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Executive Summary - Business Case Analysis

1. Purpose

In response to a request from the City of West Allis that McKinstry provide an action plan for the
replacement of the City’s Public Works Facility (reference Legislation Text File # R-2017-0448) the
team that recently completed the citywide Facility Condition Assessment conducted additional
analysis to provide the attached consulting recommendation. The primary purpose of this analysis
is to enable the City of West Allis to chart the best path forward, taking into account budget
estimates for various options, the current and future needs of Public Works employees, known
space available, and the input of City stakeholders. While this Business Case Analysis provides
detailed assessment and cost projections for multiple, potential action plans, it should not be used
in place of schematic design, design development, or the formal construction administration
process. Rather, the recommendations given should serve as the foundation for these next steps,
enabling the City to decide with confidence what will best serve the needs of its constituents.

2. Methodology

McKinstry’s Business Case Analysis (BCA) process involves four critical phases, each contributing to
the comprehensive accomplishment of the City’s goals for this Action Plan.

1. Establish a Baseline. Employing the findings of the citywide Facility Condition Assessment
(FCA), the McKinstry project team established a baseline cost of continuing to maintain and
replace components of the existing Public Works facilities. This baseline serves as a
“control” against which all other generated options can be compared.

2. Collect Data. To enhance the knowledge and familiarity with Public Works facilities gained
during the FCA, the project team conducted the following information gathering processes
to establish high-level requirements of modern public works facilities:

a) A formal charrette (“focus group”) with Common Council members, department
heads, Division Superintendents, and other City stakeholders

b) Two additional rounds of interviews with Division Superintendents

c) Review of similar building and consulting projects completed by McKinstry and
other top-tier companies

3. Generate Options. Using the established baseline, as well as information gathered during
the previous two BCA phases, the project team creates feasible alternatives that would
meet the needs of the City’s Department of Public Works. These options incorporate several
components of long-term financial analysis, enabling a realistic and objective comparison of
otherwise qualitative characteristics.

4. Present Findings. This Executive Summary, together with the PowerPoint file and formal
presentation, constitute the fourth step of the BCA. The formal presentation will illuminate
in greater detail the methods and processes of analyzing and determining a recommended
course of action, as well as providing an opportunity to answer any questions.
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3. Production

McKinstry created a multi-disciplinary team to best respond to the needs of the City of West Allis
for this BCA, including our Director of Design Services, whose architectural expertise spans more
than 40 years and over 600 projects. Team members who contributed to the collection and
analysis of data, as well as report preparation, included:

Ryan Dickerson, PMP, LEED AP McKinstry

Isaac Fones McKinstry
Peter Goodall, AIA, LEED AP McKinstry
John Lang, AIA, LEED AP McKinstry

4. Significant Findings on Current Condition

While the City’s Department of Public Works maintains an excellent maintenance and service
record, and responds very quickly to the needs of City residents, the growing requirements placed
on the Department and its employees are outpacing what the current Public Works infrastructure
can support. Through the course of this BCA, the project team identified the following significant
conditions that are currently beginning to degrade, or will soon degrade, the Department’s ability
to provide the same excellent service the citizens of West Allis are accustomed to receiving:

a) Inadequate space for indoor vehicle circulation and maintenance operations, which
delays equipment repair, worsens indoor air quality (IAQ), and forces valuable
equipment to remain outside during harsh weather.

The pictures above show very narrow vehicle berths as well as inadequate equipment storage.
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Executive Summary - Business Case Analysis

The pictures below further illustrate little or no available turning radius inside the main garage.

The picture below illustrates the overall density of exterior storage, leaving difficult access and
minimal maneuvering space.
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b) Inadequate space for employee training, break rooms, locker rooms, and
restrooms, which degrades morale and introduces avoidable lags in service
delivery.

