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What We’ll Cover Today

• Brief Introduction of ICS
• Merrill Hall Project Summary and 

Procurement Strategy
• Owatonna’s Facility Master Plan 

Setup and Process
• Construction Delivery Methods 

Used Today



Since 2006, ICS has been positively 
impacting people through innovative 
facility solutions. We integrate 
expertise in facilities planning, funding, 
construction, and ongoing operations to 
be successful. 

Our team helps clients plan, build, and 
operate buildings well.

Facilities Assessment

Capital Improvement Planning

Long-Range Planning

Space Utilization and Programming

Community Engagement

Referendum Planning and Communications

Physical Needs Analysis & Asset Plans

Funding Analysis & Cost Estimating

Program Management

Construction Management as Agent

Construction Management at Risk

Owner’s Representation

Design-Build

Performance Contracting

Constructability Review

Value Analysis and Engineering

Commissioning

Re-Commissioning

Retro-Commissioning

Energy Audits

Energy Rebates

Utility Services

LTFM Management

Building Forensics





City of Owatonna 
and 

ICS
JS

The City of Owatonna and ICS began their partnership in 
2019, and it has evolved into one of the largest facility 
planning and project development efforts in the City’s 
history.

• 2019-2020: Current Facility Condition Assessment

• 2021-2022: Update Assessment and Identify Priority 
Projects

• 2023: Begin Merrill Hall Project and Facility Master Plan

• 2024: Facility Master Plan Project Development Efforts 
Underway

• 2025-2028: Public Safety Center and Community Center 
Project Development / Construction



Merrill Hall houses various tenants 
that are important to the City of 
Owatonna, including WeePals 
Daycare and Little Theater of 
Owatonna.  The City determined 
after seeing the dire needs of the 
facility that it was indeed going to 
maintain the facility for the future 
and that investment in it was 
necessary.

The current $5.3 million project 
involves completely re-designing 
and upgrading the current 
HVAC/Mechanical systems and 
ancillary components.

Merrill Hall Project



Merrill Hall Improvement Project – Phase 1

Existing Conditions:

• Indoor and outdoor lighting serving the daycare portion of the building are a combination of T8 fluorescent, 1st generation LED, and High 
Intensity Discharge fixtures.  These lighting technologies are outdated and inefficient.

• Central heating plant consists of two cast-iron sectional steam boilers that have exceeded their expected service life.  The central heating 
plant serves the original steam/condensate piping and distributed steam heating equipment (unit vents and radiation) in the daycare 
portion of the building (except leased spaces); not the entire building.  Asbestos containing materials (ACMs) are located throughout the 
building.

• Central cooling plant consists of a reciprocating R-22 chiller, chilled water pump, and specialty hydronic equipment that have exceeded 
their expect service life.  The central chiller serves cooling only fan-coil units in occupied daycare portions of the building; not the entire 
building.

• The ventilation system consists of a combination of operable and inoperable steam unit 
ventilators and fan-coil units.  About half of the units are served by the central chiller to 
provide cooling.  The leased space on the 2nd floor is served by two ducted residential 
gas-fired furnaces with DX cooling coils that have also exceeded their expected service 
lives.



Merrill Hall Improvement Project – Phase 1

Existing Conditions (cont.):

• The Little Theater is served by two ground-mounted packaged rooftop air 
handling units.  One for the green and dressing rooms on the lower level, 
and one for the theater.  Both units are in good condition and will remain in 
service.

• Occupied space temperatures are maintained 24/7/365 and controlled by a 
combination of thermostatic, pneumatic, and electronic automatic 
temperature controls that do not operate the HVAC system efficiently.  
Windows are frequently used for temperature control.

• The existing roof is at the end of its service life and should be replaced.

• The building is not sprinkled and utilizes an antiquated zoned fire alarm 
system for detection.



• Install two high efficiency hot water boilers, hot water pumps with VFDs, hydronic specialties, and insulated hot water 
supply/return piping to serve all new space heating equipment in the daycare portion of building (Little Theater is not 
included).

