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on the agenda, we may limit an individual’s speaking time to 3 minutes. If 
time permits, we may allow you one additional time period to provide new 
information. 

 
6. Please be respectful of the board, speakers, and your neighbors. 

 

Again, thank you for attending. 

Nathan Skibbe 
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1. Introduction  

Alpena, Michigan, is a town located 242 miles north of Detroit, Michigan. The last 

calculated census estimates the Alpena population at approximately 9956 residents as 

at 2019 (US Census Bureau, 2019) with a median age of 48 years. The greater Alpena 

city area is divided between the Alpena charter township and Alpena city municipalities. 

The Alpena Charter Township (ACT) covers an area of 104.9 square miles (Fig 1). Fire 

department responsibilities include the Maple ridge district, with expands Alpena 

Township Fire Department service responsibilities to approximately 120 square miles.   

  

   Fig 1: Alpena Carter Township Zoning Map 
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Due to the geographical dispersion of this area, the average population density within 

the ACT area is only 86 persons per square mile in comparison to the Alpena city area 

of 1233 persons per square miles (Hilberg Thomas, 2017). The same report shows that 

ACT comprised of 4907 housing units as at 2010, in comparison to Alpena city`s 5278.   

2. Background information regarding the Alpena Charter Township Fire 

Department Intervention  

In 2016 the ACT planning commission launched a project to gather data regarding the 

future of the ACT. This report, known as “The Alpena Township Master Plan of 2017” 

(Hilberg Thomas, 2017), surveyed the opinions of township residents with the ultimate 

goal of maintaining and improving the quality of life for ACT residents. 

From the above survey, residents ranked concerns over fire services as the 6th most 

important issue out of a list of 42 items. 

Historical data reveals that concerns over the ACT Fire Department (ACTFD) started in 

2015. In 2015 an ACTFD committee was established to ensure improved oversight over 

the ACTFD. The fire chief position was created and filled at the start of 2016. In 2016, 

ACTFD concerns included fiscal sustainability, financial auditing and the breaking down 

of relations between firefighters and the newly appointed fire chief. The first fire chief 

resigned in April 2017 and his deputy chief was appointment as new fire chief soon after. 

Available information regarding the 2017 to 2020 interlude did not reveal signs of self-

correction and in 2020 the ACT board of trustees began talks to outsource fire services 

to the Alpena City Fire Department.  

During these unofficial negotiations with the Alpena City Fire Department staff morale at 

the ACTFD deteriorated to the point that by the beginning of 2021, the ACTFD had 

suffered the attrition of most of its qualified Emergency Medical Services staff and full-

time Fire Fighters. The limited availably of staff led to the suspension of non-emergency 

transfers (the only income generating section within the ACTFD).  



Page | 7 

 

During an ACT council meeting in April 2021, the “outsourcing agreement” from the 

Alpena City Fire Department was officially tabled to the ACT council and against all 

expectations ACT trustees voted against this outsourcing. Trustees in turn voted for the 

re-structing and re-building of their own Fire Department.  

At present, the ACTFD is a licensed basic life support agency that is registered with the 

Michigan department of health and human services (licensure number 041010). This 

licensure allows the township to legally operate its emergency services in a first 

responder capacity.     

Against this backdrop, the Organizational Development Consultant, Ryno Scholtz, saw 

these developments and offered to assist with this restructuring as an unpaid volunteer. 

The main purpose of the consultant would be to gather and analyze data regarding the 

current status quo of the ACTFD and to advise the board of trustees regarding any 

barriers to efficiency and sustainability at the fire department. This mandate, and the 

obligations of the consultant and client organization, was outlined in a “memorandum of 

understanding” signed and dated on the 10th of July 2021.   

3. Problem Statement  

The 2001 terror attacks have re-asserted the role of fire services worldwide. Post “9/11” 

reviews of New York City`s firefighting capability and the importance of strategic 

planning and leadership within fire departments, was documented in the Mckinsey report 

in 2002 (Cohen & Eimicke, 2012). In the immediate aftermath of 911, government 

funding boosted fire department spending and training. However, this funding seemed to 

wane over time, and emergency services such as fire departments are now under 

pressure to provide high quality services at reduced costs to municipalities (Degel et al., 

2013). Within the United States, organizations constantly compare and weigh fire 

response options in terms of the effectiveness and cost of volunteer and full time fire 

stations, with no clear conclusion (Rose, 2014). Due to these global trends, fire service 

restructurings seem to be on the increase with large city councils and fire service unions 

at odds over these changes (Schaefer, 2021). Fire department restructurings are rather 

complex due to the uniqueness of each fire department and its operational mandate. 
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Competing mandates of providing good service, whilst reducing costs seem to be a 

common challenge for most fire departments (Rehmann & Robson, 2007).         

Within the ambit of giving its residents the best possible service that taxes may afford, 

the ACT opted to in-source but restructure its current fire services in lieu of a seemingly 

“easier” option of outsourcing this important function.  

Within this context, the following problems have been identified: 

• What is the current status quo within the ACTFD? 

• What are the current barriers to efficiency and sustainability?  

4. Research Design 

A mixed methods research design was used with the aim of investigating and reporting 

on the current status quo at the Alpena Charter Township Fire Department, and to 

identify possible barriers to efficiency and sustainability.   

4.1 Research approach  

A convergent parallel mixed methods research approach was used to combine 

qualitative and quantitative data, to identify trends within this organization that would 

allude to the current climate within the organization. The results were then incorporated 

into a leadership, change and performance model called the Burke-Litwin model, to 

understand the results and diagnose possible opportunities and threats within the 

organization.  

4.2 Participants 

This small study population included 7 trustees from the Alpena Charter Township board 

of trustees (3 full time employees/trustees and 4 elected trustees), 4 full time firefighters 

(including the fire chief, lieutenant and 2 fire fighters) and 4 ex-firefighters (2 captains 
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and 2 lieutenants). Of the current full-time firefighting staff (excluding the fire chief), all 

were white males of ages ranging from 21 years old to 33 years old.  

A probability sampling method was used to identify relevant participants from the 

ACTFD, such as the trustees (management component) and full-time fire fighters 

(current and ex- staff members), that could undertake the assessment measures and 

qualitative surveys. This meant that all participants had an equal opportunity to be 

selected.  

4.3 Statistical Analysis 

For the purpose of this study, mean scores were used to draw inferences from the 

quantitative results. A mean value can be defined as a measure of central tendency, 

where sum of all scores are divided into the number of scores (Tredoux & Durrheim, 

2008).  

Due to the high volume of data, only the top and bottom scores of each measure will be 

interpreted.  

The diagnosis included the analysis of various data streams such as surveys, interviews, 

statistical data, historical meeting minutes and general ledger information. The analyzed 

data was then arranged into theoretical constructs that enabled the linking of the results 

to an organizational change model and recommendations.  

5. Quantitative Data  

5.1 Staff Satisfaction Assessment  

Employee satisfaction has been described as the extent to which an individual`s desires 

and needs are met within an organization (Townsend, Sundelowitz & Stanz, 2007). More 

specifically, job satisfaction involves cognitive, affective and evaluative reactions that 

have a positive emotive state as a result of a positive appraisal of an individual’s job 

experience (Luthans, 2011). The individual’s experience related to work itself, 

remuneration, promotions, supervision, work teams and working conditions will all have 
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an influence on an individual’s satisfaction levels. In reference to organizational aspects, 

organizational commitment has been described as a strong desire to remain a member 

of an organisation and the willingness to exert high effort levels on behalf of the 

organisation (Luthans, 2011).  

Research has found that a circular relationship exists between employee satisfaction, 

retention, customer satisfaction, loyalty and an increase in profit (Mochama, 2013). 

Employee satisfaction is closely related to job satisfaction and the decision of an 

employee to stay with an organization. Research indicates that an inverse relationship 

exists between job satisfaction and turnover (Martins & Martins, 2014).  

The anonymous “Best Companies Group” employee engagement and satisfaction 

survey was used to assess the employee climate at the ACT Fire Department. The 

survey dimensions included intra-organizational aspects such as culture, 

communication, leadership, relationships with supervisors, training and development 

opportunities, compensation and the work itself.  The 86-item survey comprised of 

multiple-choice and open-ended questions. 1 Item (name your department) was 

excluded as all participants in this survey were from the same department (fire 

department).  

The multiple-choice answer options were on a 5-point Likert scale, with the least 

favourable item rating “disagree strongly” and the most favourable item rating “agree 

strongly”. For the purpose of statistical analysis, the Likert scale scoring system assigns 

the following rating scores to the answer options: 

Agree strongly = 5  

Agree somewhat = 4 

Neutral = 3 

Disagree somewhat = 2 
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Disagree strongly = 1 

6. Qualitative Data 

According to seminal sources, the purpose of an organizational diagnosis process is to 

understand an organization in its own terms, and not to simply impose a pre-existing 

notion onto an organization (Alderfer, 1980). To this effect, qualitative data such as 

documents, reports, historical accounts and other data sources can be used to 

triangulate and expand on quantitative data (Martins & Coetzee, 2009).  

In terms of this project, qualitative data sources included a leadership views 

assessment, ex-employee exit interview, official trustee meeting minutes from 2012 to 

2021, focus group discissions between trustees and firefighters, newspaper articles, 

financial documentation such as general ledgers and budgets, staffing rosters, one-on-

one meetings with trustees, staff and the fire chief as well as call reports from the county 

911 emergency center. 

To avoid possible bias, all qualitative data generated from focus groups or one-on-one 

meetings was used in amplification of confirmed or quantitative data. Wherever this was 

not possible, multiple qualitative data sources were used to corroborate data.  

6.1 Alpena Charter Township Trustees: Fire Department views 

The Alpena Charter Township trustees form the leadership and decision-making 

element of the participating organization. Therefore, it was crucial to assess the views 

from the leadership element of the organization, regarding the restructuring process of 

the Fire Department.   

Leadership has been the source of many discussions and no single definition of 

leadership would be possible. Leadership can be described as the ability of an individual 

to align others with a common goal and to empower team members to take the actions 

needed to reach these goals (Luthans, 2011). Two main types of leadership have been 

identified: 
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Transformational leadership: This form of leadership can be associated with 4 styles 

of leadership behaviours (Vrba, 2007) which are  idealised behaviours (expression of 

leadership values and beliefs), inspirational motivation (communication of shared 

organizational goals), intellectual stimulation (using previous assumptions to solve 

current problems) and individualised consideration (leader shows empathy and treats 

subordinates like individuals).  

Transactional leadership: This form of leadership is associated with leadership 

behaviour that focuses on the content-reward leadership style (use of goal settings to 

clarify expectations and rewards for meeting objectives) and active management by 

exception (detecting mistakes and correcting when something goes wrong) or 

management by exception (waiting to act until mistakes can no longer be avoided).   

Transformational leadership has been considered as a more emotionally intelligent 

leadership style in comparison to transactional leadership, and as such transformational 

leaders tend to focus on intrinsic motivation, whilst transactional leaders focus on 

extrinsic rewards  (Huysamen et al., 2003).  

In terms of this project, a 6-item survey was used to assess the leadership (ACT 

trustees) views in relation to the task of restructuring the ACTFD. These items included 

5 multiple choice questions and 1 open ended question.  This assessment did not assign 

a rating score like the staff satisfaction survey.   

6.2 Ex-firefighter exit interview survey  

Employees leave organizations for a variety of reasons. Consequences of employee 

turnover include direct costs of recruiting, training and re-equipping new employees, as 

well as in-direct costs such as a loss in production, slow performance increase of new 

employees, lowered moral of remaining employees and the negative interpretation of the 

exit for remaining employees (Feinberg & Jeppeson, 2000). Assessing these exit-trends 

provide valuable information when diagnosing current and future problems within 

organizations (Soerjoatmodjo, 2016).  
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An anonymous exit-interview exit interview was sent to full time firefighters who left the 

employ of the ACTFD within the last few years. This anonymous 6-item survey included 

multiple choice and open-ended questions.  

6.3 Event history report from the county emergency center (911 reports)   

The 2016-2021 event history for the Alpena Township Fire Stations (North and South) 

were obtained from the county 911 emergency contact center.  

6.4 Interviews with the ACT supervisor, current fire chief and township clerk  

Interviews were conducted with the current ACT supervisor, Mr. Nathan Skibbe, the 

current fire chief, Mr. Dave Robbins, as well as the ACT clerk, Mrs. Michele Palevich. 

Interviews were focussed on current ACT vision/mission areas, policies, procedures, 

organizational cultural aspects, historical information, asset information and other 

operational aspects of the ACTFD.  

6.5 Focus group discussion with fire fighters, paid on call firefighters and 

township trustees 

An open forum focus group discussion was attended by 3 trustees from the ACT board, 

fire-chief, full time firefighters and paid on call firefighters associated with the ACTFD. 

Topics ranged from improved communication to policy and procedure discussions.   

6.6 Financial information 

ACTFD budgets (projected income and expenses for 2021 financial year) were received 

for review. This data assisted in projecting financial sustainability and to identify possible 

threats and opportunities.  

6.7 Historical ACT meeting minutes (2012 – 2021)  

Reviewing of historical ACT meeting minutes between 2012 (first electronically 

published meeting minutes) and 2021 will assist in identifying fire department related 
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trends. This information will also assist in assessing the leadership climate and 

relationships between the ACT and FD.  

7. Change Model 

Organizational development interventions should usually start by diagnosing existing 

cultures in line with the business strategy. This diagnosis phase includes collecting, 

analysing and drawing inferences from data, by using different perspectives and 

diagnostic approaches (Cummings & Worley, 2005). Some of the more prominent 

organizational diagnostic models are summarised as follows (Martins & Coetzee, 2009): 

Weisbord model: This model is well-known and easy to explain. It does however not 

show interdependencies clearly.  

Galbraith STAR model: This model is systematic, but does not include the external 

environment as an influence.  

McKinsey seven-S model: This model explains why renewal is a 

complex set of processes. Too simplistic however.  

Burke–Litwin model: This model explains linkages and distinguishes between the role 

of transformational and transactional dynamics in and organization. This model is 

complex, but offers unique insights into organizations where problems are complex.  

Important criteria in selecting a diagnostic model include the consultant’s knowledge on 

the available models, as well as the knowledge and skill set of the practitioner. The 

diagnostic model and its capabilities should also fit the client organizations culture and 

needs.  

The Burke-Litwin model approach was used by this consultant due to its versatility in 

articulating data within the context of organizational performance and change. This 

model also fit the client organizations` needs in this intervention. This model also 

reported as showing cause and effect relationships among organizational factors 
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(Martins & Coetzee, 2009). The main strength of this model also seems to be its ability 

to report on and explain the differences between transformational (change) and 

transactional variables (organizational outputs), as well as linking the internal and 

external organizational environment to the process of organizational change (practices, 

systems climate, interpersonal relationships) (Spangenberg & Theron, 2013).  

The Burke-Litwin model also has disadvantages. This model is also considered complex 

and data gathering and the time and cost factors of using this model should be 

considered careful prior to utilization. In consideration of the long-standing problems 

faced by the ACTFD (and large amounts of data that preceded the current status quo), it 

was anticipated that this diagnostic process would take many months to complete. 

However, due to the critical staffing shortage experienced by the ACTFD as at June 

2021, and the important mandate performed by the organization, this intervention was 

urgent.  

The Burke-Litwin diagnostic model presents results under the following dimensions 

(Spangenberg & Theron, 2013).  

