
CITY OF NISSWA 
AGENDA – CITY COUNCIL SPECIAL MEETING 

THURSDAY, JUNE 25, 2026 – 5:00 PM 
NISSWA CITY HALL 

 
 

A. Call to Order 
 

B. Grand View Lodge Approval of using City Land (Council Action) 
 

C. Closed session for the evaluation of the performance of a City employee under Minnesota Statutes, 
section 13D.05, subdivision 3(a).  

 
D. Closed session for the evaluation of the performance of a City employee under Minnesota Statutes, 

section 13D.05, subdivision 3(a).  
 
E. Delaney presentation of Final Report for Pickle & Spirits Businesses 

 
F. Delaney SOW Extension Agreement 
 
G. EDA  

1. Appointing Members (Council Action) 
2. Organizational Resolution/Appoint Members (Council Action) 
 

H. Data Practices Policy – Charging Fees (Council Action) 
 

I. Adjourn 
 



From: Dawn Southworth
To: Maggi Wentler
Subject: Grand View request to utilize the city"s lot off 371 for parking
Date: Thursday, June 18, 2026 9:36:42 AM
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Good Morning Maggie,

I am writing on behalf of Grand View Lodge to request permission to utilize the City's lot
(former Mill's lot) located off Highway 371for parking on the following dates:

Wednesday, July 2, from 3:00 PM to 10:30 PM
Wednesday, July 16, from 3:00 PM to 10:30 PM

We appreciate the opportunity to use this space and understand the importance of
maintaining the lot during and after our events. The property will ensure that all trash is
collected and properly disposed of following use.

Additionally, we understand the City's requirement for a Certificate of Insurance (COI)
and will ensure that a current COI is on file with the City prior to the requested dates.

Please let us know if there are any additional requirements or forms that need to be
completed to secure approval. We appreciate your consideration and look forward to
your response.

Thank you for your time and assistance.

Sincerely,

​​​​

Dawn Southworth
Managing Director

O: 218-967-8671 Ext. 1671
Dawn.Southworth@grandviewlodge.com
https://www.grandviewlodge.com/
23521 Nokomis Ave
Nisswa, MN, 56468

Reservations: 866-801-2951
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Figure 1. Spirits of Nisswa year over year payroll expense change versus revenue change 

 

While the City has consistently received ~$245,000 in profit transfers from the store each year, the total net 
profit has declined for 4 years. Examine net profits year over year since 2023: 

 
-12.9%  2023 versus 2022 

-  4.4%  2024 versus 2023 

-20.2%  2025 versus 2024 
 

Spirits must improve revenues while controlling expenses to return to previous profitability. 
 

Our Fourth Recommendation is to use 2026 as a transition year. With peak summer season underway, 
change can disrupt the most valuable selling season of the year.  We recommend that the City use 2026 to 
build the foundations for a new, successful 2027. Spend the time to stabilize the businesses, make the 
required organizational changes, make Pickle facility investments and begin operational changes in the Spirits 
store. With added foundational support, the City could expect to turn around the current profit slides with a 
goal that 2026 transfers meet 2025 levels. 
 

Our Fifth Recommendation is to act without delay. Meaningful improvements will take time, and delaying 
action will only increase the difficulty of reversing current performance trends. The time to act is now.  

Decision Framework and Roadmap 
These are the city-leader level decisions we believe should be considered by the governing body. All other 
recommendations and business enhancements should be addressed through the  and city 
administrative teams. The primary decisions for the city are to approve the investments and set the goals that 
the  need to attain.  
 

These are the decisions we believe that the City needs to address in priority order. To visualize these decisions, 
turn to the Decision Tree Graphics in the Appendix.  
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Both Operations: 

First, Maintain Both Operations. Retain both liquor operations. Each generates positive cash flow, provides 
reliable transfers to the City, and has opportunities to improve profitability.   
 

Second, Strengthen Leadership and Organizational Capacity. The city needs to evaluate whether it has the 
capacity and capability to manage the two businesses successfully. We suggest adding interim leadership 
support while redesigning the organization, clarify roles and responsibilities, and implement a staffing plan 
that supports both operations.  
 

Third, Increase Revenue and Control Costs by implementing customer service and sales programs to increase 
revenue per guest, while strengthening cost controls across both operations. Implement cost controls in both 
locations (detailed throughout.)  
 

Fourth, Establish Performance Management and Accountability. Implement a structured management 
system with regular business reviews, performance metrics, and employee accountability to drive continuous 
improvement.  

Spirits 
One of the most important decisions facing the City is whether Spirits of Nisswa should remain in its current 
leased location after the lease expires in March 2029 or relocate to a City-owned facility. 

 
As defined in our Statement of Work, we recommended that the City not expand the Spirits facility, as the 
projected increase in fixed costs is not supported by a corresponding plan to generate an adequate return on 
investment. This was delivered to the City in April 2026 and is found in our Appendix.  

We recommend that the City engage a third party to evaluate the feasibility, costs, and business case for 
constructing a new City-owned liquor store. 

