What’s Been Done?

e Five major meetings advanced the project, including the April 29 CU Capstone review, May 8 kickoff
workshop, May 15 vision session, May 18 real estate strategy session, and May 22 place-based planning
meeting.

e The team aligned around the North College Super Block (defined below) as the shared planning geography,
with emphasis on Latino and Hispanic cultural identity, a community-driven community center, mixed-use
development, walkability, transit access, and displacement prevention.

e Keyimplementation work focused on property control, infrastructure needs, TOC funding opportunities,
affordable housing alighment, governance tools, and partnerships with public agencies, community
organizations, and potential development partners.

e Major outcomes include the launch of the Super Block Place-Based Planning Tool, confirmation of next-step
priorities, continued refinement of the project charter and engagement plan, and preparation for upcoming
work on comparable site examples, transit coordination, site planning, governance, and the Denver site tour.

e The planning process also identified several issues needing near-term resolution, including whether the Draft
Vision will serve as the Project Charter, how governance will be structured, and how affordable housing
needs might be addressed.

e Real estate strategy advanced in parallel with visioning, with priority parcels identified for acquisition,
partnership, monitoring, or future coordination.

e Upcoming work will focus on refining the Vision and Land Use Framework, preparing comparable project
profiles, coordinating transit and TOC funding discussions, reviewing property control strategies, and
continuing Denver site tour planning for July or early August.
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RECOMMENDED NEXT STEPS: Where Are We Headed?

e RVi+ Full Team: Confirm whether the Draft Vision document serves as the Project Charter, or whether a
separate Charter document is needed.

e ULC + RVi: Prepare brief profiles of Fruitvale Village, 48th & Race, and Mile High Vista for use in stakeholder
presentations and community engagement materials.

¢ Full Team: Return to governance as a focused agenda item in an upcoming session, building on the May 18
property control and stewardship discussions.

e RVi+ ULC: Identify affordable housing stakeholders — including Housing Catalyst, CARE Housing, and
Elevation Community Land Trust (ECLT) — for inclusion in the Task 2 engagement process.

e ULC: Schedule meeting with Josh Birks to review property control strategies and options for moving forward.

e FCURA: Coordinate meeting with Ryan Mounce (COFC) on transit center planning; reach out to Drew and
Melina from Transfort; schedule Larimer County contact outreach.

e ULC: Continue coordinating Denver site tour for July — early August.

¢  Full Team: Develop project program and site land use diagram options with complementary example imagery

e RVi: Develop a highly graphic Vision and ‘branding lite’ package to communicate project intent to
stakeholders — three options for project naming — use for selection via engagement

SUMMARY OF MEETINGS TO DATE

April 29, 2026 — Meet at URA’s office to review CU Capstone Design projects for North College

URA staff convened a meeting with ULC and RVi staff to present the CU Capstone student design concepts for the
North College Super Block. Key outcomes:

e Reviewed student concepts exploring the site’s potential as a multi-use district anchor, with particular
attention to transit connections, community gathering space, and the Latino/Hispanic cultural character of
the neighborhood.

¢ Confirmed the three geographic layers of analysis that will organize the NRP’s master planning scope: (1)
Super Block, (2) Multi-Property Partnership, and (3) URA-Owned Property.

e Established the North College Max BRT outcomes as a key input to the Super Block analysis.

¢ Introduced the project team to the opportunity represented by the North College corridor and aligned on the
importance of centering cultural identity, walkability, and community-serving uses in the eventual vision.

May 8, 2026 — Kickoff Workshop (In-Person at North College and RVi’s Office)

The full NRP team and FCURA/City of Fort Collins staff convened for a four-hour Kickoff Workshop at RVi’s office at
506 S. College Ave. Attendees included Josh Birks, Andy Smith, Chris Schaefer, Clay Frickey, and Ryan Mounce from
the City/URA, and Aaron Miripol, Anna Mercurio, Nate Budd, David Kurtz, Craig Russell, Shelley LaMastra, and Will
Wagenlander from the consultant team. The workshop opened with a site tour of the North College Super Block,
followed by structured working sessions on project geography, vision and goals, community center programming,
real estate, infrastructure, and funding. Key outcomes are summarized below.