Transformational dimensions: External environment (markets, legislation, competition 

and economy), mission and vision (reasons for the organization`s existence, change 

factors in adjusting to the external environment), leadership (behaviour of senior staff, 

perceptions of lower staff of these behaviours, and the general top down approach), 

organizational culture (the way things are done at the organization) and performance 

(individual and organizational performance, measurable outcomes, salaries, benefits 

etc.).  

Transactional dimensions: Structure (what structural changes have taken place and 

the effects of these changes), management practices (how management uses human 

and other resources, professionalism, planning etc.), work unit or departmental climate 

(perceptions of the immediate working environment), task requirements and individual 

skills (skills needed to adapt to changes from top leadership), individual needs and 

values (team member fit and needs of team members), employee motivation (individuals 
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vs organizational goals), equipment and environment (internal environment and physical 

facilities). 

These dimensions are all linked and there is therefore interconnectedness of the entire 

structure.  

8. Results 

8.1 Quantitative Data Results 

8.1.1 Staff Satisfaction Assessment  

The staff satisfaction assessment was completed by 3 of the current 4 full time 

firefighters. The fire chief is currently serving his termination notice, and was left out of 

the assessment to avoid false negative results. It should be noted that although the 

response rate was 100% of the current full-time firefighting team (with the exclusion of 

the chief), a sample of only 3 participants is too small to draw statistically sound 

inferences from. The consultant personally administered the assessments to ensure 

anonymity and to reduce cross contamination (internal and external influences) in the 

scoring. The participants completed the assessments at the same time with spacing of 

at least 2 meters apart. Questions were clarified by the consultant during the process.  

The main findings (presented in table 1 with item and calculated mean scores for each 

item) of the assessments were as follows:  

Item and item section 
Mean 
scores 

Overall, I am very satisfied with my employer: 2.0 

    

The organization’s corporate culture and communications:   

I understand the long-term strategy of this organization 2.3 

I have confidence in the leadership of this organization 1.7 

The leaders of this organization care about their employees’ well being 1.3 
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Senior leaders live the core values of the organization 2.3 

The leaders of this organization are open to input from employees 1.3 

    

This organization’s leadership:   

This organization’s corporate communications are frequent enough 3.0 

This organization’s corporate communications are detailed enough 2.3 

This organization effectively communicates its progress towards meeting departmental goals 2.0 

I have a good understanding of how this organization is doing financially 3.7 

I can trust what this organization tells me 2.3 

This organization treats me like a person, not a number 1.3 

This organization gives me enough recognition for work that is well done 2.0 

Staffing levels are adequate to provide quality products/services 1.0 

Quality is a top priority with this organization 2.3 

Safety is a top priority with this organization 2.3 

I believe there is a spirit of cooperation within this organization 2.0 

My employer enables a culture of diversity 2.7 

This organization makes a strong effort to minimize discrimination 2.0 

I like the people I work with at this organization 3.0 

At this organization, employees have fun at work 2.7 

I feel I can express my honest opinions without fear of negative consequences 1.7 

Changes that may affect me are communicated to me prior to implementation 1.0 

    

Your role within this organization:   

I like the type of work that I do 4.7 

I am given enough authority to make decisions I need to make  2.7 

I believe my job is secure 1.3 

Deadlines at this organization are realistic 2.7 

I feel I am valued in this organization 2.0 

I feel part of a team working toward a shared goal 2.7 
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I am able to maintain a reasonable balance between work and my personal life  3.0 

My job makes good use of my skills and abilities 3.7 

I have a clear understanding of my job role 3.7 

I understand the importance of my role to the success of the organization 4.0 

Most days, I feel I have made progress at work 3.7 

    

Your work environment:   

My physical working conditions are good 4.0 

My general work area is adequately heated/cooled 4.7 

There is adequate noise control to allow me to focus on my work 4.3 

My workspace has adequate privacy for me to do my job 4.3 

I feel physically safe in my work environment 3.7 

    

Your relationship with your immediate supervisor:   

My supervisor treats me fairly 5.0 

My supervisor treats me with respect 5.0 

My supervisor handles my work-related issues satisfactorily 4.0 

My supervisor handles my personal issues satisfactorily 4.7 

My supervisor acknowledges when I do my work well 5.0 

My supervisor tells me when my work needs improvement  4.7 

My supervisor is open to hearing my opinion or feedback 4.7 

My supervisor wants me to develop to my fullest potential 5.0 

I feel I can trust what my supervisor tells me 4.7 

    

Training, development and resources:   

This organization provided as much initial training as I needed 3.0 

This organization provides as much ongoing training as I need 3.0 

This organization provides the technology, equipment and resources I need to do my job well 3.3 

The computer or other hardware I use to do my job is dependable 2.3 
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The software and program applications I use to do my job are adequate 3.7 

Technology issues are resolved in a timely manner 1.7 

Technology issues affecting my work are communicated to me in a timely manner  3.3 

This organization helps me pursue a career path that aligns with my skills and interests 4.0 

This organization encourages me to develop professionally and/or acquire new skills  2.7 

If I do good work, I will be rewarded 2.7 

    

Pay and Benefits:   

My pay is fair for the work I perform 1.3 

Overall, I'm satisfied with this organization’s benefits package 3.3 

    

Specifically, I'm satisfied with the:   

Amount of vacation (or Paid Time Off) 2.7 

Sick leave policy 2.3 

Amount of healthcare paid for 2.3 

Dental benefits 2.0 

Vision care benefits 2.3 

Retirement plan benefits  3.0 

Life insurance benefits 3.3 

Disability benefits 3.3 

Tuition reimbursement benefits 2.3 

    

Overall feelings about your employment experience:   

Most days, I look forward to going to work 4.0 

My job provides me with a sense of meaning and purpose 4.0 

I am proud to work for this organization 3.7 

I feel this organization has created an environment where I can do my best work 3.0 

I am willing to give extra effort to help this organization succeed 4.3 

I plan to continue my career with this organization for at least two more years 3.7 
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I would recommend this organization’s products/services to a friend 3.3 

I would recommend working here to a friend 2.7 

Table 1: Staff satisfaction assessment results  

 

 

Fig 2: Staff satisfaction assessment results graph 

As evident from table 1, employees were most satisfied with their relationship with their 

line manager, as well as their actual work and their immediate work enviornment. 

Dissatisfaction levels were highest for overall satisaction with the employer, the 

organizational leadership (ACT) and communication sections.   

A more detailed disussion regarding positie and negative employee satisfaction results 

will be presented in the Burke-Litwin model below.  
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8.2 Qualitative Data Results  

8.2.1 Leadership assessment: views regarding the Fire Department restructuring  

The assessment of leadership views regarding the restructuring of the ACTFD was 

completed by 6 of the 7 ACT board members. Notable results were as follows: 

87% of respondents felt that the ACT board had no clear vision and mission across all 

departments. In terms of the Fire Department restructuring, board members were 

divided about the exact reason for the restructuring. 33% of trustees felt the Fire 

Department was not financially viable, whilst 50% of trustees felt that the fire department 

needed to generate more funds.  The remaining 17% (1 respondent) felt that the Fire 

Department had a range of causal factors including the above reasons, as well as the 

pressure from the external factors such as Covid-19, poor skills and disciplinary issues.  

87% of board members felt that the ACT did not have adequate systems in place to 

keep the Fire Department accountable.  67% of board members felt that outsourcing the 

Fire Department was not a viable option. Interestingly, 67% of the board noted that the 

main barriers to a successful Fire Department restructuring was actually at a leadership 

level, and 33% of respondents specifically mentioned that board resistance to a 

successful restructuring would hamper success.  

8.2.2 Ex-Employee Exit Interview  

The exit interview was sent to ex-firefighters that left the organization in the last few 

years. 4 male participants, between the ages of 45-64 years, completed the anonymous 

interview. The ranks of participants included captains and lieutenants. The seniority of 

the participants is noteworthy.  

Positively, 75% of respondents said that the internal culture within the FD, as well as the 

work itself was the most enjoyable part of their work. Other notable positive remarks 

were that employees enjoyed shift work and opportunities for further advancement. 

Furthermore, only 25% of ex-employees said they would not return in future. 
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Results revealed that 50% of the ex-employees left the ACTFD due to job insecurity and 

50% left due to conflict with the ACT township board of trustees. More specifically, 

conflict with the ACT supervisor Mr.Skibbe was mentioned. In general, open-ended 

feedback from the participants painted dissatisfaction with and lack of confidence in the 

board of trustees from the ACT.  

8.2.3 Event history report from the county emergency center (911 reports)   

This data was received from the county 911 office. This data therefore excludes any 

calls made directly to the fire department. These reports reveal that the combined fire 

and emergency medical service calls for the ACTFD (north and south stations) was 

5804 during the period from 2016 to 2021 (5 years). This is an estimated 1161 

emergency calls (runs) per year, broken down into an average of 3 calls per day 

between both stations. In an attempt to corroborate this call data, the consultant 

requested run reports from the ACTFD directly.  

Vast discrepancies were observed between ACTFD and the 911 emergency center call 

reports. For example, according to the ACTFD total runs for 2018 and 2019 was 2414 

and 2183 respectively. This equates to an average of 2299 runs per year and 6.3 runs 

per day (more than 200% the rate that the county 911 emergency center recorded). For 

the sake of clarity, the 911 emergency center data was preferred by the consultant to 

ensure data consistency.     

The detailed breakdown of calls by type and station (Fig 2-5) is shown below: 

EMS Calls: 

The ACTFD North Station received and responded to a total of 2457 EMS calls during 

the period from 2016-2021 (average of 1.3 calls per day). Of these calls, the most 

frequent types of complaints were classified as “falls” (20%), “sick” (18%) and “unknown 

medical calls” (17.5%).  
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Fig 3: ACTFD North station EMS calls 

In comparison, the ACTFD South Station received and responded to 2645 EMS calls 

during the same 5-year period (average of 1.45 calls per day). The ACTFD South 

Station therefore showed a 7% higher EMS call rate compared to the north station.  
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Fig 4: ACTFD South Station EMS calls  

Fire Calls: 

The ACTFD received and responded to 702 fire and safety related emergency calls 

during this 5-year period (2016-2021). Of these calls, 370 calls were related to the North 

Station (0.2 calls per day), with 125 of these 370 calls (34%) related to actual fires.  

 

Fig 5: ACTFD North Station fire calls 

In comparison, the South Station received 332 fire and safety related calls (0.18 calls 

per day) with 118 of these calls (36%) related to actual fires. 
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Fig 6: ACTFD South Station fire calls  

These call reports reveal that majority of ACTFD calls are EMS calls (88%) and that the 

combined EMS and fire average call rate per day is approximately 1.5 for the North 

Station and 1.6 for the South Station.  

Statistically, the busiest times of the day was between 11 am and 11 pm, with 69% of all 

calls taking place during this time (see below fig 7).  
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Fig 7: Call volume and time of day  

This information may provide strategic opportunities in managing limited resources.  

8.2.4 Management interviews with ACT supervisor, fire chief and township clerk  

The consultant interviewed the ACT supervisor, Mr. Nathan Skibbe, the current ACT fire 

chief, Mr. Dave Robbins and the township clerk, Mrs. Michele Palevich during separate 

meetings.  

The purpose of these interviews was to gather information regarding the strategic focus 

of the leadership element at the ACT, as well as to gain knowledge regarding policies, 

procedures and the organizational climate within the organization.  

During these interviews it was clear that the ACT leadership element were all equally 

invested in the Alpena Township. At no stage did the consultant sense that either of 

these leaders were not interested in the lasting success of the Alpena Township or the 

health and safety of its residents. All parties were very willing to assist with knowledge 

and information and welcomed an outsider into the organization. Information was made 

available whenever possible and the consultant felt that he had unrestricted access to 

the organization.  

During these interviews it seemed that there were competing ideas as to the future of 

the ACTFD. The consultant also could not gather whether there was a detailed and clear 

strategic plan regarding the fire department. This observation was corroborated by 

various sources of information such as the staff satisfaction, leadership view 

assessments and other focus group meetings.  

The deficiency in strategic plan also seemingly led to a lack of procedural clarity in ACT 

departments. As an example, no organogram, performance management plan or assets 

register currently exists for the fire department.  
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8.2.5 Focus group discussion with fire fighters, paid on call firefighters and 

township trustees 

A 2-hour long open forum focus group discussion was attended by 3 trustees from the 

ACT board (acting as a sub-committee on behalf of the ACT board), the fire chief, full-

time firefighters and paid-on-call firefighters associated with the ACTFD on the 12th of 

July 2021. Notably the ACT supervisor was absent from such an important meeting. 

Topics ranged from improved communication to policy and procedure discussions.   

During these discussions the consultant was introduced to all parties present. The 

consultant made it clear that he would only observe during this meeting.  

The consultant observed that many firefighting staff (full-time and paid-on-call) were 

extremely passionate about their work. The calling experienced by these staff members 

led to heightened emotions and severe frustrations with the current state at the fire 

department. It was expressed by a number of fire department staff that they felt the fire 

department was a scape-goat due to political reasons. Furthermore, the ACT board was 

openly accused of breaking the fire department`s trust, and that “new policies were 

introduced to settle scores”. “A lack of communication from the ACT board” was another 

main concern for fire department staff. Conflict with the Alpena City Fire Department 

(dysfunctional relationship) was another area of concern for the fire department staff.  

Fire department staff were allowed to openly vent frustrations toward ACT board 

members and the fire chief seemed to display an avoidant conflict style toward this 

situation. Although much more assertive, the ACT trustees were very restrained, apart 

from a sharp retaliatory comment from one trustee, alluding to the poor leadership from 

the fire chief in that “fire department staff seemed to blame the board for poor 

communication, yet the fire chief had all the relevant information to keep staff informed”. 

Shortly after this moment the same trustee called the fire chief “insubordinate” in front of 

all present. At this stage frustrations from the trustees and fire department clearly 

reached a boiling point.  
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At this moment the consultant felt that it was prudent to give some feedback (as a 

neutral observer) and to re-focus the discussion. The consultant said that the sincere 

honesty shown by all parties was encouraging and that it seemed that progress was 

being made to re-establish trust between the parties. One fire department staff member 

interjected and voiced concern at the fruitless meeting. This was another sure sign of the 

level of frustration and “open aggression”.  

From a system psychodynamics perspective, this meeting (called the system for the 

purpose of psychodynamics) was very informative. System psychodynamics can be 

described as a group relations theory and this can be an extremely helpful paradigm 

when diagnosing organization, especially individual roles within a system or group 

(Fraher, 2004). As an example, in terms of group defences, the “we-ness” shown by the 

fire department staff and the ACT trustees was evident. The system seating 

arrangement was in a circular format. Fire department staff subconsciously positioned 

themselves one the one side of this circle and ACT trustees automatically occupied the 

opposite side of the circle. The consultant also observed remarkably closed body 

language such as folded arms from most participants. This style of behaviour can also 

be described as a “we-ness” and is seen as defensive coping behaviour in system 

psychodynamics (Barnard & Flotman, 2020). In this temporary system the consultant 

also saw the individual defence or “me-ness” from the fire chief. This withdrawal or 

emotional resignation from the chief would continue surfacing on a number of occasions.     

These observations established a clear group relations context for the current 

relationship between the fire department staff and the ACT board.  

8.2.6 Budget information 

ACTFD budgets (projected income and expenses for 2021 financial year) were received 

for review. This data assisted in projecting financial sustainability and to identify possible 

threats and opportunities.  