A City-owned facility unlocks advantages for the City: 

1. Build Equity Instead of Paying Rent 
Funds currently spent on rent would be invested in a City-owned asset. Once construction costs are 
retired, more of the store's profits could be transferred to the City. 

2. Increase Strategic Flexibility 
Relocating would eliminate certain lease-related restrictions tied to the current location1 and provide 
the City with greater flexibility regarding the future ownership and operation of the off-sale liquor 
business. 

 

1 the language in the current lease is as follows:  
Option Regarding Off-Sale License. In the event that the lessee determines that it will no longer own and 
operate an off-sale liquor business and amends the city code accordingly to eliminate the city as an off-sale 
license holder, Theodore Schaefer shall be given the first option to acquire the off-sale license issued in the 
name of the lessee for the leased premises location.  
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develop a business case, and estimate the associated costs and returns. This analysis should also consider 
whether food service is best operated by the City or through a third-party partner.  

Food represented just 10.4% of Pickle sales in 2025. Municipal operations with larger kitchens and expanded 
menus often generate significantly higher food sales. While the Pickle's seating and labor capacities limits its 
ultimate potential, increasing food sales to 25% of total revenue could generate approximately $175,000 in 
additional annual sales. Even if a portion of the off-sale liquor assortment were reduced to create additional 
kitchen space, the net impact could be positive for overall revenue and profitability. 

Simple menu additions, such as burgers and chicken sandwiches, could significantly increase food sales and 
customer satisfaction. Consider the impact of adding a grill station. We predict a $12 burger and fry combo 
would immediately become the #1 item on the menu.  

Once a food service strategy is selected, the City should hold the  accountable for 
increasing annual sales, profitability, and transfers from the Pickle. 

The Market & External Factors  
There are factors outside the City’s control that can positively or negatively impact its liquor operations. It is 
important to consider them and make reasonable decisions factoring them into future forecasts. We have 
done so throughout this analysis. But to be specific, here are considerations about the realities outside the 
City’s control. 
 

Currently, the Community of Nisswa and the surrounding area where it draws its customer base is continuing 
the population expansion that originated in covid migration patterns. Growing at +14% since 2020, it outpaces 
Baxter which is growing at 1.35% annually off a higher population base. In any case, the community is growing 
at a pace that other outstate municipalities would envy for their liquor operations.  
 

Market Outlook:  

Nisswa benefits from favorable market conditions, including above-average household incomes ($100,000+) 
and significant seasonal residents and tourism. Combined with strong summer traffic and seasonal events, 
these factors position both the on-sale and off-sale businesses for long-term success. 

Importantly, seasonal residents and tourists are more likely to be in the mood to spend money on 
entertainment and adult beverages. Which is to say that Nisswa is positioned well and above the average 
Minnesotan city to support a thriving municipal on- and off-sale liquor business for the foreseeable future. 
This is a positive external factor.  

Two external factors are frequently cited as concerns for municipal liquor operations: changing alcohol 
consumption among younger consumers and the potential for future changes to Minnesota liquor laws. 

Generational Consumption Trends Research shows that Generation Z is currently consuming less alcohol than 
previous generations at the same age. However, much of this difference appears to be driven by age and 
economics rather than a permanent shift away from alcohol. Many Gen Z consumers are still entering the 
workforce and have lower disposable incomes than older generations. Additionally, women are a larger 
percentage of Gen Z than previous generations which have different drinking habits and patterns than men. 
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They are spending the same percentage of their after-tax income on alcohol as did Baby Boomers, Gen X and 
Millennials. In short: at the moment they are too young and too broke to spend like previous  generations. But 
as they age and as they increase their overall HH income, we can expect their adult beverage consumption 
patterns to mimic previous generations. Although retailers should continue to monitor growth in categories 
such as THC beverages and non-alcoholic products. Generational consumption trends is a neutral factor for 
Nisswa's long-term outlook. 

Minnesota Liquor Laws Changes to Minnesota liquor laws are periodically discussed, but industry and 
legislative stakeholders do not currently expect significant changes in the foreseeable future. The rollout of 
cannabis regulations has shifted legislative attention away from alcohol, and municipal liquor operations 
continue to have strong support across the state. 

Regardless of future legislative activity, Nisswa should continue investing in improvements to its liquor 
operations. Strong customer loyalty, operational efficiency, and financial performance will position the City 
well under either the current regulatory environment or a more competitive future landscape. Potential 
legislative changes are a neutral factor for Nisswa at this time. 

As THC and cannabis products continue to gain market share in Minnesota over the next several years, 
consumer purchasing patterns are likely to evolve. Both Spirits of Nisswa and the Pickle have an opportunity to 
capture a portion of this growing demand if they adapt their product offerings, merchandising, marketing, and 
customer experience accordingly. 

To date, Nisswa has been slow to respond to these market changes. The City's liquor operations have not 
developed a comprehensive strategy for THC products, nor have they invested sufficiently in customer 
awareness, merchandising, staff education, or sales execution. As a result, the City has not captured its fair 
share of this emerging market. 