• Install a ducted variable-air-volume (VAV) ventilation system with hot water heating and direct-expansion (DX) 
cooling/dehumidification.  The air handling unit will be installed in the lower level.  Air-cooled condensing unit will be 
located on the ground behind the building.  Terminal VAV boxes with hot water reheat will be provided for each zone of 
the daycare portion of the building (Little Theater is not included). Install a dedicated heating & ventilation only air 
handling unit to serve the scene shop.  
Consideration was given to historic preservation.

Merrill Hall Improvement Project – Phase 1

Proposed Scope of Work:

• Replace the indoor and outdoor lighting with modern LED lighting (Little Theater is not 
included).

• Remove existing ACMs, boiler, condensate handling equipment, steam/condensate piping, cast 
iron, radiation, chiller, chilled water pumps/pipe, unit ventilators, fac-coil units, residential 
gas/DX units.



Merrill Hall Improvement Project – Phase 1

Proposed Scope of Work (cont.):

• Upgrade the building electrical service and main distribution panel to accommodate added 
cooling electrical load.

• Install an addressable fire alarm system with voice notification and a fire sprinkler system to 
protect the entire building.  A dry system will be required in the attic, and new water service 
needed to serve the system.

• Install automatic direct digital controls (DDC) and a facility management system to efficiently 
operate the building’s HVAC system with optimal indoor environment comfort and control 
(Little Theater HVAC equipment included).

• Replace the existing roof.



Merrill Hall Improvement Project – Phase 1

Current Utility Use & Baseline Adjustment:
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Merrill Hall Electricity Use History
(*current published OPU commodity charge)

Electrical Consumption History Electrical Equivalent Cost History*
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What is a “Utility Baseline Adjustment”?

Utility baseline adjustments are used to increase/decrease the annual baseline 
energy use to account for alternate building operating parameters.

Merrill Hall’s existing HVAC system does ventilate, control, or dehumidify the 
building per ASHRAE Standard 62.1.  A baseline adjustment increase will be 
calculated to account for the additional energy needed to meet ASHRAE 62.1.



Merrill Hall Improvement Project – Phase 1

Current Utility Use & Baseline Adjustment:

Why is this important? 

OPU can only provide utility rebates for improvements that reduce energy use.  Without a baseline adjustment net energy savings would 
be negative; indicating an increase in energy use.  The adjusted baseline will also be used as basis for energy savings and included in the 
final energy performance contract documents.

0

1,000

2,000

3,000

4,000

5,000

6,000

0

10,000

20,000

30,000

40,000

50,000

60,000

N
at

. G
as

 - 
CC

F

El
ec

tr
ic

ity
 - 

kW
h

Merrill Hall Adjusted Baseline Utility Use

Baseline kWh kWh Adj. Baseline CCF CCF Adj.

Electricity:
Total Baseline = 249,360 kWh/yr
Baseline Adj. = 112,631 kWh/yr
Adj. Total = 371,991 kWh/yr
49.2% % Increase in kWh

Natural Gas:
Total Baseline = 19,345 CCF/yr
Baseline Adj. = 5,697 CCF/yr
Adj. Total = 25,041 CCF/yr
29.4% % Increase in kWh



Merrill Hall Project – Strategic Procurement

• Legislation under Minnesota’s Municipal Contracting Law allows government 
agencies to utilize a design-build method as an alternative to design – bid – 
build where energy efficiency and operational savings occur

• Good for complex projects with higher levels of budget and performance risk

• Projects can be developed and implemented faster with far less upfront cost 
than traditional procurement

• Develop scope and pricing in a collaborative fashion rather than design first, 
hope for bids under budget

• Leverage savings on an annual basis to offset project costs through a financing 
arrangement

• Maximize use of alternative funding such as utility rebates and tax-incentive 
pass-thru

• Identify a Guaranteed Maximum Price before proceeding with projects, allowing 
risk transfer to design-builder



Minnesota Statute 471.345, Subdivision 13 – “Energy Efficiency Projects”

• Subdivision titled “Energy Efficiency 
Projects”

• Qualifying projects include specific measures such as HVAC 
improvements, temperature controls and building automation, 
lighting improvements

• Qualifying projects also includes a general statement that 
includes “energy conservation measures that provide long-
term operating cost reductions”