A millage is a system of tax calculation based on the value of a property. At present, 2 

separate fire department mileages (fire department and fire equipment) are allocated 
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within the ACT budget. The combined value of the millage is $772 700.00. Additional fire 

department budget shortfalls are covered by the ACT general fund, which is projected at 

$200 000.00 for the year of 2021.  

The medium-term goal of the ACT is to eliminate this general fund burden. Therefore, 

the current fire department income is currently limited to $772 700.00.   

The 2020 actual expenses totalled $1 232 926.58. These actual expenses included non-

emergency transfer expenses, which have been eliminated as of 2021.  

2021 Expenses are projected at $1 032 082.00. This shows a projected budget shortfall 

of $259 382.00.  

8.2.7 Historical ACT meeting minutes (2012 – 2021)  

Historical minutes from ACT trustee meetings are made public on the Alpena Charter 

Township website. The consultant perused these historic meeting minutes and extracted 

the following key points in relation to the ACTFD: 

• As at 2012 the ACTFD consisted of 3 fire captains and a paid-on-call contingent.  

• Throughout 2013-2014 equipment expenditure was over $500 000.00. 

• In 2015 ACT trustees formed a fire department sub-committee, shortly thereafter 

there was a rush to appoint a new fire chief due to morale problems under fire 

fighters.  

• In January 2016 a fire department restructure was tabled and approved by the 

ACT board. In March 2016 a fire chief and deputy-chief were appointed in 2016.  

• In November 2016 the new fire chief laid complaints against the firefighters for 

insubordination.  
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• In November 2016 Mr. Nathan Skibbe was appointed as ACT supervisor.  

• In April 2017 chief Osbourne resigns. Chief Robbins appointed as new chief.  

• In January 2018 a full audit is called regarding the fire department finances. 

Throughout 2018 a trend of “missing fire department finances” continue.  

• From 2019 to 2020 large equipment purchases include a “mini pumber” and 2 

new ambulances.  

• In November 2020 the “outsourcing agreement” with the Alpena City Fire 

Department is officially tabled. Shortly after ACT fire department staff start 

resigning and non-emergency transport services collapse due to insufficient staff.  

From the available historical information, it is clear that there was indecision and 

uncertainty regarding the “turn around” plan for the ACTFD mentioned in 2015. It is 

therefore extrapolated that the ACT saw the outsourcing of fire services to the Alpena 

City Fire Department as a logical solution to outsource this long-standing problem. The 

behind-the-scenes negotiations regarding this “outsourcing agreement” failed to remain 

behind the scenes. From the above information it is also clear that the “outsourcing 

agreement” negotiations led to the mass exiting of staff due to job uncertainty, feelings 

of betrayal in the firefighter group and subsequent sentiment by these staff.   

The public hearings into this fire department merger, and subsequent vote to retain the 

ACTFD seemed to briefly united the fire department staff. The lack in transformational 

leadership at various levels of the ACT board (from the township supervisor to the fire-

chief) seem to have led to a failure to capitalize on this temporary boost in morale. 

Momentum for any future restructuring will therefore need to be built from ground level. It 

is also doubtful that any future restricting or improvement of the ACTFD will be met with 

optimism.  
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9. Burke-Litwin Change Model: Alpena Charter Township Fire Department 

(ACTFD) 

The ACTFD diagnostic results can be summarised as follows:  

9.1 Transformational factors:  

9.1.1 External environment:  

The external operating environment for fire departments have changed drastically over 

the last twenty years. Within the United States, organizations constantly compare and 

weigh fire response options in terms of the effectiveness and  cost of volunteer and full 

time fire stations, with no clear conclusion (Rose, 2014). Due to these global trends, fire 

service restructurings seem to be on the increase with large city councils and fire service 

unions at odds over these changes (Schaefer, 2021). Fire department restructurings are 

rather complex due to the uniqueness of each fire department and its operational 

mandate. Competing mandates of providing good service, whilst reducing costs seem to 

be a common challenge for most fire departments (Rehmann & Robson, 2007).    

Low wages, dangerous work conditions, shift work and  low department funding drive 

the challenges to recruit and keep firefighters (Vock, 2018). Unions protect the interests 

of employed firefighters and the National Firefighting Protection association (NFPA) 

makes recommendations that guide unions and employers. These external elements 

add to the complications of managing a fire department.   

It was reported by ACT trustees that the ACT population was in fiscal contraction of 

between 2% to 3% per year (unconfirmed and unverified). The ACT board therefore 

need to be proactive in addressing the fire department restructuring to limit these risks. 

This external environment is seen as a direct driver of change within the ACTFD. 

Within the context of Alpena as a city, there seems to be a concerted effort by the local 

newspaper to undermine the ACTFD as figure 8 (below) demonstrated. Motives are 



Page | 32 

 

illusive, but the consequences are not. Furthermore, on more than a few occasions it 

was made clear that a toxic relationship exists between the township and city fire 

departments.  

 

Fig 8: Alpena news cartoon published 24th of July 2021 

This hostile relationship undoubtedly adds pressure to fire fighters and the ACT board, 

and may sway public opinion against the ACTFD and therefore decrease chances of 

securing votes for additional fire department funding millages. Furthermore, the ACT and 

firefighters are undermined by these peripheral politics. This external environment is 

seen as a significant threat that could manifest during a critical incident. The public 

relations threat is not a driver of change but poses a threat to proposed changes at the 

ACTFD.           

9.1.2 Mission and vision:  

Based on the available data, it was rather obvious that a clear mission and vision for the 

ACT and the ACFD was absent. The consultant found a mission and vision statement on 

the Alpena Charter Township website that dated to a 2017 strategic planning report 

(Hilberg Thomas, 2017). According to this report, the ACT strategic goal was to “provide 

services in an “efficient, environmentally respectful, fiscally responsible and caring 
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manner to meet the needs of the residents, property owners, business people and 

visitors”.  

The absence of a clear mission and vision within the ACT organization was corroborated 

by the survey data (leadership view survey and the employee satisfaction survey). 

During interactions with the ACT board members and fire department staff, the 

consultant did however sense that there was a natural alignment (a sense of calling) of 

each ACT representative with the duty of being at service to the Alpena Township 

residents.  

The absence of a clearly stated mission and vision (and by default also strategy) is 

reflected in the indecisiveness in decision making relating the fire department 

restructuring.  This restructuring was tabled in 2015, and after 6 years no visible change 

had taken place. No goal setting or timeline could be found for restructuring milestones. 

Recruitment initiatives have yielded no results since the start of 2021. No asset register 

could be presented as of July 2021.  

Furthermore, the ACT personnel committee initiated a vote of no-confidence against the 

current fire chief, during a period where the chief was one of only four permanent 

employees remaining. Although the fire chief could be seen as complicit in this void of 

strategic leadership, it is highly doubtful that the chief was the source of poor 

performance in the ACTFD, as this state existed prior to the chief being appointed. As 

indicated in the employee satisfaction survey, the chief was highly respected by the 

firefighters. Although the fire chief seemed to employ a “laissez-faire” leadership style, 

which would not yield any results during a restructuring phase of an organization, he 

would at least be seen as a stabilizing force with the remaining staff.    

This lack of clear mission, vision and strategy amplifies division and ambivalence in 

change strategies. As will be discussed later on, strategy along with leadership and 

human capital form the main foundations of any organization, especially organizations 

that operate in difficult external environments (Spangenberg & Theron, 2013).  
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After reviewing all relevant information, it seems that a main mission for the ACTFD 

should be to offer a high-quality product (fire and rescue) at the lowest cost that 

the ACT residents will be able to afford.  

9.1.3 Leadership:  

Leadership is defined as the process of influencing others to contribute to a greater goal, 

and in doing so leaders are expected to cultivate engagement and provide direction 

(Haslam et al., 2015). In terms of this organizational change model, leadership provides 

one of the three most important levers for successful change (along with vision and 

organizational culture). Literature on the topic of leadership paints a very clear picture; 

effective leadership is essential for success in any organization as leadership has 

proven to increase meaningfulness and productivity in work teams (Wu & Wang, 2015).   

Leadership related data from this process identified a key deficiency in the client 

organization. The organization`s leadership (senior leaders at ACT) scored an average 

of 2.2 out of 5 in the employee satisfaction survey. Fire department employees listed 

fear, a lack of trust and a lack of respect from the ACT leadership group as main 

concerns. In comparison to this, the same group of employees scored their line 

manager, chief Robins an average of 4.7 out of 5. Employees scored an average of 2.7 

out of 5 for organizational goals. These findings were corroborated by the ACT 

leadership views survey where 87% of respondents felt that there were no clear goals 

for the organization. 50% of ex-employees left the organization due to conflict with the 

ACT board.   

The above trends pose a very real threat to the restructuring process and future 

sustainability of the ACTFD. The lack of transparency and trust (as reported by the fire 

fighters) as well as the division and lack of goals within the leadership structure of the 

ACT are identified as major barriers to success for the restructuring process and the 

sustainability of the fire department.   
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9.1.4 Organizational culture:  

Organizational culture can be described as the beliefs, values norms, attitudes, 

expectations and behaviours of members within the same organization, and positive 

organizational cultures have been linked to higher work engagement (Pervashnee 

Naidoo & Nico Martins, 2014).  

Within the ACTFD employees reported feeling left out in decision making. These views 

are corroborated by employee satisfaction score of 1.8 out of 5 for the leadership 

communication section. This data was also corroborated by the focus group feedback. 

The consultant witnessed on numerous occasions that employees were resistant to 

small changes such as a change in expenditure procedure. It is doubtful that employees 

would resist such small changes if they understood that their smaller sacrifices could 

lead to an improved state at the fire department. This protection of the status quo could 

be a powerful factor in preventing successful change (Louw & Martins, 2004). 

How should we reduce these barriers to change? One simple strategy could be to focus 

on small wins (Elloker & Olckers, 2012). If the restructuring is to succeed, the ACT 

leadership group should adopt a top-down approach to smaller wins. During the focus 

group discussion with fire fighters and ACT board members, the color of paint became 

an issue of major contention.  

Smaller concessions such as the color of paint in the South Station staff room should be 

left to the employees (fire fighters). Micromanagement constructs creativity and 

innovation. This small win mentality will repair trust and fuel larger longer term change 

programs.  

9.1.5 Performance:  

At face value it seems that the ACTFD performs well. During the data gathering phase of 

this intervention, the consultant was witness to several calls and firefighters respond 

within seconds of being alerted. On one specific day, the consultant experienced an 

anomaly with 2 calls being received at the same time (1 motor vehicle accident and 1 

fire). Both emergencies were dealt with professionally and efficiently.   
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However, 911 call reports reveal that the average response time was 8 minutes and 30 

seconds, from the time that the call is made to the 911 dispatch center to the time of 

arrival of a first responder. This average was from 5804 calls received within between 

2016 to 2021 and includes all calls (24/7, 365). The protocol established by the NFPA 

standard 1710 is for EMS to arrive on scene in no less than 5 minutes for a minimum of 

90% of calls (NFPA Standard 1710, 2016). In terms of this benchmark, the ACTFD did 

not perform within the guidelines.  

Unfortunately, no performance management system or evaluation exists for any of the 

employees at the ACT. In addition to this, no key performance indicators could be found 

to measure performance of the ACT departments such as the fire department. This 

aspect ties in with the lack of goal and void of strategic planning experienced within the 

ACT. Without performance evaluations and key performance indicators it would be 

impossible to keep employees and even ACT board members accountable. It would also 

be impossible to track progress and the attainment of goals.   

9.2 Transactional factors 

9.2.1 Structure:  

There was no documented organizational structure (organogram) available for the 

ACTFD at the time of this intervention. The consultant assessed the current structure 

through management discussions. This structure seems traditional and hierarchical (see 

fig 9 below).  
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Fig 9: ACTFD Organogram  

The fire chief also did not have a set meeting or “one-on-one” with the ACT supervisor 

and just communicated with his superiors when necessary. The consultant’s 

assessment of the organizational structure within the ACTFD seemed to be very 

“relaxed”. The fire chief has seemingly adopted a laissez-faire management style in that 

certain unprofessional behaviours went unchecked. A laissez-faire management style 

can be described as a lack of innovation and therefore an investment in the status quo 

(VonBergen, 2012). Over time, this management style would have led to the strong 

status quo that has taken hold of the ACTFD. Although the employees are very satisfied 

with their chief`s relationship, the chiefs management style does not suit the current 

“crises” experienced at the ACTFD. The employee satisfaction survey also listed 

elements of this management style as a potential issue for the firefighters. “Resolving 

the employee`s problems effectively” was the lowest score in the “line manager 

relationship” section. This affirms the consultant’s perception that the employees also 

feel the need for stronger leadership in this time of crisis. Counterintuitive to modern 

leadership thought is the fact that an authoritarian leadership style remains best suited in 

times of crisis (VonBergen, 2012). The fire chief has since resigned and a new 

placement should be considered within this context.    

ACT Supervisor 

Mr. N. Skibbe 

Fire Chief 

Mr. D.Robins  

Lieutenant 

Mr. C. Stephens  

Firefighter 

Mr.M Benedict 

 

Firefighter 

Mr.L.Meissner 
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9.2.2 Management practices:  

The management structure of an organization provides the inner framework to support 

this vision and strategy (Spangenberg & Theron, 2013).  

For the purpose of this exercise, management practices would include communication 

style, policies, procedures, compensation systems and rewards. Poor communication at 

all levels of the ACTFD has already been identified. The long power distance in the 

organogram as well as the informal communication style between ACT leadership 

seems to “dilute” the information received at lower levels within the organization. During 

the focus group discussions employees complained about the lack of information they 

received. ACT trustees disputed this, saying that “they have been providing detailed 

information to chief Robins but that he is the missing link between the ACT and 

employees”.   

The lack of transparency in promotional decisions also drive a feeling of unfairness 

among employees. The current climate of low-trust will undoubtedly increase 

perceptions of unfairness. Due to the above, empowerment is generally perceived to be 

low at the organization. 

In terms of policies and procedures, it is clear that ACT is attempting to introduce 

improved controls in spending. Due to the low-trust environment these attempts at 

improvement are met with resistance and scepticism. Performance systems are non-

existent. Information regarding reward systems (firefighter of the year etc.) seems to be 

erratic at best. It seems that a “management by exception” style is present within the 

ACT board. This management style is a reactive management style where management 

would get involved only when things go wrong. This management style would further 

strain management-employee relations in this low trust and low-communication 

environment.  

Employees were not satisfied with employment benefits. The detail revealed that staff 

were dissatisfied with actual pay, not the entire benefit (benefits scored 3.3 out of 5 in 

the staff satisfaction survey). Some adjustments to actual pay would be welcome in the 
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benefits area. However, higher compensation will not necessarily motivate employees. 

Monetary gains remain a “demotivator” when insufficient, but does not motivate staff 

once perceived benefits are adequate (Griffith, 2014).       

9.2.3 Work environment:  

An urgent need for more staff was noted. This low-staff environment will compromise 

morale as time passes. The current physical work climate was reported as positive. The 

employee satisfaction survey reported an average score of 4.2 out of 5 for the work 

environment. The strong internal “camaraderie” within the employee work team 

undoubtedly also ads positively to this sentiment. Regardless of problems experienced, 

the employees report that they are willing to go the extra mile to ensure success for the 

organization. This is a positive aspect that can be built on.  