This lack of action has likely contributed to declining alcohol sales without a corresponding increase in THC 
sales to offset those losses. While competitors have embraced changing consumer preferences, Nisswa has 
generally treated THC as a disruption to existing operations rather than as a growth opportunity.  This has 
underserved customer demand and resulted in slowing the profit benefit outcome for both businesses.    

Moving forward,  must develop a clear THC strategy that addresses customer demand, 
product selection, pricing, merchandising, marketing, customer education, and regulatory compliance. 
Successfully adapting to this market change could generate new revenue and higher margins. Failure to do so 
will likely result in continued market share losses as consumers shift their spending to more responsive 
competitors. THC sales could be either positive or negative, depending on how effectively the City responds. 

Competitive Assessment 
Delaney Consulting assessed basic competitive factors for both Nisswa liquor businesses. Our general 
assessment is that both businesses are well positioned and are not experiencing any significant new or 
different competitive threats to current operations. That being said, there are ways each business can be 
further differentiated and elevated against their competitors. This is especially true at The Pickle vs. Spirits. 
Pricing, assortment, merchandising/store presentation and customer engagement were our main focus of 
competitive comparison across the Nisswa Liquor Businesses. 
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their satisfaction through a survey or other measurement vehicles. Nor did it include a survey of the residents 
of Nisswa who may or may not be customers of the liquor operations.   

 
Spirits of Nisswa (off sale) 

 
Overall, the business health of Spirits of Nisswa is concerning. Sales and Customer counts are down.  

 
 

Spirits has experienced a decline in customer traffic and purchase frequency. To reverse this trend, the store 
must attract new customers while giving existing customers stronger reasons to return more often. 

One of the most obvious opportunities is the implementation of a customer loyalty program. Although the 
store's POS system already supports this capability,  has not deployed it. This has left a proven 
customer retention and sales-building tool unused. 

Municipal liquor stores that have implemented loyalty programs commonly achieve a 3-5% increase in sales 
among participating customers. When combined with digital offers, email campaigns, and personalized 
promotions, sales lifts of 5-10% are common over time. 

We recommend implementing a loyalty program supported by the Spirit’s POS system in the fall of 2027, once 
the store has addressed other more urgent marketing and  gaps.  

 

Productivity is down whether you measure sales per square foot, inventory turns or sales per labor hour. 
These measure the productivity of the three largest expenses: rent, COGS and payroll.  
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through the sales process.  Because of this gap, customer service  and is not the advantage that 
 believe. A better customer service model, that includes a defined sales model, with 

 reinforcement will have a positive impact on sales.  

 
The Spirits assortment is extensive, but not properly balanced to meet future shopper demand. Selections 
could be optimized in the MN Wines, Boxed Wines, NA, Mixers, THC, Bar Supplies and Novelties sections. The 
store needs to have a review of sales and an adjustment in space allocation to meet shoppers’ changing tastes 
and purchasing patterns.  

We are concerned that Spirits does not have a consistent policy for verifying customer identification. 
Currently,  to determine when to request ID, creating unnecessary 
compliance and liability risk for the City. 

The store's POS system already includes a mandatory ID verification feature that requires identification before 
a transaction can be completed. Many municipal liquor stores successfully use this functionality to ensure 
consistent compliance and reduce the risk of underage sales. 

We recommend that the City implement mandatory ID verification for all alcohol purchases and make it a 
standard operating procedure. While this may require a short adjustment period for customers and staff, it 
provides a clear, defensible process that protects the City's liquor license and demonstrates a commitment to 
responsible alcohol sales. The  job description should also be updated to reflect accountability for 
enforcing a zero-tolerance policy regarding sales to customers whose identification has not been verified. 

Spirits does not currently have a structured marketing program beyond its LED sign and limited social media 
activity. The store needs a coordinated approach to promotions, advertising, and customer outreach, with 
measurable goals for increasing customer traffic, loyalty, and sales. 

The City has also missed an opportunity to promote one of Spirits' strongest competitive advantages: its 
profits are reinvested into the community. Concerns that municipal liquor stores are perceived as higher-
priced have led to downplay this message rather than actively address it. We recommend 
developing a unified brand message that highlights both Spirits' competitive value and its community impact. 
Customers should understand that shopping at Spirits supports local services, facilities, and quality of life in 
Nisswa. The  should be accountable for implementing marketing 
programs that strengthen this connection and drive customer loyalty. Examples from other municipal liquor 
campaigns include: 
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● Transactions have declined every year: 111,867 (2023) → 111,291 (2024) → 108,165 (2025), and Q1 
2026 is down a further ~3.5% versus Q1 2025 (16,202 vs. 16,789).  

● Units sold have fallen in step, down roughly 5% from 2023 to 2025 (290,472 → 275,647).  
● Meanwhile, revenue per transaction rose from $32.47 to $33.70 and average selling price from $14.18 

to $14.37 (both up YTD in 2026).  
 

In short: price increases are currently offsetting traffic loss. This is found in rising Revenue Per Transaction 
(RPT) and Average Selling Price (ASP) but does not reflect dominant consumer trends of 2026.  The false sense 
of business stability issue to price increases and is not sustainable. This is the central issue to address. 