The pictures below show cramped and old break room and gear storage spaces.
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c) Inefficient building performance due to aging infrastructure and deferred
maintenance, which increases wasted energy and utility expenses, and causes
premature deterioration of assets.
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d) Poor working environment (not related to management or “climate”) contributes to
lower employee retention and increased difficulty in attracting and hiring high-
quality, committed technicians.
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e) The current inventory system is inefficient, which costs the City time and money.
The photos below show four different inventory stocks in four different locations.
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5. Best Practices

Based on dozens of cities in Wisconsin and across the United States that McKinstry has helped with
building design, mechanical system optimization, and various energy efficiency measures, the
project team believes the following Best Practices - if implemented - would significantly improve
operational efficiency for the City of West Allis, and would put the Department of Public Works on
track to sustain and enhance their excellent service delivery for years to come:

a) Purpose-designed interior and exterior departmental space layouts, which encourage
collaboration (where relevant) and reduce down-time.

b) Co-located office and crew spaces in multi-story buildings can enhance communication,
speed dispatch, and avoid the need for additional land purchase.

c) Modern, larger crew spaces and multi-use training/meeting spaces improve the work
environment and enable safer, cleaner operations.

d) Centralized warehousing with digital inventory management systems save unnecessary
down-time and allow more efficient stocking operations.

e) Indoor heated fleet parking and storage dramatically increase equipment lifespan and
reduce maintenance and replacement costs.

-y

Co-located offices and crew work spaces

Multi-story buildings
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6. Overview of Options

In addition to the baseline scenario mentioned in Paragraph 2 (Methodology), the project team
generated three other options that could help the City of West Allis gain significant operational
efficiency and provide a safer, cleaner work environment for its staff. The budgetary values listed
are estimates only, and are expressed in terms of Total Cost of Ownership over a 30-year term,
which accounts for traditional costs (e.g., up-front construction costs) as well as benefits (e.g., cost
avoidance and time savings expressed in dollars). Dollar amounts shown below are budgetary
estimates and have been rounded to the nearest $100,000.

Option 1: Keep existing Public Works facilities
Total costs: $16.3 million
Total benefits: $0

Total Cost of Ownership: $16.3 million

Notes: This option assumes the need for leased additional space to keep up with the
growing demands for public works services.
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Option 2: Remodel and addition on existing site
Total costs: $30.8 million
Total benefits: $24.8 million

Total Cost of Ownership: $6 million

Notes: This option assumes the need for limited scope, short-term, leased space to
accommodate operational displacement during construction activities.
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Option 3: Build new on existing site
Total costs: $44.5 million
Total benefits: $27.6 million
Total Cost of Ownership: $16.9 million

Notes: This option assumes the need for larger scope, phased-term, leased space to
accommodate for operational displacement during construction activities.
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Option 4: Build new on new site
Total costs: $50.2 million
Total benefits: $29.5 million

Total Cost of Ownership: $20.7 million

Notes: This option assumes the City is able to find and/or purchase a plot of land suitable
to meet the needs of the Department of Public Works discussed in this BCA.

Option 4 -

ADMIN, FLEET AND STREETS OFFICES, LOCKER AND
MEETING ROOMS, BUILDING AND SIGN OFFICES ON
MEZZANINE ABOVE

13,3028F
[T

i H ii

SHARED WORK AREA

e
| ‘ ns‘svlncss
|

.|||I|I|i|

RECEVING | |

New Building on New

Total Cost of Ownership:
$20.7 Million

te8 &4 PREDOMINANT USES

s
s
N
&
X
'
N
L

PW'NGSSVE"'QESIHIIIIHIIII IIIlIIIlII

|} INTERIOR PARIONG

[ oFFce

R OUTDOOR STORAGE
t (UNCOVERED)

[) sTorage
o [7] vercee service
W worx aREA

KEY:
EXISTING BULOING
NEW BUILDING s—
DEMOLISHED BULDING
YARD EDGE
PRIMARY ENTRANCE COOR &

mezzawne urenievie [ 2]
CINTRAL SHARED WORKSPAGE

[ ]
] [

i

BUILDING AREA:
TOTAL W

SITE AREA:
TOTAL: 377,002 SF
1 885AC

s

—

PROS: CONs:
A TED CHcE SAERADINE 1. NO CONSTRUCTION IMPACT—OCCUPY EXISTING FACILITY UNTIL MOVE 1. POTENTIAL IMPACT OF USES ON NEIGHBORS
2. NEW SITE COULD HAVE BETTER LOCATION TO POPULATION, FREEWAY OR 2 GREATER TING PRC
THOROUGHFARE ACCESS 3. SITE ACQUISITION COSTS
DIFFERENTLY MAY BE BETTER 4 NEED TO SELL EXISTING SITE, MARKET VALUE, REQUIRED REMEDIATION