9.2.4 Individual skills and task requirements:  

The skill and task requirement aspect of the ACTFD is another area of strength.  

Employees report a generally high job satisfaction (work itself) and believe that they 

have adequate skills to perform well. Overall sentiment is that the organization provides 

adequate training and development opportunities and that they are aligned with their 

work role. Perceptions of upper management`s skill levels seem low, but this is not 

surprizing, considering the current low-trust and low-communication climate.  

9.2.5 Individual needs:  

Individuals have varying needs. Literature confirms that younger cohorts require more 

time off (Galinsky & Matos, 2011) whilst older cohorts are more focussed on healthcare 

and life insurance benefits. This trend was also witnessed at the ACTFD. Younger 

employees were more dissatisfied with current leave packages than older employees. 

Older employees were satisfied with benefit packages where younger employees were 

indifferent in this category. These trends will only increase as more generations start 

occupying the same workspace. Reward and compensation policies should reflect these 

future changes and offer more flexible options to the diverse workforce.  
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In general however, the consultant perceived that basic individual needs of employees 

were met apart from additional staffing, communication, affective and trust needs 

mentioned above.  

9.2.6 Environment and equipment:  

Due to the geographical dispersion of this area, the average population density within 

the ACT area is only 86 persons per square mile in comparison to the Alpena city area 

of 1233 persons per square miles. The nature of this low density and rural population 

leads to a much larger and more complicated fire management plan. With approximately 

120 square miles to cover, travel distances for fire responders are much larger and more 

complex within the Alpena township area. As an example, some populations within this 

area of responsibility can only be reached by boat.   

The physical work environment (stations) seems generally well perceived at the 

organisation, with the equipment being perceived as adequate. In terms of morale, this 

area is extremely important to the firefighters. During focus group and individual 

discussions with staff, the importance of having ambulances with airconditioned cabins 

were seen as paramount due to the diverse climate in this area. ACT trustees however 

mentioned plans to sell off the highly prized ambulances as a fiscal strategy. This is a 

typical example of opposing needs between management and the employees. Should 

the ACT continue with the selling of the ambulances the employees will feel more 

alienated. The above mentioned “small win” strategy should be kept in mind with these 

strategic decisions.  

10. Burke Litwin outcome summary 

According to the Burke-Litwin change model, external factors are the strongest drivers of 

change (University of Exeter, 2012). The external environment will force transformational 

factors to change. Changes in the transformational factors will inevitably also lead to 

changes in the transactional factors. Therefore, by carefully reviewing opportunities 

(blue) and threats (red) within this context, should assist the organization in taking 

control of the external factors driving the change.   
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Transformational factors 

Element Observations Opportunity / Threat 

External environment • Fiscal decline 

• Complex 
operational 
environment 
(legislation unions, 
standards) 

• Hostile PR 
environment 

• Conflict with Alpena 
City Fire 
Department  

Threat 

Mission/Vision • Offer high quality 
product at lowest 
cost 

• No clear strategy 
from ACT 

• No clear strategy 
from ACTFD 

Threat 

Leadership • Division within ACT 

• Division between 

ACT & ACTFD 

Threat 

Opportunity (new fire chief 

appointment)  
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• Leadership styles 

(management by 

exception and 

Laissez-Faire)  

• The new fire chief is 

yet to be appointed. 

Performance • Financial 

performance could not be 

evaluated in absence of 

ACT financials. However 

ACTFD information seemed 

to point to unsustainable 

financial situation (budget 

shortfall).  

• No performance 

management systems 

(individual or departmental) 

• Performance 

adequate (based on 

perception) 

• External key 

performance indicators 

(KPI) indicate mediocre 

performance  

Threat 
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Transactional Factors  

Element Observations Opportunity / Threat 

Structure • No confirmed 

structure (organogram) for 

the ACTFD 

• Existing structure 

seems hierarchical (top 

down) with long power 

balance (slow decision 

making) 

Threat 

Management Practices • New policies show 

signs of 

micromanagement 

(reactionary due to 

laissez-faire style of 

chief)  

• Policies seem 

“dotted”  

• Low trust inhibits 

Opportunity (new policies, 

good start) 

Threat (policies showing 

micromanagement, low 

trust)   
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change 

• Financial principle of 

contraction in 

spending is 

welcome at this 

stage.  

• Implementation of 

financial policies is a 

good start but no 

strategic 

link/communication 

to overcome 

resistance  

Work Environment • Largely positive 

  

Opportunity  

Individual Skills and Task 

Requirements 

• Employees have 

required skill (T&D 

adequate) 

• Employees like the 

work 

• Alignment with 

“calling” 

Opportunity  



Page | 45 

 

Individual needs • Varying needs 

(diversify benefits) 

• More important 

needs are affective 

needs (trust, 

communication, 

appreciation etc.) 

• Benefits packages 

are adequate apart 

from actual pay 

(detailed salary 

information was not 

obtained and further 

micro inspection is 

needed)  

Opportunity  

Environment and 

equipment 

• Challenging 

environment (wide 

dispersion, area and 

stations)  

• Adequate 

equipment  

• Equipment can act 

as stabilizing force  

Opportunity (equipment) 

Threat (environment)   
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11. Conclusion  

Within this challenging operating environment, external forces are driving the need for 

change within the Alpena Charter Township Fire Department. The ACT board have 

identified correctly that the fire department is in urgent need of restructuring. Due to 

various reasons, change has been stagnant. This lingering stalemate has forced the 

ACT leadership to look outward for a solution. This solution (outsourcing fire services to 

the Alpena city fire department) and its vetoing by the majority of board members in 

2021, has further eroded the relationship between the ACT board and its fire 

department. This situation has also further damaged the ailing relationship between the 

Alpena township and city fire departments.  

In terms of this intervention, the original problem statements were: 

• What is the current status quo within the ACTFD? 

• What are the current barriers to efficiency and sustainability?  

Various sources seem to allude to the township supervisor, Mr. Skibbe, for this state of 

affairs at the fire department. However, the historical information (ACT meeting minutes) 

contradicts these views. The poor fiscal state of the FD seemed to exist prior to the 

appointment of Mr. Skibbe in 2016. A fire department sub-committee also existed two 

years prior to Mr. Skibbe being appointed in 2016, with no apparent improvement of the 

ACTFD. 

Regardless, the current status quo seems to be one of a broken-down relationship 

between the ACT board of trustees and the ACTFD. The fire department seems highly 

resistant to any attempted change from the ACT board. Low trust and exclusion in 

communication seems to drive a deeper wedge between these parties. The absence of 

a clear vision and mission along with a clearly communicated strategy with goals and 

timelines would be a good starting point in reducing these barriers to change.  
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In the view of the consultant, the biggest barriers to efficiency and sustainability within 

the ACTFD are the deficiencies listed above. Although the external environment is 

driving change, the need for change is not enough for change to take place.   

Thorough top-down introspection is needed from all leaders within the ACT. A clear 

vision, strategic plan and a culture of unity and inclusion will form the basic foundations 

of any restructuring. These principles would build momentum and trust, which would 

lead to less resistance to change. As the current status quo is devoid of these 

foundation elements, massive amounts of energy and resilience will be needed to 

overcome the current climate of inertia within the ACTFD.      

Transformational leadership is necessary to forge a way out of this stalemate. Nothing 

more than resolute and strategic leadership from the ACT board will resolve this 

situation. This report could serve as a base for future strategic planning within the ACT. 

However, in the absence of transformational leadership within ACT and the careful 

planning and execution of this restructuring, any attempts at change will be stillborn.    
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Mac McClelland
Mac Consulting Service LLC

8334 Outer Drive South
Traverse City, Michigan 49685

mactc@charter.net
231.633.6303

September 9, 2021

Nathan W. Skibbe, Supervisor
Charter Township of Alpena
skibben@alpenatownship.com

SUBJECT: PROPOSAL – BROWNFIELD CONSULTING SERVICES
CHARTER TOWNSHIP OF ALPENA BROWNFIELD REDEVELOPMENT AUTHORITY

Dear Nathan:

Mac Consulting Service LLC is pleased to present our approach for Brownfield Consulting Services for
Charter Township of Alpena Brownfield Redevelopment Authority.

Mac Consulting Service LLC will review and facilitate approval of documents that will position the property
for Brownfield incentives, including the reimbursement of certain Eligible Activities through the capture of
future increase taxes resulting from the private investment.

All Brownfield services provided by Mac McClelland. Mac is celebrating his 24st year in Brownfield
Redevelopment, which began when he was the key staff person responsible for the establishment of the
Grand Traverse County Brownfield Redevelopment Authority in 1997, served as its first Director, and
marshalled the first five major projects, resulting in over $100 million in investment.

Mac has facilitated over sixty Brownfield Plans throughout northern and western Lower Michigan and the
Upper Peninsula, helping to secure over $131 million in approvals for Brownfield Tax Increment Financing
(TIF) reimbursement, working with seventeen Brownfield Authorities. Projects range from the
redevelopment of a former industrial site into a bed and breakfast with $75,000 in Eligible Activities and
$900,000 in investment to the redevelopment of a former rail yard and roundhouse into a regional
hospital with $41 million in Eligible Activities and $350 million in private investment, and everything in
between. Over the past ten years, Mac has secured or implemented over $2.7 million for EPA Brownfield
Assessment Projects in six Michigan communities and over $11.8 million in EGLE Brownfield Grants and
Loans in fifteen Michigan communities.

BACKGROUND - Brownfield Incentives

Michigan’s Brownfield Redevelopment Financing Act (Act 381, PA 1996 as amended) provides for the
reimbursement of certain Eligible Activities costs from the capture of future increased taxes due to
additional private investment on Brownfield Eligible Properties, with the approval of a Brownfield Plan
and, for State tax capture, an Act 381 Work Plan.

Eligible Property: In order to qualify as Brownfield Eligible Property, the site must be meet one or more of
the following criteria:
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 Part 201/213 Facility: Documented evidence of contamination above Michigan Department of
Environment, Great Lakes and Energy (EGLE) Criteria.

 Blighted: Property declared a public nuisance in accordance with local, state or federal codes or
ordinances; an attractive nuisance to children; a fire hazard or is otherwise dangerous; utilities
disconnected, tax reverted property, owned by a land bank authority, or has substantial buried
subsurface demolition debris.

 Functionally obsolete: Property unable to be used for its intended purpose due to overcapacity,
changes in technology, design deficiencies, or similar factors that affect the property or its
relationship with surrounding property. An affidavit documenting the functional obsolescence
signed by a Level III or IV assessor must be provided.

 Historic: Property listed on the state or federal historic register or within a historic district.

Subject Property
As I understand, previous investigations have identified the presence of contamination above
EGLE Criteria – therefore, the property is a “Facility” under Part 201 or Part 213 and qualifies
as Brownfield Eligible Property.

Eligible Activities: The main categories of Eligible Activities are Environmental and Non-Environmental:

 Environmental: Environmental Activities include environmental due diligence activities required
for an exemption from environmental liability and due care activities to prevent exposure to or
worsening of pre-existing contamination, as well as additional response activities necessary to
protect human health and the environmental.  Environmental Eligible Activities include, but are
not limited to:

o Baseline Environmental Assessment Activities*
 Phase I Environmental Site Assessment (ESA) – review of records, interviews, and

site visit to identify Recognized Environmental Conditions (RECs);
 Phase II ESA – sampling and analysis of soil and groundwater to determine if a REC

resulted in a release of contamination above EGLE Criteria;
 Baseline Environmental Assessment (BEA) – If contamination above EGLE Criteria

is identified, a BEA must be substantially completed within 45 days of ownership
or operation and filed with the EGLE within 6 months.

o Due Care Activities
 Investigation* – Additional soil and groundwater sampling and analysis to define

boundaries and extent of contamination
 Due Care Plan (DCP)* – The DCP identifies the intended uses of the property, the

extent of contamination, the exposure pathways, and the measures to be taken
during development and on-going operation to prevent exposure to or
exacerbation of pre-existing contamination.

 Remediation – Treatment or removal of contamination to prevent exposure or
exacerbation.

 Barriers – Installation of barriers to prevent exposure or exacerbation.
*Do not require explicit EGLE approval for State tax capture
o Additional Response Activities – Other measures that may be necessary to protect human

health and the environment.
o Department Specific Activities – recent amendments to Act 381 provide for additional

Eligible Activities under EGLE approval including:
 Container and UST Removal and Closure
 Industrial Cleaning
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 Solid Waste Disposal
 Dredging in Waterways
 Lead Asbestos Abatement, Demolition, Sheeting/Shoring, Specialized Foundations

if related to environmental conditions or an imminent threat to human health and
the environment.

Subject Property
In order to provide for an exemption from environmental liability from pre-existing
contamination, a Phase I ESA, potentially a Phase II ESA investigation, and a Baseline
Environmental Assessment will be necessary and the costs are reimbursable. There will likely
need to be additional due care investigation to determine the measures necessary to meet due
care obligations.  Due care measures, such as soil removal, transport and disposal, are
anticipated and would be reimbursable.

 Non-Environmental: There are three categories of Non-Environmental Eligible Activities:
o Lead and Asbestos Abatement – Includes surveys, reporting, monitoring, as well as

abatement.
o Demolition – Includes pre-demolition audit or survey, total or selective building and site

demolition, fill and rough grading to restore site.
o Relocation of Public Buildings for Economic Development Purposes – Includes all costs,

including property acquisition, construction, and site development costs to relocate public
buildings for economic development purposes, typically for private redevelopment.

Subject Property
The existing transportation center building will need to be removed to provide for the
redevelopment.  An pre-demolition survey will need to be conducted to determine if there
asbestos-containing materials that will need to be abated and Universal Wastes that will need to
be removed prior to demolition.  In addition, there is significant surface parking that will need to
be removed. Pre-demolition surveys, asbestos abatement, and site and building demolition are
reimbursable Eligible Activities.

The costs for relocating the Alpena Public Schools Transportation Center is a Brownfield Eligilble
Actiivty. The ability to include theses costs in a Brownfield Plan is dependent upon the increased
taxable value of the private investments.  Approval for State tax capture by the MEDC is unlikely.

The Charter Township of Alpena is not a Qualified Local Government (Core Community), and
therefore Site Preparation and Infrastructure are not Brownfield Eligible Activities for projects
in the Township.

Other Eligible Activities:  There are four other general categories of Eligible Activities:

 Soft Costs – In each Eligible Activity area above, professional fees, such as geotechnical,
architectural, engineering design, legal or other professional fees are reimbursable, as long as they
are directly related to the Eligible Activity

 Interest – Interest accrued on unreimbursed Eligible Activity expenses is a reimbursable expense.
 Brownfield Plan – The costs for preparing and approval of a Brownfield Plan and, for State tax

capture, and Act 381 Work Plan are reimbursable.
 Administrative and Operating Costs – The administrative and operating costs of the Brownfield

Authority are reimbursable from local tax capture only.
PROPOSED SCOPE OF WORK
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The following work scope is provided based on our experience with over sixty Brownfield projects in
northern Michigan and the Upper Peninsula and our experience with the first Brownfield Plan for an
Authority and local government. The scope of work assumes that the Brownfield Plan and Act 381 Work
Plan will be prepared by the Developer’s Consultant which will require review and recommendations on
behalf of the Brownfield Authority and the Township. We would recommend that the Developer provide
an up-front payment $12,100 to the Brownfield Authority to cover the cost of the Brownfield Service
outlined below.