 
Our Recommendations: 

1. Tackle the traffic problem before raising prices further. Transactions are down nearly 3,700 from 
2023 levels. Loyalty/rewards programs, bundle and BOGO promotions (which should also lift Units Per 
Transactions), and local event or seasonal tourism marketing tied to Nisswa’s calendar would target 
the root cause rather than the symptom.  

2. Shore up beer. It’s the single largest dollar decline in the portfolio. While there is a broader category 
shift (craft, seltzer, RTD trends) addressing store-specific issues with assortment and pricing, then 
refreshing the set or adjusting price points accordingly will help.  

3. Invest in the categories already winning. Non-alcoholic, mixers/soda, smokables, and THC are all 
outperforming. Expanding shelf space, marketing emphasis, and staff attention here - especially THC -  
could offset softness elsewhere.  

4. Make pricing more surgical. Broad Average Selling Price (ASP) increases risk pushing away value-
conscious shoppers and likely contributes to the transaction decline. Category- and item-level margin 
optimization -  protecting margin on high volume staples like liquor while staying price competitive on 
traffic sensitive categories - would be a more sustainable path to revenue growth. The pricing needs to 
be created within the boundaries of competition and market trends - not on the broad percentage 
markup by category that the management is employing.  

5. Meet unmet customer needs. The store already has a website but has yet to promote a “buy online 
pick up in store” offer that would meet the needs of busy tourists and travelers. If the store could 
reach the kind of targets that other populations support, this could be an upside of +6-8% of 
incremental sales. The key is to appeal to busy adults who do not want to use their valuable 
vacation/fishing/hunting/ snowmobiling time shopping. A sustained campaign that delivers on 
“getting you back to having fun” could differentiate Spirits and build a loyal shopper base.   

The Greatest Risk: Spirits is experiencing declining sales, declining profitability, and increasing operating costs. 
Left unaddressed, these trends are likely to continue and result in lower annual transfers to the City. 

At the same time, consumer preferences, competitive dynamics, and product categories are changing. 
Maintaining the status quo is not a risk-free option. In many ways, failing to adapt presents a greater risk than 
making thoughtful, well-managed changes. 

While any business transformation carries risks, those risks can be mitigated through disciplined planning, 
, and active performance management. The City must closely monitor pricing, margins, 

inventory levels, customer demand, and emerging product categories to ensure that changes improve 
business performance rather than create unintended consequences. 
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To support a successful transition, the City should: 

• Engage customers through surveys and ongoing feedback mechanisms. 
• Involve employees in the change process through communication, training, and support. 
• Communicate openly with residents about the reasons for change and the benefits to the community. 

The greatest risk facing Spirits is not change itself. The greatest risk is allowing current performance trends to 
continue without intervention. 

The Size of The Prize: Spirits 
The initiatives outlined in this report are expected to increase sales, profitability, and annual transfers to the 
City. The financial estimates presented are intentionally conservative and do not include potential gains from 
labor efficiencies, improved product mix, higher-margin THC sales, or other operational improvements. 

In addition, Spirits can likely achieve much of this growth without a significant increase in inventory 
investment. By improving purchasing practices and increasing inventory turns, the store can generate more 
sales and profit from its existing inventory dollars while also improving cash flow. Taken together, these 
improvements provide a realistic opportunity to increase returns to the City without requiring substantial 
additional capital investment. 

These estimates are built off the 2025 sales and margin rates of the Spirits operation. 

Baseline sales 2025:    $4.448         Million 
Baseline Net Net Profits 2025:  $   282,523 (includes a $245,000 transfer to the City) 

Net Net Margin rate:                                  6.4% 

Add new Loyalty program    $133,500 – $266,900/year incremental sales 

     $    8,544 -  $  17,080/year incremental profit (@ current 6.4% rate)  
 

Reduce Labor To 10% of Revenue No Change to sales 
     $102,434/year incremental profit @ current sales rate 

 

Expand THC to 5%-9% of sales  $222,000 - $400,000/year incremental sales 
      $  14,235 - $  25,623/year incremental profit (@ current 6.4% rate) 

 

Increase BOPIS* online Sales   $  90,000 - $180,000/year incremental sales 
*buy online pick up in store  $    5,760 - $  11,520/year incremental profit (@ current 6.4% rate) 

 

Bottom Line: Implementing these initiatives and successfully executing them should result in: 

Increase in Sales   $445,500 - $846,900/year in incremental sales 

Increase in net/net profit  $130,973 - $156,700/year in incremental profit 
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Beer and food are the primary growth engines. Recent growth has been driven almost entirely by beer and 
food sales. Food sales increased +13.3% in 2025 and represent one of the greatest opportunities for future 
growth. The current menu is limited and does not fully capitalize on customer demand. Expanding into made-
to-order offerings such as burgers, chicken sandwiches, and upgraded appetizers could significantly increase 
average ticket size and overall sales. Pairing food + beverage promotions would further accelerate growth. 

Liquor sales, by contrast, have remained flat or declined slightly. This may be due to heavy pours that depress 
revenues from liquor, a lack of high revenue and margin cocktail offerings and  an over-reliance on Happy 
Hour specials that promote liquor at a discounted price.	 