. Project Area and URA Land Position: The Super Block was confirmed as the project’s shared geographic
frame: bounded by N. College Avenue, Willox Lane, Blue Spruce Drive, and Bristlecone Drive. FCURA
currently controls two sites totaling 5.41 acres of immediately actionable land — 1636 N. College Ave (4.68
acres, the former Albertsons site) and 1513 N. College Ave (0.73 acres, cleared in March 2026). Beyond URA-
owned land, the Super Block contains approximately seven additional vacant or underutilized parcels totaling
11+ acres, including three privately owned parcels along Bristlecone Drive (~2.29 acres each) and four
contiguous Larimer County-owned parcels on Blue Spruce Drive.
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URA Board Priorities: The URA Board’s immediate priorities for the project, in rank order, are: (1) a
community-driven community center; (2) mixed-use development; and (3) a 15-minute village / complete
community with displacement prevention. Longer-term expectations include leveraging URA property to
catalyze transformation of the larger corridor, creating legacy revenue streams that outlive TIF, and
establishing meaningful opportunities for community and civic partnership. The Board was clear: community-
driven process is non-negotiable.

Guiding Questions Established: The workshop surfaced twelve questions that will guide the planning
process. Among the most important: How can redevelopment build on — rather than displace — the block’s
existing community assets? What does a community center mean for this specific Latino and Indigenous
community? How can the URA catalyze future revenue streams and define community governance? How can
the master plan incorporate affordable and attainable housing as a means to achieving larger community
goals — not as a standalone objective? And how can a potential transit/mobility hub be integrated to drive
activity and serve transit-dependent residents?

Existing Conditions and Displacement Risk: Four mobile-home parks operating within or adjacent to the
corridor preserve 600+ units of naturally occurring affordable housing — including Hickory Village (~204
sites), Poudre Valley MHP (~344 units), Highland Manor (55+), and a senior MHP at 1601 N. College.
Displacement risk at these properties is a standing planning consideration. The Bristlecone Drive edge of the
Super Block hosts a cluster of health and behavioral health providers — Health District of Northern Larimer
County, SummitStone Health Partners, and Salud Family Health — that are natural program partners. The
Conifer/Hickory corridor also hosts Murphy Center for Hope, Food Bank for Larimer County, and La Familia.

Community Center Programming Direction: The community center should be flexible and culturally specific
— not a generic facility. Program elements discussed include a mercado and small flexible spaces for small
business, a commissary kitchen, futsal, and early childhood education. The Plaza Unidos interim use was cited
as an existing cultural expression that needs to be a part of the permanent plan for the site. The Institute for
the Built Environment’s (IBE) public engagement process was seen as a useful starting point, but the group
agreed that deeper and more targeted engagement with the Latino community is needed.

Infrastructure and Utilities: Three infrastructure items require early attention. First, a Greeley water main
easement must be maintained through the site but can potentially be leveraged as an internal connection
opportunity. Second, completing the 30-inch stormwater pipe from the current interim detention area would
unlock additional developable land. Third, the team discussed how the Super Block can be better connected
for all modes and how a potential BRT end-of-line station or mobility hub could be integrated to leverage
transit and serve residents.

Funding Landscape: FCURA has invested approximately S8M in the master site (including ~$6.75M for the
Albertsons parcel with approximately S6M remaining available in the North College URA. The team’s
ambition is to achieve 20x leverage — approximately S160M in total redevelopment value from the public
land investment. TIF revenues are set to expire in 2030 but can continue under a Planned Area designation.
Key funding sources to pursue include LIHTC, the State of Colorado’s Transit Oriented Communities (TOC)
program (which requires 40 units/acre and warrants early engagement with Eugene Howard at the State),
CDOT and transit funding, and private development partners. The community center’s long-term operating
cost coverage must be addressed as part of the program design — legacy revenue structures, ground leases,
and endowment strategies should all be on the table.

Workshop Outcomes: The Kickoff Workshop produced strong alignment on the project’s geographic scope,
the three-scale planning framework (Community Center / Urban Renewal Area / Super Block), and a shared
cultural vision centered on the Hispanic/Latino community, a walkable 15-minute neighborhood, and a
community focal point on the URA-owned site. A preliminary draft Vision Statement was introduced. CU
Capstone student concepts were identified as useful inputs to the master planning process, not final product.
La Familia’s interest in the ELIC Building (36,000 SF at approximately $5M) was noted as a real estate
opportunity worth pursuing under a long-term ground lease or similar structure.
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May 15, 2026 — Virtual Project Meeting (Vision & Theming)

The full team reconvened virtually to review and refine the draft Vision, Objectives, and Goals, and to discuss
community center programming. Key discussion points:

¢ URA emphasized the importance of centering the Spanish-speaking community in all engagement processes,
and raised concern that they not be drowned out in the public process.

¢ The team reviewed six draft project objectives: (1) Community Driven Leadership, (2) Complete, 15-Minute
Neighborhood, (3) Community Economic Opportunity and Stability, (4) District Long-Term Resilience, (5)
Partnerships and Shared Investments, and (6) Implementation and Feasibility.

e Community center programming was introduced based on a Preliminary Program document, covering
revenue anchors (event space, commercial kitchen, mercado/retail), small multipurpose rooms,
fitness/movement space, maker space, and outdoor gathering areas — totaling approximately 15,200 SF of
indoor space plus 5,000 SF of common areas.

