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EDI Project, Presentation Summary 

 

History 

The idea to use the Municipal Parking Lot at Bakery Lane for something other than surface parking 

emerged around 2005.  Named the “Economic Development Initiative” or EDI project, this started as an 

idea by the Town and College to jointly collaborate on an effort to engage a developer and build a large 

mixed-use building on the site.  This effort predated the construction of the Cross Street Bridge (2010) 

and Municipal Office Building (2015). 

In 2012, the college and town partnered on setting up the Middlebury Business Development Fund 

(MBDF) to hire a Middlebury Director of Business Development to complement existing business 

recruitment and growth initiatives.  In 2017, the Town and the College discontinued funding for the MBDF 

and the Business Development Director position and that position remains vacant.   

It was under the guidance of the Business Development Director (approx. 2014) that the Town sent out a 

solicitation for developers to propose designs for this site.  One development group (Nexbridge) 

responded to the request for proposals from the Town and provided a building concept.  This concept was 

discussed by an informal review committee (the EDI committee), which worked with the developer to 

modify the original concept over several months and several design iterations.  There were several public 

meetings associated with this process, and the concept drawings met with mixed reviews from 

participants.  After many months, the EDI Committee felt they had a design the community could 

embrace.  Unfortunately, the project now appeared financially unviable for the developer unless the Town 

could make some additional contributions.  A public-private partnership was considered, which would 

give the Town more control over the final product but also make the Town a contributing development 

partner.  In 2016, the project was put on hold while the Town collected more information about what we 

would like to gain from such a project.  It was around this time that funding for the MBDF, including the 

Business Development Director position, was discontinued, creating a vacancy.   

More information about the Town’s needs would be necessary for creating a development agreement 

between the Town and a developer.  The Town embarked on a Downtown Master Planning effort in 2019, 

one component of which looked at this project in the context of the greater Downtown and used 

professional consultants to perform some vetting and analysis of redevelopment options. 

 

Site Conditions 

An engineering study was performed in 2006, including soil borings.  The results of the study showed the 

site would probably require some additional work to accommodate a building, as there was a possibility 

of residual contamination from a gas/service station at the location of the current Town offices, as well as 

the presence of unsuitable structural fill for constructing the footings needed for a multi-story structure.  

Topography is a challenge on this site.  The presence of Otter Creek provides value, but also places this 

site in a mapped stream corridor which may add complexity to the State environmental review process. 



 

Building Appearance 

Several building massing schemes have been proposed for the site.  These have typically taken the form 

of 2-3 stories of leasable space atop 1-2 stories of parking.  During 2014/2015, the concepts developed by 

the EDI Committee and Nexbridge Partners were vetted at a series of public meetings and received mixed 

responses.  Aesthetically, participants expressed concerns about the building massing (looked too large), 

and the architectural style not capturing the character of Downtown Middlebury.  During the 2019 

Downtown Master Plan process, our consultants worked with participants to discover their likes/dislikes 

related to new construction in Downtown, including visual preference surveys to gauge reactions to 

different styles of mixed-use commercial development.  People expressed a preference for smaller 

buildings and charming New England character.  The consultant created a concept and rendering showing 

this type of development and proposed it as one of 4 redevelopment scenarios for the site.  In their 

opinion, a developer would probably need to build at a much larger scale to break even on a project at 

this site.  They proposed that the Town perform additional economic analysis and public outreach to find 

where that balance is, so that when we next engage a developer we will have an idea of what can 

realistically be achieved on the site and what the public would be willing to support.   

Given its location, this is a rare and special site that deserves careful consideration.  Elsewhere in Town 

you might be able to suffer a building that compromises on design and doesn’t have broad public buy-in.  

The messy work needed to find a suitable design for this location might be considered the greatest 

challenge for this site.   The Selectboard should evaluate whether they are ready to walk away if a concept 

proposal isn’t the right fit and whether we are able to commit the staff time and financial resources to 

develop and manage a process that is fair to both the developer and public participants.   

    

Uses 

The uses for this site have changed significantly over time.  The original project was conceived as a mix of 

uses- office, residential and retail.  In 2008, the Town EDI committee envisioned a department store taking 

up one whole floor… a concept that feels very dated today.  In 2015, Nexbridge proposed a mix of office 

and apartment uses, with limited retail.  Retail was later dropped from their proposal.  Nexbridge had 

commitments to lease approx. 80% of their proposed office and residential space to Middlebury College 

and Porter Hospital.  In 2019, our consultant urged us to embrace the idea that institutional partners 

(college, hospital) might be necessary to overcome the high cost of new construction by being willing to 

pay above-market rents for a certain period of time.  In 2021, a developer interested in the site envisions 

100% housing, all of which would be market rate.  He would propose to undertake the project as a private 

endeavor with no development partners- Town, College or otherwise.   