The off-sale operation generated approximately $240,000 in sales across more than 21,000 transactions in 
2025 and produced healthy margins. We believe the assortment could be optimized within a smaller footprint 
while maintaining most of its sales volume and decreasing overhead. This would create an opportunity to 
repurpose a portion of the space for expanded food preparation and kitchen operations, which offer a higher 
growth potential than additional retail liquor assortment.  

The Pickle requires several facility repairs and improvements that are outlined elsewhere in this report. 
Beyond those basic needs, the City should prioritize investments that directly increase revenue. 

Expanding outdoor seating, improving the outdoor guest experience, and dedicating staff to outdoor service 
during peak periods would increase customer capacity, length of stay, and spending per visit. Over time, the 
City should also evaluate whether the pool tables maximize revenue potential. 

Customer service is one of the Pickle's . It will remain an obstacle until it is 
addressed.  varies dramatically depending on the  and online customer reviews 
consistently identify  as a source of dissatisfaction. The Pickle currently lacks consistent  
standards, training, and accountability. Too much depends on the  rather than a defined 
customer experience. 

To succeed, the Pickle must provide the same  to both residents and visitors. Leadership 
must establish, model, and enforce a clear customer service standard that applies to every customer 
interaction without exception. 
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The analysis also reinforces a concern raised throughout this report: the City's reporting systems are not 
producing a clear and consistent picture of business performance. POS reports and year-end financial 
statements often tell different stories regarding category performance, particularly within beer and liquor 
sales. While some differences may be attributable to reporting periods, category definitions, or system 
conversions, the inconsistencies make it difficult for  and the City to confidently assess 
performance and make informed decisions. 

Finally, the data clearly shows that the Pickle's success is concentrated during peak weekend periods, 
particularly Friday and Saturday evenings. These hours generate a disproportionate share of revenue and 
should be the primary focus for staffing, customer service, promotions, and facility investments such as 
expanded outdoor seating and service capacity. Invest in a better outdoor/patio experience to capture more 
of that peak weekend demand and be deliberate about where staffing hours go (concentrating coaching, 
service standards, and "best foot forward" effort in those Friday/Saturday evening windows, where it will be 
seen by the most customers.) 

In summary, the Pickle does not have a revenue problem. The business generates sufficient revenue, but 
operational inefficiencies and weak profit controls are limiting financial performance. Sales have remained 
relatively stable over a  year period, but pricing, discounting, operational discipline, and reporting practices are 
limiting the business's ability to convert that revenue into profit and higher transfers to the City. 

Off-sale: flat overall, with one star and one problem 

Category 2022 2025 4-yr change Note in the data 

Liquor $99,084 $95,061 -4.1% Dipped, then rebounding — "maintain and grow" 

Beer $101,673 $88,288 -13.2% Steepest decline — reflects consumer trends 

Wine $25,002 $23,316 -6.7% Distant third; lost its 2024 gains 

Tobacco $5,326 $17,173 +222.4% Explosive, sustained growth — "replicate and increase" 

Total $239,452 $236,420 -1.3% Essentially flat over 4 years 

Two things stand out. First, tobacco has nearly tripled in four years and is now a meaningful contributor. It is 
worth understanding why so that success can be deliberately repeated at the Spirits, if possible. Second, beer 
is the off-sale side's biggest problem, just as it is at the Spirits store — down double digits over four years. This 
strengthens the case that we are seeing a community-wide consumption shift rather than a Pickle-specific 
issue. We do know that one shift is younger people enjoying more THC beverages and that this is a shift that 
Nisswa has been late to recognize. Like Spirits, Pickle’s off sale trends are that "fewer customers are paying a 
bit more." We suggest that the Pickle can capture similar sales in a smaller footprint and repurpose space for 
food preparation for bar patrons.  

Our Recommendations 

1. Raise prices/curb discounts — it's the highest-confidence, lowest-risk lever available.  
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• Raise average prices modestly: about 50 cents on beer, wine, and non-alcoholic beverages, and $1 on 
liquor and food. Institute annual pricing reviews that reflect the business needs.  

• Reduce discounts by 20% (current annual discounting totals nearly $20,000, concentrated in liquor at 
roughly $11,900/year) We recommend achieving that by cutting Happy Hour on Fridays from May – 
August at a minimum.   

This would generate an estimated +$171,000 in net revenue, a 13.6% increase without needing a single 
additional customer through the door. It is the fastest route to more sales and profit and why we recommend 
raising prices, pouring more consistently, and scaling back Happy Hour and "Pickle Nickel" discounting during 
peak season. 

2. Concentrate staffing and service-quality investment on Friday/Saturday evenings. That's where the 
overwhelming majority of bar revenue is generated. It's the highest-leverage place to spend 
scheduling, training and coaching attention. Increasing sales for Friday and Saturday between 5pm – 
midnight by just 15% would increase sales by $50,000/year.  