TASK 1: PROJECT DEVELOPMENT
In order to prepare and provide information to all parties for a more complete understanding of the
approach and secure support for proceeding with the full Brownfield Plan, Mac Consulting Service LLC will
conduct the following activities:

 Meet with Development Team to prepare preliminary budget estimates for Brownfield Eligible
Activities and estimates of private investment and taxable value;

 Calculate capture and reimbursement, and prepare a narrative summary, including a process
schedule for consideration of a Brownfield Plan and Act 381 Work Plan;

 Meet with the Brownfield Authority and Township officials to discuss the potential Brownfield
Plan, address questions and issues, and seek support for proceeding with the full Brownfield Plan;

 Prepare and present an SSMBRA Project Summary.

The cost estimate includes one meeting in Alpena to meet with Authority and Township officials. The cost
for preparing materials and information for the Brownfield Plan is an eligible expense for reimbursement
through Brownfield TIF.

Estimated Cost:  $2,200

TASK 2: BROWNFIELD PLAN
Mac will review the Brownfield Plan prepared by the Developer’s Consultant and facilitate approval by the
Brownfield Authority and the Township Board. Mac will prepare the Notices to Taxing Jurisdictions and
approval resolutions for the Brownfield Authority and the Township Board. The cost estimate includes two
meetings to present and facilitate approval of the Brownfield Plan to the Authority and to the Township
Board. The cost for preparing and securing approval of the Brownfield Plan is an eligible expense for
reimbursement through Brownfield TIF.

Cost:  $4,500

TASK 3: ACT 381 WORK PLAN
An EGLE Act 381 Work Plan is anticipated for Environmental Eligible Activities. Mac will review The EGLE
Act 381 Work Plan prepared by the Developer’ Consultant, meet with the EGLE Staff, make a presentation
to the BRA on the Act 381 Work Plan and facilitate approval, and submit the Work Plan and provide
follow-up with EGLE to secure approval of State tax capture. The project does not meet many of the
additional requirements over and above Act 381 imposed by the MEDC for State tax capture approval for
Non-Environmental Eligible Activities.  As a result, an MSF Act 381 Work Plan is not anticipated.  If
preliminary discussions with the MEDC provide the opportunity for consideration of an MSF Act 381 Work
Plan, a supplemental proposal for review and approval facilitation will be provided. The cost estimate
includes one meeting with the Authority to present and facilitate approval of the Act 381 Work Plan. The
cost for preparing the Act 381 Work Plan is an eligible expense for reimbursement through Brownfield TIF.

Cost:  $4,000
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TASK 4: DEVELOPMENT AND REIMBURSEMENT AGREEMENT
In order to codify the arrangements for project development and reimbursement, an agreement between
the Authority and the Developer is necessary.  The Development and Reimbursement Agreement includes
key protections for the Developer to receive reimbursement if the development proceeds and to protect
the Authority and the Township if the development does not proceed. The Agreement also includes the
process for documenting, approving and reimbursing Eligible Activity expenses. Mac will provide a draft
Development and Reimbursement Agreement, working with the Township Attorney and assist in
negotiating the final agreement. The cost estimate includes one meeting to present and facilitate
approval of the Reimbursement Agreement with the Authority. The cost for preparing and approving the
Reimbursement Agreement is an eligible expense for reimbursement through Brownfield TIF.

Cost:  $3,000

SCHEDULE

Mac Consulting Service LLLC will begin work as soon as authorized. The Brownfield approval process
typically takes two to three months and the Act 381 Work Plan approval takes an additional two months,
depending on nature of Eligible Activities. I will work with the Authority and the Township to meet any
reasonable timeline to initiate and complete the project.

In general, Eligible Activities should not be initiated until all approvals are in place. There are provisions in
the Act to allow for Baseline Environmental Assessment Activities and Non-Environmental Eligible
Activities to be conducted before the approval by the State, with the concurrence of the State. We would
seek such concurrence, if necessary.

TERMS

The work will be completed and invoiced as described herein in accordance with the attached project
Terms and Conditions.  Additional work beyond the scope provided in this proposal will only be executed
upon your authorization.

Following your review and acceptance of our proposal, please sign and return the attached project
authorization form authorizing Mac Consulting Service LLC to work on this project.

We thank you for the opportunity to provide our proposal for your review and consideration.  If you have
any questions or concerns, please do not hesitate to contact us.

Sincerely,

MAC CONSULTING SERVICE, LLC.

Mac McClelland
Manager



Charter Township of Alpena Brownfield Redevelopment Authority Brownfield Services
Former Alpena Public Schools Bus Garage Redevelopment September 10, 2021 Page 6

AUTHORIZATION TO PROCEED
Nathan W. Skibbe, Supervisor
Charter Township of Alpena
skibben@alpenatownship.com

Your signature, or an authorized representative’s signature, on this form will provide
authorization for Mac Consulting Services, LLC to proceed in accordance with our attached
standard Contract Terms and Conditions and constitute acknowledgement of the scope of
services described in the proposal dated September 10, 2021.

PROJECT DESCRIPTION / COST

Brownfield Redevelopment Services, Charter Township of Alpena Brownfield Redevelopment
Authority. Billings would be provided on a time and material basis withing the estimates
provided below. The Authority would be notified of changes in work scope based on project
requirements. A detailed hourly allocation and cost estimate is attached.

Task Cost
Brownfield Services
Task 1: Brownfield Project Development and Application $2,200
Task 2: Brownfield Plan $4,500
Task 3: Act 381 Work Plan $2,400
Task 4: Development and Reimbursement Agreement $3,000

TOTAL $12,100

Additional In Person Meetings $1,000 per meeting

Please sign below and return a copy of this document via email to mactc@charter.net.

Name: ___________________________________________________

Signature: ___________________________________________________

Title: ___________________________________________________

Company: ___________________________________________________

Address: ___________________________________________________

City, State, Zip:  _________________________________________________

Email: ___________________________________________________

Date: ___________________________________________________
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STANDARD TERMS AND CONDITIONS
EFFECTIVE JANUARY 2021

I. Fees for Consulting Services
Hourly rates for: Principal $120.00

II. Equipment Charges
Mileage $0.545 per mile

III. Services of Others
On occasion, subcontractors and subconsultants will be used with CLIENT
approval. The cost of such services plus a fifteen percent contract administration
fee will be included in the CONSULTANT invoice.

IV. Invoices
Invoices will generally be submitted once a month for services performed during the
previous month. Payment will be due within 30 days of invoice date. Interest will be
added to accounts in arrears at the rate of 1.5 percent per month.

V. On-Site Services During Project Activities
Should the CONSULTANT services be provided on the job site during project
activities, clean-up or other site tasks, it is understood that, in accordance with
generally accepted engineering practices, the contractor will be solely and
completely responsible for working conditions on the job site, including safety of
all persons and property during the performance of the work, and compliance
with OSHA regulations, and that these requirements will apply continuously and
not be limited to normal working hours. Any monitoring of the contractor’s
performance conducted by the CONSULTANT’S personnel is not intended to include
review of the adequacy of the contractor’s safety measures, in, on, or near the
site.

It is further understood that field services provided by the CONSULTANT will not
relieve the contractor of their responsibilities for performing the work in
accordance with applicable laws and regulations and with the plans and
specifications.

VI. Ownership of Documents
All reports, field data and notes, laboratory test data, calculations, estimates, and
other documents which the CONSULTANT prepares, as instruments of service, shall
remain the CONSULTANT’s property. The CLIENT agrees that all reports and other
work furnished to the CLIENT or the CLIENT agents, which are not paid for, will be
returned upon demand and will not be used for any purpose whatsoever.

Any documents or reports prepared by the CONSULTANT are intended for the CLIENT
use and benefit and any lenders that might rely on the report and findings whose
interests are secured by the property. They are not intended for use by any other
third party.
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Reports and other materials resulting from the CONSULTANT’S efforts on each project
or site are not intended or represented to be suitable for reuse by the CLIENT or
others on extensions or modifications of each project or for any other projects or
sites. Reuse of reports or other materials by the CCBRA or others on extensions or
modifications, of each project or on other sites, without the CONSULTANT’S written
permission or adaptation for the specific purpose intended shall be at the user’s sole
risk, without liability on the CONSULTANT’S part, and the CLIENT agree to indemnify
and hold the CONSULTANT harmless from all claims, damages and expenses, including
attorney’s fees, arising out of such unauthorized reuse resulting from the release of
documents.

VII. Confidentiality
The CONSULTANT will hold confidential all business or technical information
obtained or generated in the performance of services under this Agreement. The
CONSULTANT will not disclose such information without CLIENT consent, except to the
extent required for: (1) performance of services under this Agreement; (2)
compliance with professional standards of conduct regarding immediate and
emergency public safety and health concerns; (3) compliance with any court order or
governmental directive; and/or (4) protection of the CONSULTANT against claims or
liabilities arising from the performance of services under this Agreement. The
CONSULTANT’S obligations hereunder shall not apply to information in the public
domain or lawfully acquired on a non-confidential basis from others.

VIII. Insurance
The CONSULTANT is protected against risks of liability exposure by Comprehensive
General Liability Insurance (bodily injury and property damage), Automobile Liability
and Professional Liability Insurance. The CONSULTANT will furnish information and
certificates at CCBRA request. The Consultant will not be responsible for any loss,
damage or liability arising from CLIENT negligent acts, errors and omissions, and
those by CLIENT staff, consultants, contractors and agents or from those of any
person for whose conduct the CONSULTANT is not legally responsible.

IX. Standard of Care
In performing professional services, the CONSULTANT will use that degree of care and
skill ordinarily exercised, under similar circumstances, by members of the profession
practicing in the same or similar locality. The standard of care shall exclusively be
judged as of the time the services are rendered and not according to later standards.
The CONSULTANT makes no express or implied warranty beyond this commitment to
conform to this standard.

X. Limitation of Liability
As part of this contractual Agreement, both parties agree, acknowledge, and so
contract between themselves that in the event the owner or signatory to this
contract suffers any monetary damage resulting from the negligence of Mac
Consulting Service LLC., it is specifically agreed that the liability shall be limited to the
extent of coverage of Mac Consulting Service LLC professional liability insurance policy.
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XII. Guaranty
The undersigned hereby jointly and severally personally guarantee the full and prompt
payment, when due, of the entire principal amount owed Mac Consulting Service LLC for
services rendered. The liability of the guarantors on this guaranty shall be continuing,
direct and immediate and not conditional or contingent upon the pursuit of any
remedies against the client or any other person, nor against security or liens available to
Mac Consulting Service LLC.



Project Development Hours Travel Total Hours Cost Mileage Total Subtask Total Rounded Total
Initial Meeting with Authority and Township 2 6 8 $960.00 $179.20 $1,139.20
Initial Meeting with Development Team 2 2 $240.00 $240.00
Review initial materials 4 4 $480.00 $480.00
Prepare summary for Authority and Township 3 3 $360.00 $360.00 $2,219.20 $2,200.00

Brownfield Plan
Review and provide comment on draft 4 4 $480.00 $480.00
Review revised Brownfield Plan 2 2 $240.00 $240.00
Prepare summary for Authority and Township 2 2 $240.00 $240.00
Prepare resolutions for Authority and Township 2 2 $240.00 $240.00
Prepare and send notices for taxing jurisdictions 4 4 $480.00 $480.00
Present Brownfield Plan to Authority 4 6 10 $1,200.00 $179.20 $1,379.20
Present Brownfield Plan to Township Board 4 6 10 $1,200.00 $179.20 $1,379.20 $4,438.40 $4,500.00

Act 381 Work Plan
Meeting with EGLE and Development Team 2 2 $240.00 $240.00
Review and comment on draft 4 4 $480.00 $480.00
Prepare summary for Authority 2 2 $240.00 $240.00
Present Act 381 Work Plan to Authority 2 6 8 $960.00 $179.20 $1,139.20
Prepare transmittal letter 2 2 $240.00 $240.00 $2,339.20 $2,400.00

Reimbursement Agreement
Prepare initial draft 3 3 $360.00 $360.00
Review with Authority and Township Supv and Atty 3 3 $360.00 $360.00
Revise agreement 2 2 $240.00 $240.00
Negotiation agreement 6 6 $720.00 $720.00
Prepare summary for Authority 2 2 $240.00 $240.00
Present to Authority for review 2 6 8 $960.00 $179.20 $1,139.20 $3,059.20 $3,000.00

TOTALS 63 30 93 $11,160.00 $896.00 $12,056.00 $12,056.00 $12,100.00

Mileage 320 miles @ $0.56 = $179.20
Hourly Rate $120.00 /hour

Brownfield Services Proposal - Former Alpena Schools Transportation Facility Redevelopment
Charter Township of Alpena Brownfield Redevelopment Authority

Mac Consulting Service LLC
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MAC CONSULTING SERVICE, LLC

Mac Consulting Service, LLC.
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Traverse City, Michigan  49685
231.633.6303



Statement of Qualifications and Proposal
MAC CONSULTING SERVICES, LLC

SECTION A: FIRM OVERVIIEW

1. Firm Description

Mac Consulting Services, LLC is a sole proprietor consulting firm based in Traverse City, serving the Brownfield and
municipal consulting needs for clients across northern and western Michigan.  The Michigan Limited Liability
Corporation was established in 2018 by Mac McClelland after 23 years of Brownfield experience and 36 years of
professional experience in the public, non-profit and private sectors.

My mission is to exceed clients’ expectations with high quality, cost effective, and innovative service. Over the past 30
years, I have served hundreds of clients, including local and county governments and private companies with expert
services and advice, with a focus on Brownfield redevelopment and Brownfield authority representation.

I have worked with a wide range of clients from small family businesses to large private corporations to local
governments. I am especially proud that I have established a strong reputation for providing innovative and responsive
professional services at a fair cost and have retained many clients for numerous years.  Experience, thoughtful
approach, clear communication, problem solving and understanding client's needs are reasons why municipalities,
Brownfield Authorities and the development community rely on Mac Consulting Services, LLC.

Mac Consulting Service experience covers many perspectives:  From serving as a brownfield redevelopment authority
director, in county administration, and managing and administering state and federal grants, to providing extensive
technical support to brownfield authorities and municipalities, to representing private sector clients in brownfield
redevelopment projects. I bring this broad based and diverse experience to each project with an understanding of
what is necessary from a variety of perspectives to move through the complex brownfield redevelopment process.

Federal ID Number: 38-2816421

Officer: Michael J. (Mac) McClelland

2. Michigan Office Location

Mac Consulting Services, LLC
8334 Outer Drive South
Traverse City, Michigan 49685

3. Primary Services

Mac Consulting Service is uniquely qualified to provide high quality, cost effective and innovative Brownfield
redevelopment consulting services under the provisions and requirements of Act 381, PA 1996 as amended to
Brownfield Redevelopment Authorities (BRAs) with a combination of previous Authority management, extensive
current Authority support, development and environmental knowledge, and state and federal brownfield grant and
loan experience.

Primary areas of service include Brownfield and Municipal Consulting:

Brownfield: Mac McClelland has been a leader in brownfield redevelopment in Northern Michigan since the State
Legislature passed the brownfield redevelopment laws in 1996. Mac has developed and/or reviewed and facilitated
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approval of seventy Brownfield Plans and forty Act 381 Work Plans through eighteen different Brownfield Authorities
in northern and western Michigan, totaling over $157 million in estimated Eligible Activities, encouraging over $1
billion in additional private and public investment. Mac has worked with eighteen Michigan communities and one
Tribe under $2.2 million in EPA grants and $13.8 million in EGLE grant and loans to identify, assess, and position
property for redevelopment.