• Project costs must be anticipated to be re-couped within 20 
years from estimated annual savings

• Not subject to the typical competitive bidding process under 
MN Statute 471.345



Energy Efficiency Projects – Smart Use

• Make sure you understand what you are 
buying for a “guarantee” and 
“measurement and verification”

• Energy, operating, and long-term 
operating savings are essential to 
understand and be able to explain 

• Long-term operating savings are not a 
hard annual budget savings that can be 
used to pay for the project, but can be 
used to justify the project under the 
legislation

• For use on complicated projects where 
there’s significant amount of unknowns in 
the scope and budget



The City of Owatonna and ICS have 
partnered to implement a strategic 
planning process that will:

• Assess current and future facility 
needs

• Seek input from stakeholders and 
constituents to make informed 
decisions

• Provide a roadmap for current and 
future investment into city facilities

• Ensure a fiscally responsible plan is 
implemented while minimizing tax 
impacts

Objectives of Facility Master 
Planning



Facilities Long-Range Planning Process



Facilities Long-Range Planning Process



Facilities Long-Range Planning Process

Communicate
Process

Communicate
Findings

Phase I:
Assessment

Phase II:
Solutioning

Phase III:
Decision Process
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Phase IV: 
Implementation

Current and 
Future Space 

Needs - 
COMPLETING

Project 
Implementation

Communicate
Recommendations

Communicate
Results



Facilities Long-Range Planning Process Components

Facility 
Plan

Listening Sessions / Feedback
Focus on public safety needs, community center, fiscal 
responsibility

Space Use Analysis
Better use of space now and into the future with City 
growth

Critical / Urgent Needs
Addressing urgent items right away, such as Merrill 
Hall 

Existing Facilities Assessment
Approx $25 million in current and deferred 
maintenance needs



Summary of Project Development Efforts

Task Force Formulation

Pre-Scoping

Potential Partners

Communications

Viability Established

Community Engagement – Thought Exchange

Scoping and Budgeting

Land Acquisition

Early Design Stages

Legislative Process Submittals

Bid Award Activities

Project Oversight

Commissioning & Testing

Committed 
Development 

Effort

Project
Pre-work Construction



Forming Project Specific Task Forces

City Council 
(Decision 
Making)

Facilities 
Steering 

Committee

Public Safety
Task Force 

Council 
Representation

Appropriate 
Staff ICS

Community 
Center Task 

Force

Council 
Representation

Appropriate 
Staff ICS Public 

Participants

• Represents community
• Provide input as required
• Establish model for on-going public communications related to the project(s)
• Final decision-making authority for project-related issues

• Represent/provide a connection to the City Council
• Monitor the status of ongoing activities, overall schedule & project budgets
• Evaluate and make recommendations to City Council

• Represent various stakeholder groups
• Provide input related to initial solutioning
• Review stakeholder input

• Represent various stakeholder groups
• Define what a “Community Center” is for Owatonna
• Provide input related to initial solutioning
• Review stakeholder input

Provide essential input to 
define what a 

“Community Center” 
is for Owatonna



Forming Project Specific Task Forces

City Council 
(Decision 
Making)

Facilities 
Steering 

Committee

Public Safety
Task Force 

Council 
Representation

Appropriate 
Staff ICS

Community 
Center Task 

Force

Council 
Representation

Appropriate 
Staff ICS Public 

Participants

• Represents community
• Provide input as required
• Establish a model for ongoing public communications related to the project(s)
• Final decision-making authority for project-related issues

•  Represent/provide a connection to the City Council
• Monitor the status activities, overall schedule & project budgets
• Evaluate and make recommendations us ongoing to City Council

• Represent various stakeholder groups
• Provide input related to initial solutioning
• Review stakeholder input

• Represent various stakeholder groups
• Define what a “Community Center” is for Owatonna
• Provide input related to initial solutioning
• Review stakeholder input

Provide essential input to 
define what a 

“Community Center” 
is for Owatonna



Forming Project Specific Task Forces

Public Safety
Task Force

(Membership of 10-12) 

Council 
Representation

(2 Recommended)

Appropriate Staff
(Police/Fire/City 
Representation)

ICS
(Expertise supplemented     

as needed)

• Represent various stakeholder groups
• Provide input related to initial solutioning
• Review stakeholder input

Dave Burbank
TBD

ICS
Rapp Strategies

TBD

Fire Chief Hoffman
TBD – OFD Member 
Police Chief Mundale
TBD – OPD Member

City Admin.
Finance Dir.
Comm. Develop.
“Work Horse Grp.”