¢ The team introduced the “Lego board” framework — a place-based planning tool to test land uses, phasing
alternatives, and community program elements against the site geography before committing to a master
plan configuration.

e Aaron Miripol raised a concern that the IBE community engagement report contains no affordable housing
organizations, developers, or policy advocates — suggesting the engagement process is not yet capturing a
complete picture of community need.

May 18, 2026 — Place-Based Real Estate Strategy Session (Virtual) URA, ULC and Neenan

A focused real estate and development strategy session was held to test the foundational conditions that will shape
the community-defined district. The session was organized around four cornerstones:

¢ Define the Place: Establishing the geography of URA ownership, potential optioned or partnered parcels,
and infrastructure constraints.

¢ Protect the Purpose: Ensuring early decisions preserve room for the community-defined district heart to
emerge, rather than narrowing options prematurely.

¢ Define the Deal: Articulating the set of commitments and public returns that makes public investment worth
making — including affordable housing, anti-displacement provisions, and community-serving uses.

¢ Define the Durability: Identifying stewardship tools (ground leases, covenants, deed restrictions) and
governance structures that can sustain mission and community authority over time.

Attendees: Josh Birks and Andy Smith (FCURA); Aaron Miripol and Nate Budd (ULC/Neenan).

The session was organized around several; guiding questions: What must the URA define, influence, unlock, and
protect now so the community-defined district heart can actually happen? The team was aligned that the goal was
not to finalize a master plan or program, but to identify the structural screens to test next. Individual parcels
reviewed included Parcels 16, 17, 18, 24, and 25, with discussion of ownership positions, acquisition strategies, and
partnership interest from Salud and La Familia. The team agreed that property control strategy must advance in
parallel with the planning and visioning process. ULC to follow-up with URA to review property control strategies and
options for moving forward. The team reaffirmed that property control decisions must advance in parallel with — not
after — the planning and visioning process.

May 22, 2026 — In person meeting at RVi
The May 22 meeting advanced the place-based planning framework and real estate strategy. Key outcomes:

e The Super Block Tool was introduced as a shared, password-protected online platform for the team to add
and test potential land uses against the project geography. This is a breakthrough for the project — the tool
provides a coordinated, visual framework for aligning what needs to happen on the Super Block across all
three geographic layers.

e Action items were assigned to define the project area boundaries: College Ave, Blue Spruce, Willox, and
Bristlecone.
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The Plaza at Fruitvale Village (Oakland) was introduced as a Transit Hub/Community Center case study — a
3.4-acre mixed-use project integrating a pedestrian plaza, a Latino-centric public market (Mercadito), a
health clinic, affordable housing, and community organizational headquarters.

Eugene Howard at the State of Colorado is confirmed to join the team on June 5 to discuss the Transit
Oriented Communities (TOC) program and funding opportunities.

The team confirmed that Route 8 headways are increasing this fall, with a proposed stop re-routed through
the URA property — creating momentum for a formal transit hub planning process with Transfort and COFC.
The Denver site tour (Task 5) is being coordinated by Diana at ULC with URA, targeting July or early August.

PROJECT BREAKTHROUGH: The Super Block Place-Based Planning Tool

A key achievement of the May meetings is the introduction of the Super Block Tool — a shared, web-based,
place-based mapping platform that allows the full team to visualize the Super Block geography, layer in
potential land uses, test phasing scenarios, and coordinate property control strategy. This tool is the
foundation for developing alternatives and engaging the community with clear, testable concepts rather than
abstract goals. All team members are asked to review the current use programming section and add
comments.

TASK 1 & 2 STATUS SUMMARY

Work Order Task / Deliverable Status ‘ Notes / Next Steps

Vision, Goals & Objectives (Tasks 1 &  In Progress Draft objectives reviewed 5/15.

2) Refinement continues; team
feedback due before next PM
meeting.

Geographic Scope Definition (Tasks 1 In Progress Boundary definition (College, Blue

& 2) Spruce, Willox, Bristlecone) assigned
to RVi. Super Block Tool provides
working framework.

Formal Strategic Workshop (Task 1) On Track Completed May 8. Some agenda
items (governance scoping) were not
fully addressed and carry forward.

Project Charter (Task 1) In Progress Draft Vision document addresses
much of the Charter content. Team
to confirm if separate Charter
needed.

Real-Life Comparable Site Examples In Progress Fruitvale Village (Oakland)

(Task 1) introduced as primary national
model. ULC’s 48th & Race and Mile
High Vista to be profiled.