Municipal Consulting: Mac Consulting Service provides support to local governments in a variety of areas, particularly
focused in grant procurement and Tax Increment Financing.  Mac has supported communities in Development and TIF
Plan updates and amendments for Local Finance Development Authority and Downtown Development Authorities,
regional organizations in broad-based planning, public entities in citizen input, community outreach and strategic
planning, as well as grant procurement and management.

SECTION B: QUALIFICATIONS

1. Key Personnel

Mac McClelland-Project Manager (36 years experience)

Mac McClelland, Manager for Mac Consulting Services, LLC will be the “Key” personnel for the Brownfield
Redevelopment Authority and serve as the primary contact for the BRA and its Administrator.  Mac will be responsible
for all of the consulting services in the Scope of Work.

Mac McClelland is celebrating his 23rd year in Brownfield Redevelopment, which began when he was the key staff
person responsible for the establishment of the Grand Traverse County Brownfield Redevelopment, served as its first
Director, and marshalled the first five major projects, resulting in over $100 million in investment. Mac has developed,
facilitated approval, and/or implemented sixty-six (66) Brownfield Plan projects, and represented or worked with
sixteen Brownfield Redevelopment Authorities across Northern and Western Michigan. Mac has effectively managed
EGLE Brownfield Grants and Loans totaling over $10.5 million and USEPA Brownfield Grants totaling over $2.4 million.

Mac has also worked with Brownfield Authorities and developers to leverage other sources of funding to support
Brownfield Projects, in addition to the EGLE and EPA Brownfield Grants. The following are some examples:

Obsolete Property Rehabilitation Act (OPRA) – Cobbs Mitchell, Cadillac
Community Development Block Grant (CDBG) – Cadillac Lofts, Cadillac
Community Revitalization Program (CRP) – Liberty Way, Marquette
Community Redevelopment Act (PA 210) – DLP Marquette General Replacement Hospital
Community Revitalization Act (PA 255) – Lofts on Lake Street, City of Boyne City
Coastal Management Program Grant – Rivers Edge Traverse City
DDA – Eligible Activity Reimbursement – Boyne City DDA

Prior to joining Mac Consulting Service, Mac served as the Deputy County Administrator in Grand Traverse County for
12 years and intimately understands local government operations and relationships with local government, business,
and non-profit partners. Prior to joining Grand Traverse County, Mac worked in variety of roles with the State Energy
Office, including working with cities to establish community energy management programs, leading statewide efforts
in responsible commercial and industrial wood energy, reaching consensus among utilities, environmental groups,
state agencies and consumer advocates on the environmental impacts of electricity resource options. Both as a
private consultant and public administrator, Mac has worked with over fifty federal, state local and private grant
programs ranging from recreation development to community corrections and brings a unique understanding of the



Brownfield Redevelopment Consulting Services Mac Consulting Services, LLC
Qualifications and Cost Proposal

______________________________________________________________________________
Mac Consulting Services, LLC - Qualifications and Proposal 3

opportunities and challenges for securing and implementing grant funding. Mac’s broad based and extensive
experience in the private and public sector provide a unique ability to understand all sides of Brownfield
redevelopment.

Mac received his Bachelors Degree in Environmental Science and his Masters Degree in Community Education from
Michigan State University, providing the perfect blend of academic training for a community-based brownfield
redevelopment program, combined with his years of public sector experience.

Mac has a provisional Michigan Teachers Certification, NCSBCS Energy Auditor Certification, is a Certified Public
Purchasing Officer through the National Institute of Governmental Purchasing and is a certified Charette Planner
through the National Charette Institute.

The following Scope of Work and Mac’s relevant experience is provided as an example process:

1. Brownfield Project BRA Application Assistance: Prior to the preparation of the Brownfield Plan and Act 381 Work
Plan, meetings are anticipated between the Developer Team, the Authority Consultant, and applicable staff to
discuss the project and determine Brownfield eligibility, nature and extent of Brownfield Eligible Activities, public
improvement opportunities, and whether the project meets community needs, interest and plans. Once the initial
meeting is completed and a staff recommendation is made, an application is prepared for submittal to and
consideration by the BRA to consider inviting a Brownfield Plan.  The application provides information on the
Eligible Property, estimated Eligible Activities, nature and extent of the development, amount and timing of
investment to estimate Brownfield TIF revenues, and other information as desired by the BRA.  Assistance will be
provided to the developers to walk through the application and ensure the information is appropriate and
accurate.

Experience: Mac has developed the Brownfield Project Application for the City of Marquette, City of
Cadillac, Charlevoix County, and Emmet County BRAs and has supported twenty projects in completing
their applications.

2. Brownfield Plan Negotiation and Development: Once the Project Application is accepted by the BRA, a
Brownfield Plan will be negotiated and prepared for approval by the Brownfield Authority and the governing body.
For County Brownfield Authorities, the local governmental unit in which the project is located must also concur
with the Brownfield Plan. For projects located in a Downtown Development Authority (DDA) or Local
Development Finance Authority (LDFA) TIF District, an interlocal agreement under the Urban Cooperation Act
must be approved by the DDA/LDFA and the Brownfield Authority to allocate the capture to the Authority for
Brownfield Eligible Activity reimbursement. In order to capture State taxes, an Act 381 Work Plan must be
approved by the Authority and the Michigan Department of Environment, Great Lakes and Energy (EGLE) for
Environmental Eligible Activities and the Michigan Strategic Fund (MSF) for Non-Environmental Eligible Activities.
A Development and Reimbursement Agreement is negotiated and executed, which outlines the roles and
responsibilities between the Brownfield Authority and Developer, and public entities, if public improvements for
which Brownfield Tax Increment Financing (TIF) reimbursement are anticipated and included as Eligible Activities
in the Brownfield Plan. We recommend an up-front fee by the developer to cover the cost of preparation or
review of the Brownfield Plan, Act 381 Work Plan, and Development/Reimbursement Agreement.

Experience: Mac McClelland has developed and/or reviewed and facilitated approval of sixty-nine Brownfield
Plans and forty-five Act 381 Work Plans through sixteen different Brownfield Authorities in northern and
western Michigan, totaling over $146 million in estimated Eligible Activities, encouraging over $1 billion in
additional private and public investment.
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Mac worked with Jim Olson, Grand Traverse County Brownfield Redevelopment Authority Attorney in 1997 to
prepare one of the first Brownfield Development and Reimbursement Agreement in the State, which has
served as a Statewide template and has been intimately involved in drafting and/or negotiating over forty-five
Development and Reimbursement Agreements.

Mac is particularly skilled at contract negotiations, representing Brownfield Authorities throughout northern
and western Michigan with the best representation to ensure community goals are met and the Authorities
and municipalities are protected against undue risk. For example, Mac negotiated Financial Assurance
Agreements to ensure that bond payments would be secured for the early construction of a seawall and
boardwalk for a waterfront development in Marquette.

3. Meeting Material Development and Participation: Materials and presentations are prepared and delivered for
consideration of Brownfield Plans, Act 381 Work Plans, Development and Reimbursement Agreements by the BRA,
County Commission, local governmental units, EGLE, MEDC and MSF.  The Brownfield Plan should be accompanied
with a summary of key elements, including description of the project, Eligible Activity amounts, estimated
timeframe for reimbursement, initial taxable value revenues, and revenues after Brownfield Plan obligation is met.
A PowerPoint presentation is prepared for each project for the BRA and the governing body, as well as other
entities for which approvals are required. Materials for consideration by the BRA must be clearly written, with
complete descriptions of the agenda item to be addressed, the options for consideration and a recommendation,
in the form of a motion for consideration by the Board, prepared and distributed to the Board well before the
meeting for review.  Participation and communication in the meeting must be clear and concise, with ample
opportunity for the Board to ask questions, receive a thoughtful response, and fully discuss the material to
develop with a recommendation and action.

Experience: Mac has developed and/or facilitated approval of sixty-nine Brownfield Plans, including
presentations at Brownfield Authority, local government and county government board meetings. Over the
last 12 years as a Brownfield Consultant, Mac has prepared over 400 agenda items for consideration by
Brownfield Authorities that summarize the agenda item, outline options and considerations, and provide a
recommended motion.  Mac has attended over 300 public meetings, including Brownfield Authority, local
government, and county government board meetings to present Brownfield Plans and other agenda items for
consideration.  Combined with his County government experience, Mac has prepared over 3,000 agenda
items and attended over 2,000 public meetings.

4. Brownfield Project Federal, State, and Local Application Assistance: A very early step in the process is to meet
with the MEDC Community Assistance Team staff person to secure support. There are EPA and EGLE Brownfield
Grants and Loan available that provide up-front funding for Brownfield Eligible Activities and reduce the burden
for future Brownfield TIF reimbursement.  The opportunities for grant funding should be explored during the
Brownfield Project application process, given the lead times to secure EPA or EGLE funding. EPA funding is
available once per year, typically in the late fall, with funding available the next October 1.  The funding is very
competitive, as evidenced by only two Michigan communities being funded for FY 2019.  The EGLE Brownfield
Grant and Loan program is also very competitive, but applications are taken on an on-going basis and there is
additional available funding for Leaking Underground Storage Tank (LUST) properties. Once the determination is
made to pursue State or Federal funding, applications must be prepared, along with any authorizing resolutions by
the BRA or the City Commission, working with the developers and the Administrator to ensure the grant
application package is complete. EGLE or EPA Grants received by the BRA or City must meet all reporting,
accounting, and procedural requirements to ensure compliance with the grant agreement.
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Experience: Mac has extensive experience in working with the EPA and EGLE to secure funding and can
provide a preliminary evaluation of the efficacy of pursuing grant/loan funding. Mac has prepared over thirty
grant applications for EGLE and EPA funding. Mac prepared one of the only two successful EPA Assessment
Grants for FY 2019 in Michigan. In addition, Mac has worked extensively with MEDC, MSHDA, and EGLE to
secure support for Brownfield projects.  Mac has prepared and facilitated approval of eighteen Interlocal
Agreements under the Urban Cooperation Act for the DDA or LDFA to forgo capture to match MEDC state
funding for Non-Eligible Activities. Mac has provided a lead role in managing twenty EGLE Brownfield
Grant/Loans totaling over $12 million and six EPA Brownfield Area-Wide Assessment Grants totaling over $2.7
million.

5. BRA Administration Support: The management of a significant governmental enterprise that is governed by a
complex and detailed state law requires administrative attention to ensure appropriate finance tracking,
management and reporting, and to ensure that all obligations of Act 381 operations. Another key element in the
Brownfield Plan implementation process is the review and recommendation of actual invoices for determination
of the long-term debt obligation for Brownfield TIF reimbursement.  The Brownfield Plan, Act 381 Work Plan, and
Project Work Plans all provide estimates of Eligible Activities costs.   In order to determine the actual cost of
Eligible Activities, documentation of expenses through invoices or application and certification for payment and
documentation of payment through cancelled checks or waivers of lien must be submitted to the Authority for
review and recommendation for approval by the Authority to establish the total Eligible Activity obligation.

Experience: Mac facilitated the establishment of the Brownfield Authorities for Grand Traverse, Charlevoix,
Emmet, Cheboygan, and Mackinac Counties and has prepared policies and procedures for the Brownfield
Authorities of Charlevoix, Emmet, Cheboygan, Manistee Counties, the Cities of Marquette and Cheboygan, the
Villages of Kalkaska and Elberta, and Whitehall Township. Mac has also assisted the City of Marquette, and
Charlevoix, Emmet, and Manistee Counties in establishing their Brownfield budget and project tracking system.
Mac assists the Brownfield Authorities of Charlevoix County, Emmet County, Clare County, Whitehall Township,
and the City of Marquette to meet their Act 381 reporting requirements. Mac has provided invoice review and
recommendation services as the contracted Brownfield Authority consultant for Brownfield Authorities of
Charlevoix, Emmet and Manistee Counties, the Cities of Alpena, Cheboygan, and Marquette, and Whitehall
Township, with a total amount of approved Eligible Activities of over $36 million.

6. Other Brownfield Redevelopment Consulting: There may be other matters or potential programs that require
discussion and consensus on approach and implementation, including policies for the use of the Local Brownfield
Revolving Fund or unique initiatives with community partners for workforce housing, recreation, and/or
infrastructure.

Experience: Mac has a long and effective history in bringing key stakeholders together to determine the
most effective methods to address key community issues.  While the Deputy County Administrator for
Grand Traverse County, Mac was the lead staff person in several County initiatives, including recycling,
Geographic Information Systems, wastewater system capacity, and governmental and recreation facility
development, which included local government partners and the first citizen-based input processes to
reach consensus on the most effective approach on these issues.  Mac developed and implemented a
strategic planning process for all County departments that, for the first time, matched programmatic
planning and budgeting through the Commission budget process.  Mac has also provided strategic
planning support for the Boyne City LDFA and DDA and the Grand Rapids DDA.
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2. Resume

Mac McClelland has extensive experience in Brownfield redevelopment, particularly in representing Brownfield
Authorities to develop, review, and facilitate the approval of Brownfield Plans and Act 381 Work Plans, review invoices
and recommend reimbursement for Eligible Activity obligation, assistance in budgeting, financial management, and
reporting.

Mac McClelland currently serves as the contracted Brownfield Consultant for the Brownfield Redevelopment
Authorities of the Cities of Cadillac and Marquette, the Village of Kalkaska and the Counties of Charlevoix, Emmet, and
Manistee County.

In addition, Mac McClelland as the project manager with Otwell Mawby as the environmental consultant for EPA
Brownfield Assessment Grants in the City of Alpena, and the Counties of Clare, Cheboygan, Manistee, and Mason, and
Little River Band of Ottawa Indians (LRBOI) EPA Tribal Response Program, as well as the environmental consultant for
EGLE Brownfield Grants and Loans in Ludington, Elberta, Cadillac, Muskegon Heights, Muskegon Heights DDA,
Charlevoix County and Clare County.

Mac McClelland has worked with fifteen Brownfield Redevelopment Authorities in Michigan by either providing direct
services or presenting Brownfield Plans and Work Plans for consideration and provided environmental and brownfield
redevelopment services to several private developers throughout Northern Michigan. Combined with our experience
in brownfield redevelopment authority management, county government, and serving private developers to redevelop
brownfield sites, Mac Consulting Service provides a complete spectrum perspective on how to most effectively utilize
brownfield incentives to bring brownfield plans to reality.

Our ability to secure and administer various grants and low interest loan programs from sources such as EPA, United
States Department of Agriculture (USDA), Housing and Urban Development (HUD), Michigan Economic Development
Corporation (MEDC), and the Coastal Management Program, demonstrates our effectiveness in integrating various
funding mechanisms and incentives into the redevelopment process. Mac Consulting Service has experience with
Brownfield incentives, obtaining and administering grants, securing supplemental funding that leverages Brownfield
dollars, to community outreach programs that develop consensus.

3. Previous Experience - Brownfield Authority Representation

The following experience listing for Brownfield Authority Representation where Mac McClelland was the Key Personnel
member while with Otwell Mawby, P.C.  Mac exclusively conducted all Brownfield Tax Increment Financing and
Brownfield Grant/Loan procurement and management service for all Brownfield Authorities.  Environmental due
diligence and due care services, asbestos inspections and monitoring, and demolition supervision, if completed, were
conducted by Otwell Mawby staff under the direction of Mac McClelland, the project manager.