2024 202720262025

Proposed Public Safety Center Timeline

MARCH
2024

ESTABLISH PUBLIC SAFETY 
TASK FORCE

• IDENTIFY MEMBERS
• KICK-OFF MEETING

PUBLIC SAFETY TASK FORCE COMPLETES WORK

• VISIT EXISTING FACILITIES
• EVALUTATE SITE(S)
• DEVELOP SCENARIOS

APPROVAL BY COUNCIL

• FINALIZATION OF SCOPE
• BUDGET / FINANCING
• SCHEDULE

DEC.
2024

3/6/24 PRESENTATION AT 
COUNCIL WORK SESSION

• PRESENTATION OF 

4/18/24 STEERING COMMITTEE 

• PRESENT PLAN FOR 
MOVING FORWARD

• REVIEW TASK FORCE 
RECOMMENDATIONS

• REVIEW TIMELINES

APRIL
2024

MAY/JUNE
2024

JUNE – OCT.
2024

COUNCIL WORK SESSION

• REVIEW PROPOSED 
SCOPE

• BUDGET / FINANCING
• SCHEDULE

NOVEMBER
2024

PRE-DESIGN

• DESIGN TEAM SELECTION
• BEGIN PROPERTY 

ACQUISITION PROECESS  
(IF NECESSARY)

• XXXX

JANUARY
2025

SD
DD

CD
BD

CONSTRACTS & PROCUREMENT

• AWARD BIDS
• OBTAIN P&P BONDS, INSURANCE 

FROM CONTRACTOR(S)
• REVIEW SHOP DRAWINGS
• PROCURE CONSTRUCTION 

MATERIALS & EQUIPMENT

FEB. – OCT.
2025

DESIGN

• SCHEMATIC DESIGN (SD)
• DESIGN DEVELOPMENT (DD)
• CONSTRUCTION DOCUMENTS (CD)
• BIDDING (BD)

NOV. 2025 -
FEB. 2026

FEBRUARY 2025 – 
FEBRUARY 2026

CONSTRUCTION

• PHASED PROJECT TO 
ACCOMMODATE ADDITIONS / 
RENOVATIONS THAT ALLOW THE 
EXISTING FACLITY TO REMAIN IN 
OPERATION.

FEBRURAY
2024

SUBSTANTIAL 
COMPLETION

• IDENTIFY MEMBERS
• KICK-OFF MEETING

PROPERTY ACQUISITION

• COMPLETE PROPERTY 
ACQUISITION PROECESS  
(IF NECESSARY)



Forming Project Specific Task Forces

City Council 
(Decision 
Making)

Facilities 
Steering 

Committee

Public Safety
Task Force 

Council 
Representation

Appropriate 
Staff ICS

Community 
Center Task 

Force

Council 
Representation

Appropriate 
Staff ICS Public 

Participants

• Represents community
• Provide input as required
• Establish a model for ongoing public communications related to the project(s)
• Final decision-making authority for project-related issues

•  Represent/provide a connection to the City Council
• Monitor the status of ongoing activities, overall schedule & project budgets
• Evaluate and make recommendations to City Council

• Represent various stakeholder groups
• Provide input related to initial solutioning
• Review stakeholder input

• Represent various stakeholder groups
• Define what a “Community Center” is for Owatonna
• Provide input related to initial solutioning
• Review stakeholder input

Provide essential input to 
define what a 

“Community Center” 
is for Owatonna



Community Center Task Force
(Membership of 18 – 20)

Council 
Representation

(2 Recommended)

Appropriate
 Staff

ICS
(Expertise 
added as 
Needed)

Public 
Participants

Forming Project Specific Task Forces – Community Center

TBD
TBD

Admin. - TBD
Finance - TBD

Parks & Rec. – TBD
Comm. Dev. – TBD

Bldg. & Grnds. – TBD
“Work Horse” Grp.