Governance Framework Scoping In Progress Initial discussion at May 18 meeting

(Tasks 1 > 3) on ground leases, master
association, and property priorities.
To return as focused agenda item.

Affordable Housing Alignment (Task In Progress Draft Vision Objective 2 names

2) housing in the complete

neighborhood frame. IBE
engagement sessions did not include
affordable housing stakeholders;
recommend adding for Task 2.
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Community Engagement Plan (Task In Progress RVi leading. Draft plan to be
2) presented at next PM meeting.
Denver Site Tour (Task 5) On Track Diana (ULC) coordinating with URA.

Target July — early August.

TOC Funding Meeting (Support) On Track

ITEMS TO ADVANCE IN UPCOMING MEETINGS

1. Project Charter

A Project Charter remains a primary deliverable for Task 1. While the May 12 Draft Vision — with its Vision
Statement, six Objectives, and Planning Principles — addresses much of the foundational content a Charter would
encompass, the team should confirm whether a separate Charter document is needed or whether the Vision
document, once refined, will serve that function. RVi to bring a recommendation to the next meeting.

2. Real-Life Comparable Sites: Fruitvale Village and ULC communities

Task 1 calls for real-life examples of comparable sites as a grounding tool for the team and for future community
engagement. The Plaza at Fruitvale Village in Oakland, CA is the most directly relevant national example and deserves
careful study as we advance the vision for the North College Community Hub. Fruitvale Village was developed by the
Unity Council, a Latino-led community development organization, in partnership with BART and the City of Oakland.
At roughly 3.4 acres, it transformed an underutilized surface parking lot adjacent to a BART station into a pedestrian-
first mixed-use district organized around a traditional Latin American zdcalo. The ground-floor Mercadito and health
clinic are anchored by affordable housing above, with community organizational offices integrated throughout. The
project is widely regarded as a national model for transit-oriented, culturally grounded, community-wealth-building
development — precisely the combination of values the North College Community Hub is working toward. Its
emphasis on a Latino/Hispanic community identity expressed through architecture, public space, and local market
uses makes it an especially relevant reference for the North College corridor.

Closer to home, ULC’s own Mile High Vista and 48th & Race projects in Denver are the most directly applicable
examples of mixed-use, community-centered redevelopment ULC brings to this engagement. Both projects involved
complex land assembly, phased development, community-serving uses, and affordable housing integration on sites
with similar scale and community demographics.

3. Governance Framework

The May 18 Development Strategy meeting included productive early discussion on governance, particularly around
ground leases, master association structures, and the range of stewardship tools — covenants, deed restrictions, and
long-term ownership models — that could protect community benefit over time. Much of that session focused
appropriately on the near-term question of property control: understanding the disposition of individual parcels in
the Super Block, identifying high-priority acquisition targets, and evaluating which property owners are ready to
engage. As the property picture becomes clearer, governance scoping will become increasingly important —
particularly around who holds mission authority over the district long-term and what structures can sustain
community benefit beyond the TIF horizon. The team should plan to return to governance as a focused agenda item
in an upcoming session, building on the Four Cornerstones framework introduced at the May 18 meeting.

4. Affordable Housing: Ensuring a Complete Community Picture

The Draft Vision’s Objective 2 — a Complete, 15-Minute Neighborhood — explicitly names housing as a core
component of the mixed-use district, and the vision’s broader framing around displacement protection and long-
term community stability creates a strong foundation for affordable housing to be woven into the program. The team
is encouraged by this framing and sees it as an important thread to carry forward into Task 2.
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One area worth flagging is that the six neighborhood engagement sessions conducted by IBE, while comprehensive in
many respects, did not include affordable housing organizations, developers, or policy advocates among the
participating stakeholders. Given the documented depth of housing need in Fort Collins — only 3—4% of the city’s
housing stock is formally deed-restricted; 58% of renters are cost-burdened; the average wait for a Section 8 voucher
is 23 months; and Fort Collins needs an estimated 4,000-5,000 additional restricted units just to reach its own 10%
affordability goal by 2040 — affordable housing voices should be part of the engagement process as it continues.

The North College corridor, with the North College Mobile Home Community directly adjacent to the project area, is
home to some of the most housing-cost-vulnerable residents in Fort Collins. ULC and RVi recommend that the Task 2
engagement plan identify affordable housing stakeholders — Housing Catalyst, CARE Housing, ECLT, and others — for
inclusion in upcoming sessions. This is not about changing the vision, but about ensuring the engagement process
reflects the full spectrum of community need as the program develops.

Please reach out with any questions, additions, or corrections. Thank you.
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