CITY OF MARQUETTE BROWNFIELD REDEVELOPMENT AUTHORITY

Mac began representing the City of Marquette Brownfield Redevelopment Authority in 2009 with the initiation of the
Founders Landing Brownfield Project, after the MBRA had been dormant for over ten years.  Since that time, Mac has
worked the MBRA and City to prepare all Brownfield Plans, Act 381 Work Plans, Development and Reimbursement
Agreements and Notices to Taxing Jurisdictions for all five MBRA projects, assist in the development of the budget and
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financial tracking system, and reviewed all invoices and made recommendations for the Eligible Activity obligation for
reimbursement.

Mac is intimately involved with discussions with the MBRA Director in working with community members and
developers for potential new Brownfield projects – currently three proposals are under consideration. The total
amount of project investment of approved projects is estimated at over $430 million, with Brownfield Eligible Activities
estimated over $88 million, with over $35 million in public improvements.

Founders Landing – City of Marquette: Working with the City of Marquette, Marquette Brownfield Redevelopment
Authority (MBRA), and the Landing Development Group II, Mac McClelland prepared and facilitated the approval of a
Brownfield Plan and Act 381 Work Plan with over $30 million in Eligible Activities and assisted in the preparation of a
Michigan Business Tax Brownfield Credit of $10 million. Mac Consulting Service also developed and negotiated the
Development and Reimbursement agreement between the MBRA, the City, and the developer.  In January 2010, Mac
Consulting Service was asked by the Mayor to lead the implementation of the project on the City’s behalf with the
retirement of the City Manager.  Critical and important issues arose that threatened a major hotel investment. Mac
Consulting Service worked with the developer representatives, City staff including engineering, public works, assessor,
planning, and finance, Brownfield Authority members, and City Commissioners to negotiate a complex agreement to
address the key issues and facilitate Recovery Zone Facility Bonds under the American Recovery and Reinvestment Act
with repayment through Brownfield Tax Increment Financing (TIF) revenues.  The result of this project will be a major
$50 million mixed use, walkable community that will be a tremendous asset to the area.

Cliffs Dow: The City of Marquette acquired the former Cliffs Dow property in October 1997 and agreed to address all
environmental responsibilities on the property. The City donated the southern portion of the property to Northern
Michigan University for the construction and operation of the Superior Dome and attendant athletic fields and sold a
portion of the northern parcel of the property to Community Bio-Resources, which was the subject of the original
Brownfield Plan. The center portion of the property was the primary location of the charcoal pig iron manufacturing
facility of a joint venture of Cleveland Cliffs Iron Company and Dow Chemical.  The historical use of the property
resulted in significant environmental impact for which the City was responsible.  Mac McClelland prepared a Brownfield
Plan amendment to continue to use local tax increment financing revenues to finance the environmental response
activities.  The City is in the final stages of working with the EGLE for No Further Action.  A subsequent Brownfield Plan
is anticipated for the center parcel, with anticipated environmental due diligence and due care activities for the
developer and relocation of Lakeshore Boulevard for pubic infrastructure.  In addition, Mac has been contracted by the
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City of Marquette to facility the marketing and proposal evaluation for sale of the Cliffs Dow property, as well as other
surplus City property.

Liberty Way: Representing the Marquette Brownfield Redevelopment Authority, Mac Consulting Service prepared
and facilitated the approval of a Brownfield Plan and Act 381 Work Plan for a major mixed-use development on W.
Washington Street in the City of Marquette.

The Veridea Group, LLC has developed a 126,000 square foot high-density, mixed-use center with an estimated $31
million in private investment that will serve as a vibrant gateway into downtown Marquette. The project included two
40,000 square foot commercial buildings with mBank and the Upper Peninsula Health Plan (UPHP) and a new
Staybridge Suites hotel. Importantly, this transformational development is anticipated to spur significant spin-off
development of adjacent properties of the West Washington Street corridor, an underutilized area of downtown
Marquette. Mac McClelland prepared and facilitated approval of the Brownfield Plan and Act 381 Work Plan for over
$14 million in Brownfield TIF reimbursement and assisted in securing a $500,000 grant and $1 million loan through the
new Community Reinvestment Program.

A component of the Brownfield Plan and Act 381 Work Plan included a partnership between the MBRA and Veridea to
include privately financed underground parking as an Eligible Activity through a unique lease arrangement.  The
project will also include public infrastructure improvements to the Washington – Lincoln Street intersection,
streetscapes, and connection to the City’s Multi-Use Pathway.
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Nestledown Bed and Breakfast: A couple wishing to relocate to Marquette proposed the development of bed and
breakfast north of downtown across the street from Shiras City park on Lake Superior. The site was the former
Lakeshore Industries with two complications:  A restrictive covenant for residential use and the parcel was part of a
larger Brownfield Plan that was partially developed.  Mac McClelland worked with the developers who were unfamiliar
with Brownfield incentives, their environmental consultant, and the EGLE District office to determine the measures
necessary to address the conditions of the restrictive covenant. To address the Brownfield consideration, Mac
prepared the recommendation and resolution for termination of the original Brownfield Plan under a new provision of
Act 381 and prepared and facilitated the approval of a Brownfield Plan to reimburse the environmental response
activities.

DLP Marquette General Replacement Hospital: Duke LifePoint acquired Marquette General Hospital in 2014 and
conducted an evaluation of remodeling the existing hospital or building a new hospital.  Because of facility and space
limitations at the existing hospital and the need to meet current and future health facility standards, DLP determined
that a new hospital would best meet the needs as regional health facility.  After an extensive site evaluation, DLP and
the City of Marquette agreed to the sale of the Municipal Service Center property and adjacent former Roundhouse
property the City has acquired from the Wisconsin Central Ltd/Canadian National Railway property in 2001. In order to
bring the project to reality, an incredibly complex series of agreements and one of the largest and most complex
Brownfield Plans and Act 381 Work Plans in the State needed to be negotiated and approved.  Once a Memorandum of
Understanding was negotiated between DLP and the City of Marquette, Mac McClelland was involved in every intimate
detail of the arrangements, including review and input on the purchase agreement, post-closing development
agreement, two bonds issues of the Brownfield Authority totaling over $31 million, as well as preparing and facilitating
approval of the Brownfield Plan and Act 381 Work Plan with Eligible Activities of $39.2 million, with a minimum private
investment of $170 million and anticipated investment of over $350 million. A Commercial Rehabilitation Act (PA210)
local and state property tax exemption of 50% for 12 years was granted by the City. The project included Michigan
Strategic Fund approval for State tax capture of $18 million for the relocation of the Municipal Services Center under
the Act 381 provision for “relocation of public facilities for economic development purposes” as an Eligible Activity, only
the second time the provision has been approved by the State in twenty years.
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References:

Sheri Davie, Executive
Director

Marquette Brownfield
Redevelopment Authority

marquettebrownfield@gmail.com
906.235.2279

Mike Angeli, City Manager City of Marquette mangeli@mqtcty.org
906.225,8101

Bob Mahaney, President
(Developer Reference)

Veridea Group rmanahey@verideagroup.com
906.228.3900

Barry Polzin
(Developer Reference)

Barry Polzin Architects bpolzin@bjparchitects.com
906.226.8661

CITY OF CADILLAC BROWNFIELD REDEVELOPMENT AUTHORITY

Mac has been working with the City of Cadillac since 2007 on Brownfield redevelopment opportunities. Mac currently
serves as the Brownfield Consultant for the Cadillac Brownfield Redevelopment Authority, preparing and facilitating
approval all Brownfield Plans, Act 381 Work Plans, and Development and Reimbursement Agreements, providing
support for BRA administration and policies, including packet preparation and meeting facilitation, preparing,
facilitating approval, and implementing EGLE Brownfield Grants and Loans.

Harris Milling: Mac assisted the City of Cadillac in securing a $849,275 EGLE Brownfield Grant and $280,025 EGLE
Brownfield Loan to conduct environmental due diligence and due care activities and demolish the blighted building.
Additional environmental assessment was conducted and a BEA was prepared on behalf of Chemical Bank to acquire
the property and construct a $1.25 million office and bank services building.  An Act 381 Work Plan was prepared and
approved by the Cadillac Brownfield Redevelopment Authority and the Michigan Economic Growth Authority for
reimbursement of infrastructure costs associated with the project. Mac supervised an asbestos and lead survey,
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secured contractors, and supervised asbestos abatement and demolition inspections as project manager. Construction
was completed in April 2010 and the bank is now in operation.

Former Harris Milling Demolition Chemical Bank
MDEQ (EGLE) Site Assessment Grant: Mac Consulting Service helped secure and served as the Environmental

Consultant for an MDEQ Site Assessment Grant for the City of Cadillac Brownfield Redevelopment Authority to
conduct environmental assessments and position property for redevelopment throughout the City.  Three properties
were positioned for redevelopment, resulting in over $4 million in private investment.

Cobbs Mitchell Former CWTA Baker College
Mitchell Bentley: The City of Cadillac received the former Mitchell Bentley property through tax foreclosure in 2016
and has been working with the Cadillac Industrial Fund and EGLE to clean up the abandoned factory that left 6,000
cubic yards of rubble after a fire. Mac prepared, secured and managed a $30,000 MDEQ Brownfield Assessment Grant
to determine the environmental conditions of the property and to position the property for redevelopment.  Based on
the results of that assessment, Mac supported the City in applying for, securing, and managing a $949,000 EGLE
Brownfield Grant and $500,000 EGLE Brownfield Loan to clean up the property for the development of a utility solar
facility by Consumers Energy, which is currently under construction. Mac prepared and facilitated approval of a
Brownfield Plan was prepared to provide Brownfield TIF revenue to repay the ELGE Loan.

Cadillac Lofts: Mac also prepared and facilitated approval of a $499,000 EGLE Brownfield Grant and $267,000 Loan to
redevelop a major downtown property with a vacant grocery store into a four story mixed use commercial residential
project. Mac also assisted in the implementation of a Community Development Block Grant (CDBG) by preparing the
NEPA Environmental Assessment and managing asbestos abatement and demolition to prepare the site for
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redevelopment.  Mac prepared a Brownfield Plan and Act 381 Work Plan to provide for Brownfield TIF reimbursement
for Environmental and Non-Environmental Eligible Activities, as well as support a Community Revitalization Act PA 255
tax abatement on behalf of the City of Cadillac.

Brownfield Plans: Mac prepared and facilitate approval of Combined Brownfield Plans for three additional downtown
projects in underutilized downtown buildings.

Cadillac Ace Hardware 412 Cadillac Raven Restaurant
References:

Marcus Peccia, City Manager City of Cadillac mpeccia@cadillac-mi.net
231.775.0181

CITY OF ALPENA AUTHORITY FOR BROWNFIELD REDEVELOPMENT

Mac prepared the grant application and was selected as the Brownfield Consultant through a competitive process to
implement their $400,000 EPA Brownfield Assessment Grant to position properties for redevelopment. Over 100
properties were inventoried and 17 Phase I’s, 11 Phase II’s, 5 Baseline Environmental Assessments, and 2 Brownfield
Plans were completed under the EPA grant.  The work resulted in three redevelopment projects with an estimated $5
million in private investment. Mac worked with the City and a private developer for the redevelopment of a former
sawmill site in downtown Alpena into a Holiday Inn Express. Mac recently assisted the Alpena Brownfield Authority to
secure a $300,000 EPA Brownfield Assessment Grant, one of only two EPA grants awarded in the State of Michigan for
FY 2019 and was selected through a competitive process to implement this most recent EPA Brownfield Grant.
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Dean Arbour Ford Holiday Inn Express Summit Sports – Bigby Coffee
References:
Rachel Smolinski, City Manager City of Alpena rachels@alpena.mi.us 989.354.1700
Greg Sundin, Former City Manager City of Alpena gregsundin@gmail.com 989.916.5115

CHARLEVOIX COUNTY BROWNFIELD REDEVELOPMENT AUTHORITY

As an independent consultant, Mac helped established the Charlevoix County Brownfield Redevelopment in 2000, in
anticipation of the redevelopment of the Advance Power Plant on Lake Charlevoix.  The project did not proceed, and
the Authority was dormant until 2009, when a waterfront redevelopment project was proposed in the City of Boyne
City.  The Boyne City Manager contacted Mac to represent the City for their concurrence in this initial Brownfield Plan.
Subsequently, the Charlevoix County Brownfield Redevelopment Authority joined the contract and Mac represented
both the City and County.  Since that initial project, Mac has represented the City and County on five additional projects
and the County on one additional project, as well as four other municipal consulting projects for the City of Boyne City:
City Facilities Analysis to determine the most effective options to meet City facility needs for City Hall, Fire Station, and
Department of Public Works, the Boyne Air Industrial Park Local Development Financing Act (LDFA) TIF and
Development Plan update, representation for a PA 255 Community Revitalization Act tax abatement, and the Boyne
City DDA/Main Street Development and TIF Plan.

One Water Street: After an extended dormant period, the Charlevoix Brownfield Redevelopment Authority (CCBRA)
and the City of Boyne City were requested to consider a Brownfield Plan for a waterfront redevelopment project for a
former Boyne City Gaylord and Alpena railroad company roundhouse and operations and the W.H. White Company
shingle mill, as well as a commercial boat docking facility.   The property was significantly environmentally impacted by
previous operations and contained significant fill materials.   The project included the development of a two-story
commercial building and nine, three story cottages of approximately 2,400 square feet. Mac reviewed the Brownfield
Plan and Act 381 Work Plan, negotiated the Development and Reimbursement Agreement, and facilitated approval of
an Interlocal Agreement with the Boyne City DDA to forgo local tax capture, on behalf of the CCBRA.  Mac also
reviewed Eligible Activity invoices and recommended the Eligible Activity obligation for reimbursement to the CCBRA.



Brownfield Redevelopment Consulting Services Mac Consulting Services, LLC
Qualifications and Cost Proposal

______________________________________________________________________________
Mac Consulting Services, LLC - Qualifications and Proposal 14

Dilworth Hotel: The Dilworth Hotel was established by a committee of the city’s economic elite in 1912 to serve the
city and provide up-to-date accommodations that would provide a favorable impression of the city to visitors and
served as the city’s leading hotel for over half a century.  In 2000, the Dilworth was closed and, in 2011, two local
developers proposed the purchase and renovation.  Mac McClelland prepared a Brownfield Plan, working with
developers, who also had the opportunity to utilize a Brownfield Michigan Business Tax (MBT) Credit and historic tax
credits. Financing fell through and a local successful businessman proposed to bring the Dilworth back to its original
splendor. Mac prepared and facilitated approval of a Brownfield Plan amendment and Act 381 Work Plan on behalf of
the CCBRA.  In addition, Mac worked with the City of Boyne City and their DDA to amend the DDA TIF and Development
Plan to provide for reimbursement of fire suppression, barrier free access, and façade improvements from DDA TIF
capture.  Brownfield Eligible Activities of lead and asbestos abatement and selective demolition are estimated at
$33,000 and DDA Eligible Activities are estimated at $310,000, with an estimated $9.8 million in private investment.