ICS
Rapp 

Strategies
TBD

TBD



Public Participants
(Membership of 6 – 8 Individuals)

Forming Project Specific Task Forces – Community Center

TBD
TBD

Owatonna public schools representative - TBD
Steele County representative – TBD
Park Board member/s TBD
Community Members
• Business leader - TBD
• Non-profit leader - TBD
• Chamber/Tourism representative – TBD
• Seniors
Associations
Others (?)

TBD
TBD



• Creation of Scenarios w/ Cost Estimates
• Work w/ Finance and City’s Financial Advisor to identify Tax Impact

Community Center Task Force – Defining the Scope

Project 
Scope

General Survey
• Gather all Input/Ideas from the Community – Hopes & Dreams

• Define “Community” – City, Townships, County
• Begin exploring Public / Private Partnership Opportunities

Review Community Input / Scenario Creation

Targeted Survey

Review Community Input / Scenario Revision

Refinement

Defined Project Scope for L.O.S.T. Ask
• Defined Scope that has Stakeholder Buy-In w/ Corresponding 

Budget, Tax Impact and Schedule
• Council has the necessary Information to submit to Legislature

• Survey looking to gather Information on Tax Impact Thresholds w/ 
Corresponding Scope of Project Scenarios

• Revise Scenarios / Create/Modify Scenarios w/ Cost Estimates based 
on Survey Results

• Work w/ Finance and City’s Financial Advisor to identify Tax Impact

• Council Work Session to review final Option(s) for Consideration
• Make necessary modifications to Final Scenario for Council Acceptance



20272025 2026

Proposed Community Center Timeline

MARCH
2024

ESTABLISH COMMUNITY 
CENTER TASK FORCE

• IDENTIFY MEMBERS
• KICK-OFF MEETING

PUBLIC SAFETY TASK 
FORCE COMPLETES WORK

• VISIT EXISTING FACILITIES
• EVALUTATE SITE(S)
• DEVELOP SCENARIOS

APPROVAL BY COUNCIL

• FINALIZED ASK FOR LOCAL OPTION 
SALES TAX IS APPROVED BY COUNCIL

3/6/24 PRESENTATION AT 
COUNCIL WORK SESSION

• PRESENTATION OF 

4/18/24 STEERING COMMITTEE 

• PRESENT PLAN FOR 
MOVING FORWARD

• REVIEW TASK FORCE 
RECOMMENDATIONS

• REVIEW TIMELINES

APRIL
2024

MAY/
JUNE
2024

JUNE – OCTOBER 2024

COUNCIL WORK SESSION

• REVIEW PROPOSED LOST
• SCOPE
• BUDGET / FINANCING
• SCHEDULE

NOVEMBER
2026

VOTE BY PUBLIC ON LOST PROPOSAL(S)

• DESIGN TEAM SELECTION
• BEGIN PROPERTY ACQUISITION 

PROECESS (IF NECESSARY)
• XXXX

DEC.
2025

2025 LEGISLATIVE SESSION

• LEGISLATURE WILL REVIEW REPORT(S) ON LOCAL SALES TAXES
• FIRST OPPORTUNITY TO DISCUSS MODIFICATIONS TO L.O.S.T.

• MORITORIUM AUTOMATICALLY LIFTS AFTER THE END OF THE 2025 
LEGISLATIVE SESSION

• NO ACTION REQUIRED UNLESS THE LEGISLATURE WANTS TO DISCUSS 
LOST PROPOSALS IN 2025.