4. FREEDOM TO DESIGN BUILDING WITH IDEAL SPACES AND ADJACENCIES, AS

USES AND RESPONSIBILITY (UNDERGROUND STORAGE TANKS, 7)
5. ABILITY TO SELL EXISTING SITE (DROP FORGE, NEIGHBORS, ZONING)
6. NEW HAUL ROUTES MAY CALSE PROBLEMS WITH IMPACTED NEIGHBORS

¢ = (BASED ON SITE SELECTION)
ﬂlll 5. NEW FACIUTY FOR:
5 L EMOVEEIORN.
-~ 9 fo Of Your Buiiding EDUPERATHO RXPENSES ASUMTI 0N
C. REDUCED REPAR COSTS 1. MOVE PUBLIC DROP-OFF AREAS TO A NEW SITE TO PROVIDE NEEDED
D. BETTER REFLECT MODERN OPERATIONS AND SPACE
E. ORGANIZATION

instry

fe 0f Your Bullding

CITY OF WEST ALLIS, WISCONSIN
MUNICIPAL YARD BUSINESS CASE ANALYSIS

DECEMBER 2018

12




Executive Summary - Business Case Analysis

7. Significant Assumptions

Although the term of the financial projections in this analysis is 30 years, the project team assumes
modern building life span to be 50 years for the purpose of calculating residual building value.
Similarly, to avoid overly speculative comparison between options, this report only uses the first
ten years of deferred capital expenditure costs as a point of comparison, since it’s impossible to
forecast what type or quantity of equipment would be installed in Options 2-4.

Another important point of discussion is that Options 2-4 assume the relocation of public solid
waste and yard waste drop-off to alternate locations and/or alternate dates and times of service.
Some of the current inefficiencies experienced at the Municipal Yard facilities are exacerbated by
limited, one-way entries used by both public employees and citizens for drop-off, which needs to
be addressed in order to take full advantage of this report’s recommendations.

Lastly, the project team assumes a three-year timeline for implementing Options 2-4 (Option 1
requires no planning or construction), which is broken down below. This three-year timeline is
dependent on many factors, including design review, securing funding sources, weather,
procurement lead-times, and contractor selection.

Year 1: Finalize option selection, refine scope of work, establish procurement method and
plan project budget

Year 2: Complete project design and planning

Year 3: Project implementation

Year 1: Year 3:

Decide Implement
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8. Conclusions

Recommendation:

Based on the financial analysis presented above in Paragraph 6 (Overview of Options), the
McKinstry project team recommends that the City of West Allis initiate planning to
implement Option 2 (Remodel and addition on existing site).
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Explanatory Notes:

a) While Option 3 (Build new on existing site) provides an operational benefit that exceeds
the Option 2 benefits by $2.8 million, the 30-year costs associated with Option 3 are $13.7 million
greater, which more than quadruples the benefits gained by Option 3.

b) While Option 1 (Keep existing facilities) presents zero up-front construction costs, it also
affords zero operational benefits, meaning that 30-year costs to continue operating the existing
facilities will far exceed those required of Option 2, not to mention the continued age-related
degradation of current facilities.

c) While Option 4 (Build new on new site) provides the most opportunity to design a new,
purpose-built facility, and carries the greatest potential operational benefit ($4.8 million more than
Option 2), it also presents the greatest up-front costs by far, and 30-year costs that surpass Option
2 by $14.7 million.

Additional Considerations:

The costs of delay. Given the on-going need for considerably enhanced Public Works
infrastructure, as well as the significant costs of delay associated with not acting quickly, McKinstry
recommends that the decision-making process be initiated quickly to avoid interest rate increases,
land value increases, and mounting deferred maintenance costs. Assuming an annual inflation rate
of three per cent - and that the City continues to maintain existing facilities based on the
recommendations of the FCA - waiting five years to act could cost $2.7 million more in capital
asset replacement, $3.9 million more in construction costs, and almost $3 million in operating
benefits not realized ($9.6 million total). In other words, every year the City waits to renovate or
replace its Public Works facilities could cost an average of $1.9 million in inflation and lost savings.

. Operational cost
increases, loss

Relal estate of operational
. value benefits
increases

Inflation and
interest rate
increases

Deferred
maintenance and
equipment
replacement
costs
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