Lake Street Redevelopment: Catt Development, who also developed One Water Street, owned three parcels of
property in downtown Boyne City that have long been a targeted opportunity for redevelopment, but with many
physical and financial barriers.  Under contract with the CCBRA, Mac McClelland prepared and facilitated local and
State approval of a Combined Brownfield Plan for environmental due diligence investigation and due care response
activities, lead and asbestos abatement, and selective demolition.  As with Dilworth, Mac worked with the City of Boyne
City and their DDA to amend the DDA TIF and Development Plan to provide for reimbursement of fire suppression,
barrier free access, and façade improvements from DDA TIF capture.  Brownfield Eligible Activities of environmental
due diligence and due care, lead and asbestos abatement and selective demolition are estimated at $130,985 and DDA
Eligible Activities are estimated at $310,000, with an estimated $9.8 million in private investment.

St. Mary’s Cement: St. Marys Cement Inc. (U.S.) (“SMC”) owns and operates a Portland cement manufacturing plant,
located near the City of Charlevoix, in Charlevoix County, MI.  The property on which the plant is located is
approximately 100 acres in size and contains multiple cement manufacturing structures and equipment.  SMC was
evaluating plans to modernize and expand the cement making process and equipment at either the Charlevoix facility
or a Dixon, Illinois facility, and a key factor in their financial determination is the availability of financial incentives,
including Brownfield Tax Increment Financing (TIF), to reduce capital costs. In order to secure Brownfield incentives,
Mac McClelland prepared a Combined Brownfield Plan under contract with the CCBRA on behalf of SMC for
reimbursement of Non-Environmental Eligible Activities of lead and asbestos abatement and demolition of $2,846,250.
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This proposed modernization and expansion project will increase cement production capacity at the Charlevoix cement
plant from 1.2 million metric tonnes to 2.0 million metric tonnes.  Upon completion of the modernization and
expansion, it is expected that there will be an additional 10 new permanent well-paid jobs created at the Charlevoix
plant; bringing total plant employment to 139 full time employees. Conduct of the project will result in approximately
300 construction jobs during its peak period of construction. The total projected investment is expected to be
approximately $130 million.  The proposed development includes provision for an Industrial Facilities Tax exemption
(Act 198, PA 1974) abatement of 50% of local taxes on new investment for a period of twelve years, which is estimated
to provide a local contribution of over $680,000.

Save A Lot Grocery: Catt Development acquired the former Challenge Mountain and Knights of Columbus property for
the development of a Save A Lot grocery in Wilson Township. As part of the redevelopment, Mac prepared and
facilitated approval of a Brownfield Plan under contract with the CCBRA on behalf of the developer for environmental
due diligence and response activities, lead and asbestos abatement, and demolition of the two buildings.  Mac also
prepared and secured on behalf of the CCBRA and the developer an $249,000 MDEQ Brownfield Grant and $127,000
MDEQ Brownfield Loan that is anticipated to cover all Eligible Activity costs.  Subsequent investigation identified the
presence of a significant release under the Challenge Mountain building that laboratory results indicated must be
disposed as a hazardous waste. Mac Consulting Service prepared bid documents for the asbestos abatement,
demolition and remediation and recommended the qualified low bidder. Mac Consulting Service provided on-site
monitoring and supervision, including Verification of Soil Remediation (VSR) sampling and analysis and lead and
asbestos air monitoring.  A soil gas investigation will be conducted to determine whether vapor intrusion measures are
necessary for the development of the grocery.

References:

Michael Cain, City Manager City of Boyne City mcain@boynecity.com
231.582.0377

Becki King, County Clerk Charlevoix County browec@charlevoixcounty.org
231.547.7217

Glen Catt, President
(Developer Reference)

Catt Development gbcatt@cattdevelopment.com
989.732.9722
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EMMET COUNTY BROWNFIELD REDEVELOPMENT AUTHORITY

As the Deputy County Administrator and Brownfield Authority Director for Grand Traverse County, Mac assisted
Emmet County in 1999 in the setup for their Brownfield Redevelopment Authority and has been working with the
ECBRA and a consultant over the last 18 years. Mac also assisted in the creation of the Emmet County Land Bank
Authority and developed their Articles of Incorporation and Policies and Procedures.

Petoskey Manufacturing: As a consultant in 2000, Mac worked with the ECBRA to develop a Brownfield Plan for the
redevelopment of the former Petoskey Manufacturing property.  In 2005, Emmet County asked Mac to represent the
Brownfield Authority in the review of invoices and recommend the Eligible Activity obligation for reimbursement for
the developers.

Petoskey Pointe: Mac also represented the Authority in 2007 in the review and recommendation of a Brownfield Plan
for the Petoskey Pointe project, now referred to as the Lake Street property.  That project did not proceed, and Mac
was contracted to represent the City of Petoskey and the ECBRA for a new proposal in 2015, and worked with the City,
ECBRA and Developer on determining the opportunity for an integrated parking deck.  That project also did not
proceed, and Mac has been working with the City, the DDA and ECBRA to review opportunities for public parking in
downtown Petoskey and redevelopment of the Lake Street site. Another proposal has come forward for the
redevelopment of 200 Lake Street, and Mac has been intimately involved in discussions and negotiations representing
the City, DDA and ECBRA with the developers that is anticipated to ultimately result in a significant Brownfield
Plan/Act 381 Work Plan.

Great Lakes Center for the Arts: Mac was contracted by the ECBRA to develop and facilitate approval of a Brownfield
Plan for the development of the Great Lakes Center for the Arts, utilizing the Tax Increment Financing revenues from
additional investment at Bay Harbor to reimburse the Eligible Activities for GLCFA, as well as infrastructure
improvements for Bay Harbor.  Because Bay Harbor is under a PA 451 agreement with the City of Petoskey, the project
was able to take advantage of the City’s Core Community status for site preparation and infrastructure.  The total
investment for GLCFA and Bay Harbor is estimated at $11 million, with an estimated $ 3.2 million in Eligible Activities.
The approval process included complex negotiations with the City of Petoskey for concurrence and the ECBRA and
Emmet County for approval, with a unique Brownfield Plan that provides interest for only the GLCFA Eligible Activities
and twenty percent of the tax increment and the inflationary increase is retained by taxing jurisdictions.
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Tammy Doernenburg
Planning Director

Emmet County tdoernenburg@emmetcounty.org
231.439.8998

Rob Straebel
City Manager

City of Petoskey rstraebel@petoskey.us
231.347.2500

OTHER BROWNFIELD AUTHORITY REPRESENTATION

The following is a list of other Brownfield Authorities represented by Mac McClelland and Mac Consulting Service.
Representation for many of the Authorities has included securing and/or implementing EPA Brownfield Assessment
Grants and/or EGLE Brownfield Grants and Loans or EGLE Site Assessment Grants.

Mac has successfully implemented $10.4 million in EGLE Brownfield Grants and Loans, and over $2.4 million in EPA
Brownfield Assessment Grants, working directly with the EPA and EGLE and communities to meet community
objectives, protect public health, and position property for redevelopment. Each of the EGLE Brownfield Grants/Loans
and EPA Brownfield Assessment Projects included environmental assessment work plan development and
implementation, financial and program reporting, and meeting fiscal requirements.

MANISTEE COUNTY BROWNFIELD REDEVELOPMENT AUTHORITY

Mac was contracted by the Manistee County Brownfield Redevelopment Authority to represent the Authority in the
review and approval facilitation for two Brownfield Plans in 2006.  The Authority subsequently selected Mac and
Otwell Mawby through a competitive process to implement their $397,000 EPA Brownfield Assessment Grant.  Mac
McClelland has continued to represent the Authority in the resurrection of one of the Brownfield Project and provides
support to the annual Act 381 reporting for the Authority.

Rob Carson
Former Planning Director

Manistee County rob.carson@networksnorthwest.org
616.293.8667

CITY OF CHEBOYGAN BROWNFIELD REDEVELOPMENT AUTHORITY

Mac assisted the City of Cheboygan Brownfield Redevelopment Authority in preparing and facilitating approval of
Brownfield Plans for the redevelopment of the former Woolworth property downtown, expansion of the Straits Area
Federal Credit Union in downtown Cheboygan, and the development of the Calcite Credit Union.

Tom Eustice
City Manager

City of Alpena teustice@cheboygan.org
231627.9931
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CITY OF LUDINGTON BROWNFIELD REDEVELOPMENT AUTHORITY

Mac was selected through a competitive proposal process to implement a $200,000 MDEQ Site Assessment Fund
Grant to position property for redevelopment throughout the City.  Four properties were positioned for
redevelopment, with an anticipated private investment of $6 million. Mac has continued to represent the City to
prepare a Combined Brownfield Plan and facilitate local and State tax capture approval for a major downtown
redevelopment that includes relocation of a public facility for economic development purposed, the third such
approval in the State.

John Shay
Former City Manager

City of Ludington
(now with Ottawa County)

jshay@miottawa.org
616.738.4898

MASON COUNTY BROWNFIELD REDEVELOPMENT AUTHORITY

Mac Consulting Service was selected through a competitive proposal process to implement their $200,000 EPA
Brownfield Assessment, in conjunction with the Ludington MDEQ Site Assessment Fund grant in 2005. Mac Consulting
Service inventoried 121 properties and completed 14 Phase I’s, 7 Phase II’s, and 3 Baseline Environmental Assessments
under the EPA grant.  The work resulted in three redevelopment projects with an anticipated $5 million in private
investment. Mac Consulting Service continued to work with the Authority in the redevelopment of the former Mason
County Service Building in 2014 and the downtown Ludington project in 2016.

Fabian Knizacky
County Administrator

Mason County fknizacky@masoncounty.net
231.843.7999

CLARE COUNTY BROWNFIELD REDEVELOPMENT AUTHORITY

Mac prepared the grant application and was selected as the Brownfield Consultant through a competitive process to
implement their $200,000 EPA Brownfield Assessment Grant to position properties for redevelopment. Mac
Consulting Service inventoried 292 properties and conducted 14 Phase I’s, 9 Phase II’s, and 3 Baseline Environmental
Assessment under the EPA grant.  The work resulted in two redevelopment projects with an anticipated $2 million in
private investment. Mac continues to work with the Clare County Brownfield Redevelopment Authority and assisted
in the establishment of the Clare County Land Bank Authority and the sale and redevelopment of its first property.

Tracy Byard
County Administrator

Clare County byardt@clareco.net
989.539.2510

d) Value Added Services

Mac McClelland brings a width and depth of public and private sector experience that few other Brownfield
Consultants can match.  In addition to providing all of the necessary services for effective Brownfield Authority
operations, Mac has extensive experience in TIF authority consulting, strategic planning, and citizen input processes
that may provide significant additional value to the operations of the Brownfield Authority and the community.
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TIF Authority Consulting: Mac marshalled an amendment of the Boyne City DDA Development and TIF Plan to provide
for the reimbursement of façade improvements, barrier-free access and fire suppression expenses for downtown
building, with the combination of a Brownfield Plan for environmental, lead and asbestos abatement and demolition
costs where the State approved the DDA TIF capture as a match and the State provided 95% of the funding for
Brownfield Eligible Activities, effectively doubling the available resources for two important downtown projects, the
Dilworth Hotel and the Lake Street redevelopment. Mac was the key consultant for the LDFA TIF and Development
Plan for the City of Boyne City Local Development Financing Authority. Mac was recently contracted to extend the
Boyne City DDA Development and TIF Plan. As part of a Project Team, Mac facilitated discussions with the property
owners and the community for a transformation of the 200 East Front Street alley and later the Garland Street
warehouse district for pedestrian, service and private vehicle, and recreation use for the Traverse City DDA.

Strategic Planning: With Bryan Crough, Traverse City DDA Director, Mac designed and facilitated a Strategic Plan for
the Grand Rapids DDA in 2009, providing targeted objectives that continue to be implemented.  While Deputy County
Administrator, Mac led the County's Strategic Planning and Continuous Quality Improvement efforts including program
design, training development and delivery, technical assistance to departments, and program evaluation.  Served as
Chair of the County Quality Council, a group comprised of representatives from labor, administration, County Board,
courts, internal and external service departments, and department heads.

Citizen Input: Mac led a process to create a community vision of a 54-acre historic park owned by the City of Traverse
City – Charter Township of Garfield Recreational Authority that was once part of the former Traverse City State
Psychiatric Hospital.  Mac worked with Rec Authority representatives and key stakeholders to design the process and
facilitated five community meetings that resulted in community vision with broad based support and continued to work
with Rec Authority and community groups in the implementation of the vision.  Mac also led a community input
process for the design and implementation of the South Campus Entrance to the Grand Traverse Commons, one of the
first new roads constructed in the Traverse City area in fifteen years. McClelland is a Certified Charette Planner through
the National Charette Institute.

SECTION C: REFERENCES

References are provided under each of the project listing and BRA reviewers are encouraged to contact our client
references.

SECTION F: INSURANCE CERTIFICATIONS/LICENCES

Mac Consulting Service, LLC insurance certification is attached.
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PROFESSIONAL LIABILTY CERTIFICATION – MAC CONSULTING SERVICE LLC



MAC CONSULTING SERVICE
8334 OUTER DRIVE SOUTH

TRAVERSE CITY, MICHIGAN 49685
231.633.6303

MAC McCLELLAND
mactc@charter.net

Mac McClelland is one of the leading brownfield redevelopment specialists in Michigan. Mac
has worked with communities and private developers throughout Michigan to stimulate
investment on brownfield properties. Mac has developed, facilitated approval, and/or
implemented sixty-nine (69) Brownfield Plan projects totaling over $146 million in estimated
Eligible Activities, encouraging over $1 billion in additional private and public investment, and
represented or worked with fifteen (15) Brownfield Redevelopment Authorities across
Northern and Western Michigan.

Mac has effectively managed USEPA Brownfield Grants totaling over $2.7 million and MDEQ
Brownfield Grants and Loans totaling over $12.9 million and served on statewide committees
to assist in drafting and implementing brownfield legislation.

Mac also has over 20 years of public sector experience including 13 years in local government.
He joined Grand Traverse County in 1989 and initially served as the coordinator responsible for
managing state, federal, and private grants, securing over $4 million in grants to support
county activities. In 1991 he was promoted to Deputy County Administrator and established
the Grand Traverse County Brownfield Redevelopment Authority, one of the state’s foremost
brownfield redevelopment programs. He also led a citizen participation process to address
wastewater treatment needs in a growing community.  Based on that process, Grand Traverse
County’s wastewater treatment plant was expanded and modernized, with tertiary discharge
quality that exceeds NPDES standards, adjacent to a historic neighborhood in downtown
Traverse City.   Mac also led planning processes for court and correctional facilities expansions,
established a multi-jurisdictional cooperative recycling program and a county-wide Geographic
Information System, and facilitated the expansion of recreational property and a non-
motorized trail network.

Mac’s collaborative approach and innovation earned the respect of business executives and
local government officials. Twice he won the Environmentalist of the Year award from the
Northern Michigan Environmental Action Council for his work to ensure cost-effective and
environmentally sensitive public works projects.

Prior to joining Grand Traverse County, Mac was with the Michigan Public Service
Commission’s state energy office where he developed the Michigan Biomass Energy Program,
provided technical assistance to communities in comprehensive energy efficiency programs,
and led an environmental assessment of future electricity resource options.

Mac received his Bachelors and Masters degrees from Michigan State University.
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Larkin Group of Traverse City

13900 S West Bay Shore Drive

Traverse City MI 49684

Carlson Nancy

(231) 947-8800 (231) 346-6111

ncarlson@larkingrp.com

MAC Consulting Services, LLC

8334 Outer Drive South

Traverse City MI 49684
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