JANUARY –
MAY 2025

2026 LEGISLATIVE SESSION

• EVALUATOIN OF ASKS AND 
APPROVAL OF L.O.S.T. PROPOSALS

JANUARY –
MAY 2026

2024 LEGISLATIVE SESSION

• MORITORIUM ON LOST
• NO L.O.S.T. PROPOSALS CAN BE CONSIDERD BY THE LEGISLATURE
• NO CITY/COUNTY CAN PASS A RESOLUTION ASKING FOR A SALES 

TAX AUTHORITY

2024

NOV. 
2025

INFORMATIONAL CAMPAIGN

• LAUNCH OF MICRO SITE
• PUBLIC INFORMATIONAL 

FORUMS

PUBLIC ENGAGEMENT / INPUT

• SURVEYS
• OPEN HOUSES
• OTHER

ONBOARD ARCHITECT FOR RENDERINGS / GRAPHICS

LEGISLATURE 
APPROVES CITY OF 

OWATONNA’S LOCAL 
OPTION SALES TAX 

ASK



20292027 2028

Proposed Community Center Timeline

SD
DD

CD
BD

CONSTRACTS & PROCUREMENT

• AWARD BIDS
• OBTAIN P&P BONDS, INSURANCE 

FROM CONTRACTOR(S)
• REVIEW SHOP DRAWINGS
• PROCURE CONSTRUCTION 

MATERIALS & EQUIPMENT

DESIGN

• SCHEMATIC DESIGN (SD)
• DESIGN DEVELOPMENT (DD)
• CONSTRUCTION DOCUMENTS (CD)
• BIDDING (BD)

FEBRUARY 2025 – AUGUST 2029

CONSTRUCTION

• PHASED PROJECT TO 
ACCOMMODATE ADDITIONS / 
RENOVATIONS THAT ALLOW THE 
EXISTING FACLITY TO REMAIN IN 
OPERATION.

AUGUST
2029

SUBSTANTIAL 
COMPLETION

• IDENTIFY MEMBERS
• KICK-OFF MEETING

PRE-DESIGN

• DESIGN TEAM SELECTION (IF THIS 
DIDN’T OCCUR EARLIER IN PROCESS)

• BEGIN PROPERTY ACQUISITION 
PROECESS  (IF NECESSARY)

• XXXX

DEC. –
JAN.
2025

NOV. 2025 -
FEB. 2026

FEBRUARY – OCTOBER 2027

PROPERTY ACQUISITION

• COMPLETE PROPERTY 
ACQUISITION PROECESS  
(IF NECESSARY)



STAKEHOLDER ENGAGEMENT

ICS utilizes ThoughtExchange, our 
AI-driven survey tool, to engage 
stakeholders about their thoughts 
on current facilities and to identify 
and prioritize facility needs from 
the building user’s perspective.





AI DRIVEN REPORTING –EXAMPLE CITY of OWATONNA



REFERENDA EXPERIENCE IN MN

• ICS collaborated with approximately 
100 local government units across the 
state of Minnesota in the last decade on 
referendums.

• We are the leading referendum-
experienced firm in the state of MN.

• ICS is ready to help you develop a 
strategic communications plan that is 
informative, relevant, and engaging, 
create a coalition of support, and 
execute the communications plan and 
stay proactive



OVER $5.4 BILLION
in successful voter-approved 

referendums in the last decade combined.



Success Stories and a Glimpse of Strategic Communications

PO



DELIVERY METHODS

ICS works with you to find the 
best delivery method for your 
project. 

• Program management

• Owner’s representation

• Construction management as 
agent

• Construction management at 
risk 

• Design-build with GMP



Owner’s Representative (Single Or Multiple Prime) Delivery Model



Construction Management Delivery Model



Program Management Delivery Model



STAY CONNECTED

ics-builds.com

ICS Consulting, Inc.

@icsconsultinginc

@ics_consulting_



Stay Connected with ICS

/ @icsconsultinginc

/ ICS Consulting, Inc.

/ ics-builds.com

/ @ics_consulting_



QUESTIONS?



We’re passionate about helping you 
plan for the future. When it comes to 
facility planning, we understand there’s 
a lot involved, and we know there may 
not be an effective tool for doing that. 
That’s why ICS created an innovative 
online tool for our clients’ planning 
needs – Capital Improvement 
Planning 360. 

Our tool allows you to create and 
manage your plan while taking the 
necessary steps now to implement 
future changes. 

OUR CAPITAL PLANNING 
SOFTWARE



Web-Based Program with Secure Login and Data Retention



General Information and Contact Information



Comprehensive Facilities Information



Generate Useful Reports



Graph Facilities Needs vs. Allocated Funding
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