Any development on the Bakery Lane Municipal Parking Lot will displace existing surface parking- the 

existing use of that property.  As such, the uses contemplated by any proposed project must be compelling 

enough to justify the loss of parking supporting businesses in the Downtown Core.  The Bakery Lane 

Municipal Lot is fully utilized throughout weekdays and into the evening hours, when office workers 

turnover spots to restaurant and movie theater customers around 5pm.  A rough survey indicates that 30 

spaces in the lower Municipal Lot (east of the bridge) are essential for the use of Mr. Ups.  According to 



feedback we received during the DT master plan, Mr. Ups and Green Peppers are the two “last bastions” 

in what many view as an increasingly gentrified Downtown.  We heard that Mr. Ups is a place where 

people feel comfortable dining in a casual, affordable setting.  A new building could include underground 

parking, but likely only enough for its occupants.  The parking trade-off is a real factor to be considered.  

 

Deal Structure: 

In a private development scenario, the Town does not retain control over the uses in the building.  

Whatever is allowed by zoning is what the developer can apply for.  In a public-private partnership, the 

Town is an active development partner.  These are called P3 projects and are typically conducted with a 

consultant/advisor who specializes in that type of work.  Given the complexity of P3 projects and the fact 

entering the role of developer places the burden of responsibility for completing the project back on the 

Town (think ongoing financial contributions), Municipalities are cautioned to only enter into a P3 project 

when they really have something to gain from it.  Our DT master plan consultants suggested the Town 

evaluate the real costs of a P3 and, if we chose to go down that road, suggested we retain a P3 

development advisor.  Before that, they recommended an analysis of all 4 development scenarios to fully 

understand what the site would bear (building size, uses, constraints) before committing to anything. 

 

Options to consider: 

Option 1 – We’ve been approached by an experienced developer, offering to work with the Town to 

develop a concept for the site with his Architect.  His stipulation is that we sign an exclusivity agreement 

with him before he starts investing time and money in a design process.  If we can’t agree on a concept 

that we like and he can afford to deliver, then the relationship dissolves and we go our separate ways.   

Pros:   

 This developer has the experience and capacity to complete projects of this size.  He doesn’t 

propose a complicated P3 relationship. 

 Wherever it is located, more market rate housing would meet a pressing demand in the 

community.  In theory more bodies in Downtown contributes to its vitality. 

 No commitment to continue.  Learning experience. 

Cons:   

 Would be challenging for a small group to speak on behalf of the Town about what we find 

acceptable without having done more work in advance to vet concepts with the community.   

 We would need to reach reliable consensus decisions within short timeframes to accommodate 

the needs of a developer.  We don’t have a business development staff position to give this daily 

attention and keep things moving along.  There are tradeoffs of staff time to be made that will 

slow down other projects. 

 We have no plan for where to send parking for 40-60 vehicles. 

 



Option 2 - Follow the recommendation from the Downtown Master Plan, to create a Site Development 

Analysis and Strategy.  This analysis would take each of the redevelopment scenarios (no build to 6-7 

stories) and look at them from the developer’s perspective (financial analysis, site suitability assessment) 

as well as from the public eye (assess community benefits, economic development impact, design).  It 

would also help us to identify development partners and whether we need more staff or outside 

assistance for managing a complex project.  At the end we would have a preferred development scenario 

and an RFP for soliciting developers. 

Pros: 

 This analysis would provide a solid vision of what the community wants on the site, within the 

constraints of what is affordable for a developer.  Management structure, number of stories, 

desired uses, and costs of development all laid out in advance.  This makes for a more predictable 

outcome on all sides.   

 This community-led (as opposed to developer-led) process was recommended as the best 

approach for designing something very special for this location. 

Cons: 

 Points us in the direction of a P3 project, which may be biting off more than we can chew.  It is 

much easier to place the burden of designing and completing a project solely on the shoulders of 

a developer. 

 Beginning of a long-term Town investment in this site 

 High price tag for this analysis ($95,000).  Unpredictable ongoing expenses along this path (legal, 

site investigation, etc.)    

 

Option 3 – Don’t proceed with EDI at this time.  Take some time to see how the library design progresses, 

including opportunities for partnering on things like a parking deck and shared space.  Take some time to 

develop the concept for a boardwalk and pocket park beside the Bakery Lane Municipal Lot, which would 

also function as a stormwater feature and support future development at the site.  Explore some of the 

other physical projects proposed in the Downtown Master Plan.  Explore how the Town can assist in 

preparing some other “easier” sites for housing (Bourdon, Police Station, St. Mary’s, college holdings).  

Pursue bike-ped planning, zoning amendments and a downtown parking management strategy… in other 

words, continue incremental progress for building into a big project like this.      

 

  

 

 

 

 

 