3. Create a seasonal cocktail menu. An easy-to-mix rotating cocktail menu can drive $2-3/per drink in 
incremental profits. If only 5% of customers opt for a higher margin seasonal cocktail, over the course 
of the year, that equates to $9200 - $13,800 of incremental profit at the end of the year without 
discounting.   

4. Consistently execute a sales and customer service model. Customer feedback and observations 
document  to customers. This is exacerbated on busy summer weekend 
events where customers routinely wait 20-30 minutes for service. A better scheduling plan along with 
a direct customer service model that support  could conservatively improve 
sales by 2-3% overall.  

5. Create a $12 burger and tots item. More appealing food could double food sales from 10% of revenue 
to 20% in the future. It is not unusual for bars like the Pickle to reach 25% and higher. Conservatively 
that is worth $125,000 in incremental sales each year. Importantly, additional food almost always 
equates to additional beverage purchases. So, the Pickle can expect a virtuous cycle that translates to 
even more sales and profit.  

The Size of The Prize: The Pickle 
The initiatives that we recommend can both improve overall sales (revenue) for the The Pickle as well as 
improve its margin and net/net profitability. This, in turn, should translate to higher transfers to the City for 
the benefits of its residents. These are conservative estimates that do not double count improvements in sales 
and margin rates. We suggest that the City should expect a bare minimum net/net profit rate of 5% from its 
Pickle operation. In truth, other municipalities see rates of 8-12% when their operations are efficient.  
Considering its 90%-alcohol to $10%-food mix, normalized net profit targets should be in the range of 15-18%.    
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These estimates are built off the 2025 sales and margin rates of the Pickle operation. 

 

Baseline sales 2025:    $1.262         Million 

Baseline Net Profits 2025:             -$   1,901 (includes a $ 45,000 transfer to the City) 

Net Margin rate:                                       -    1.2% 

 
Raise Prices/Cut Discounts    $171,271/year incremental sales 

     $    8,563/year incremental profit (@ challenge 5% rate)  
 

Convert 5% of liquor sales to seasonal $   9,200 – 13,800/year incremental sales 

 cocktails   $   9,200 – 13,800/year incremental profit 
 

Self-Manage the ATM   No change in Sales 

      $   6,000 –   8,000/year incremental profit based on previous usage  
 

Renew Electronic Pull tabs  No change in Sales 
     $   5,000 –   8,000/year incremental profit based on pull tab rates 

 

Increase food sales to 20% of Total $125,000 - $137,000/year incremental sales 
     $    6,250 - $  6,850/year incremental profit (@ challenge 5% rate) 

 

Bottom Line: Implementing these initiatives and successfully executing them should result in:  

Increase in Sales   $305,471 - $322,071/year in incremental sales 

Increase in net/net profit  $  35,013 - $  45,213/year in incremental profit 

 
If The Pickle could achieve benchmarks like other successful municipal pubs, its transfers to the City could 
reach $75,000 every year and still cover all of its expenses and capital requirements.  

Strategic Recommendations 
Both Spirits and Pickle:  
Strengthen the municipal value proposition. The City should embrace and promote one of its strongest 
competitive advantages: profits generated by Spirits and the Pickle are reinvested in the Nisswa community. 
Today, both operations largely avoid connecting customer purchases to the services, facilities, and community 
benefits those profits support. 

 
We recommend developing a unified marketing message that reinforces the value of shopping locally and 
supporting municipal enterprises. This message can be amplified through partnerships with the Chamber of 
Commerce, local tourism organizations, the SMBA, American Express Shop Small initiatives, and other local 
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Tactical Recommendations 
Strategic Recommendations put City council leaders in a position to set goals, targets and priorities for the 
liquor operations. Tactical Recommendations are the business changes that should be done within the liquor 
businesses as part of continuous improvement to maximize returns.  These are the high impact elements 
across foundational areas that should be focused on to improve business outcomes, customer and employee 
satisfaction. We are confident that these will have a meaningful impact on results, will aid in progressing the 
businesses forward but are difficult to quantify in specific returns. 

Our findings and recommendation are as follows: 
Both Spirits and Pickle 

1. Invest in Marketing and Advertising. Begin to use a 1% of revenue target for Advertising and 
Marketing. There are low-cost, location-targeted channels that the City could use to raise awareness and drive 
a call to action within the community. Integrate this investment as part of a promotional planning and 
marketing calendar. Consider and test:  

● Meta ads on Facebook and Instagram that are both radius and demographic targeted. 
● Nextdoor ads that are effective with hyper-local targeting especially among older homeowners.  
● Sponsored Google local search placements are particularly good for immediate purchase intent 

amongst tourists. 
● Spotify and Pandora audio ads which have had past success with other MN Municipal liquor 

operations. 
● Local blogs and influencers who are inexpensive and highly trusted. 
● Local billboards and ballfield signs 
● Host partnerships with local Airbnb, VRBO and resorts with flyer placements and a discount program 
● Integration into as many low/no-cost community and city events for awareness and marketing 

purposes.  

 

2. Develop cohesive training. Training is a significant gap across Nisswa's liquor operations. Employees 
consistently reported that they must seek out information on their own rather than  
on products, procedures, business changes, or customer service expectations. Outside of basic onboarding, 
most employees described training as inconsistent, informal, and heavily dependent on  

. 

Current training methods are not producing consistent results. Employees often rely on shadowing coworkers, 
personal internet searches, or informal conversations to learn their roles. While Spirits has invested time in 
developing product knowledge materials, employees reported limited usage and effectiveness. 

We recommend implementing a formal training program that includes: 

• Structured onboarding for all new employees. 
• Defined learning paths by role and experience level. 
• Regular coaching and performance feedback  
• Quarterly training plans and scheduled development time. 
• Seasonal re-orientation for returning employees. 
•  and succession planning. 
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• Semiannual all-staff meetings focused on performance, expectations, and upcoming business 
priorities. 

• Greater use of vendor, distributor, and MMBA training resources. 

Training should be treated as an ongoing business process rather than a one-time onboarding event. The goal 
is to create more knowledgeable employees, more consistent customer experiences,  

, and a deeper bench of talent for the future. 

The Employee Learning Grid provided in the Appendix can serve as the foundation for defining training 
expectations, tracking progress, and validating employee competency. 

3. Improve communications to achieve better performance.  
 

 

We recommend implementing a more structured communication approach that includes: 

• Planned communication calendars aligned with business priorities and seasonal needs. 
• Consistent messaging through meetings, scheduling platforms, and group communications. 
• Monthly themes and focus areas to reinforce employee priorities and management follow up. 
• would benefit from professional development in quality verbal and written communication as 

well as follow-up mechanics.  
• Expecting better personal organization methods for  would also aid in delivering quality 

communication in a timely manner.  
• Technology needs to be better utilized to create and deliver communication to employees that is 

timely, consistent . One example is using the same app-based scheduling and 
availability platform for all employees.  

• Regular review of communication effectiveness . 

The goal is to ensure that employees receive timely, consistent, and actionable information that supports 
business performance, customer service, and operational execution. 

4. Create documented standards and SOPs to improve processes. Nisswa's liquor operations rely too 
heavily on . While some tools exist, such as 
cleaning schedules and opening/closing checklists, there is no comprehensive set of documented operating 
standards that clearly defines expectations, best practices, and explains how to do things.  

As a result,  
 The lack of documented processes also makes training more 

difficult while increasing risk during employee turnover, and not providing enough redundancy in key areas.  

We recommend developing simple, practical Standard Operating Procedures (SOPs) for both operations. 
These playbooks should clearly define responsibilities, expectations, and the steps required to perform key 
tasks consistently. 
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This will allow the store to present targeted offers to customers based on their previous sales history (wines to 
wine drinkers, bourbons to bourbon drinkers, THC to THC customers, etc.) Then, start regular email 
newsletters/campaigns to invite shoppers to the store to buy new releases, allocated products, events, 
tastings, etc. Loyalty programs can increase sales 3-5% alone - and 8-10% with great offers. The goal is to 
increase traffic to the store where a proper sales model can convert traffic into profitable sales.  
 

Implement traffic-driving promotions. Create a program for promoting discounts outside the store to attract 
shoppers rather than primarily promoting discounts within the store. Discounts should be for a limited time 
and drive a call to action. Besides the email campaign, the advertising and marketing channels listed above 
should be employed and tracked to measure which are most effective.  
 

Leverage no cost/low-cost programs Use receipt promotions and bag stuffers where a return visit within X 
days = 10% off or other targeted offers. Leverage bottler and brand rebates more effectively to drive more 
sales. Currently, those vendor-funded offers are all tidily tucked at the cash register. Which means they are 
not in a location where they will activate a purchase. Those offers need to be at the shelf edge so that they 
motivate shoppers to make a purchase. If needed, purchase shelf edge clips so that they are directly at the 
point of purchase. They also help combat a perception that prices are high by giving your shoppers “deals.” 
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Renew electronic pull tabs when the pull tab booth is unmanned. Revive the past SOPs, train the staff, 
market to customers. Fees from e-tabs could conservatively generate between $5,000-8,000 per year that 
goes directly to the bottom line.  
 

Find a $12 burger and fry (or tater tots) solution. We recommend reconfiguring backroom or off sale space to 
create a small grill and prep area. The product, menu flexibility and customer satisfaction will be much higher 
than a deep fried from frozen burger option. But a reasonable offering at this range could help the Pickle 
achieve a goal for food at 25% of revenue. Coincidently, it will also improve customer dwell time which 
improves drink revenue and overall revenue per ticket. A proper burger option and food program could drive 
$150,000 - $225,000 in incremental revenue per year.  

 

Start quarterly all-hands training and staff meetings.  
. The organization would benefit from more structured training, improved team coordination 

and unified communication and messages. The focus should be on training consistency for any new offers 
(cocktails, menu items), changes in policy (limiting HH or Pickle Nickels, for example) role clarity and team 
alignment.  
 

Start using the same free scheduling app that Spirits uses for its staff. The staff deserves to have a modern, 
updated way to know when they are scheduled for work and when that work schedule changes. The business 
needs a better way to document and maintain time-off requests and general availabilities. The City needs to 
provide a similar experience for its employees across both operations.  
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Channel Mix CM% Online versus store versus event $/% of total sales. Decision suppo  
for resource investment by channel 

Transactions per hour/D  TPH/D Profit by day part. Decision support for labor, inventory, staffing. 
Impact of  Happy Hour and other events.  

Net Operating Profit  NOP The bottom line. What the city earns in its operations. Needs to be 
forefront on all scorecards.  

Days of Supply DOS The total inventory divided by the average daily unit sales. Indicate  
over/under buying and predicts instock rates and inventory turns.  

 

Businesses intentionally use these metrics regularly to make business adjustments quickly. These measure 
outcomes of decisions made within the businesses and the staff’s ability to execute. They are also key 
performance indicators (KPIs) that serve as early warnings for future business performance and outcomes. By 
tracking and documenting the city’s business’s performance with these metrics,  gain insight 
about how to pivot their business decisions much more clearly than the city’s current P&L and accounting 
practices.   

 

We recommend that the city select key metrics to measure and set concrete targets for each. For example: 
● Units per Transaction by day, Labor as a % of sales by week, and Days of Supply reporting would 

immediately start to assist the  meet the challenges we set forth to drive topline sales, 
reduce labor expenses and improve inventory productivity.  

● Revenue per transaction, Margin Erosion by Category, Category Mix and Transactions per hour/day 
would help the  identify where leakage is occurring in  as well as indicate where 
changes in staff scheduling could improve customer experience.  

 
All measurements have value. But as the City rolls out new expectations to improve the businesses with fact-
based analysis, it is always best to begin with a limited focus until  become proficient in their use.  

 
Summary 

Nisswa’s accounting and retail/bar/restaurant reporting needs to evolve to support improved business 
decision making. This will create more stability in the business by creating baselines and revealing trends that 
are overlooked today. Generally speaking, the city businesses accounting practices and monthly reporting are 
sound. However, it needs more context such as P&Ls that show trends month-over-month, year-over-year and 
year to date.   
 

The city needs reporting to specifically show marked improvements and/or impacts of decisions that are being 
made. This is a pivot from current reporting measurements and objectives. 

 
The two liquor businesses need retail and restaurant scorecards to identify and detail gaps and opportunities 
they can address to maximize their returns for the residents of Nisswa.  
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Critical Notes for Additional Success: 

More Planning, Less Reporting. Most city businesses spend the majority of their time discussing and reporting 
on past results. But the majority of business planning should be spent creating action and activities that affect 
future results.  
 

The City needs different tools and resources. The City needs to identify the tools and processes, with defined 
roles and responsibilities, to capture and progress liquor operations in meaningful ways. Simply, this work 
needs to be organized and documented.  
 

The City’s resources will need to be used differently in some cases. This could include new roles, changing 
responsibilities within current roles and/or shifting historic spend from ‘X’ to ‘Y’ to create different results.   
 

There are numerous outside resources the City of Nisswa should utilize: 

● MMBA membership benefits should be stretched to provide more value back to members.  
● Distributors and vendors should be more deeply engaged to provide training, recipes and business-

building recommendations.  
● Customers and employees need to be regularly engaged to extract insights to prioritize and act upon.  
● Delaney Consulting provided a SOW to the City for a new engagement to help support these efforts.    

 

Shift the focus and perspective to continuously improve. Agendas and work cadences should be built in 52-
12-4-2-1-week calendar dimensions. This will be imperative to create and execute the promotional and event 
planning workstreams. Generally, these targets help businesses make planned changes in their operations 
instead of iterating ongoing operations.   
 

To develop institutional knowledge, critical operating decisions need to be documented. The City needs to 
have knowledge of what work needs to be done along with the resources and time to achieve the work.  
 

To prioritize new work that needs to be done, old work needs to stop or be done differently. This must be 
done to create capacity for new initiatives and workstreams. There is some great work happening and the City 
needs to be aware of what is already successfully embedded in operations while establishing new ways of 
collaborating.  
 

Account for “Run the Business” responsibilities and tasks: 

● Buying 
● Pricing 
● Merchandising 
● Staffing and scheduling  
● Training  
● Facility management  

 

Account for “Change the Business” responsibilities and tasks: 
● Promotional planning and execution  
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● Marketing activities  
● Developing new cocktail and menu offerings 
● City and community engagement   
● Loyalty program rollout and operations  
● POS data mining 
● Operating a true training and meeting cadence will each team at their respective businesses   

Map Roles and Responsibilities to All Work Prorities and tasks  

● Identify and assess who is currently doing what.   
● Identify gaps in capacity, knowledge, skills, roles, budgets in order to get XYZ done.    
● Address job descriptions: up to and including resetting roles, pay grades, talent, etc.  
● Deploy a different working model to accomplish different work.  

Set New Priorities, Objectives, Goals, and Use Specific Metrics to Measure    

● This should complement your annual budgeting process and inform how you achieve it.  
● Use the IPP capability to organize and document the things you need to do to achieve your budgets 

and grow your business.   
● Create 30-90-180-365-day operational and working plans to achieve the priorities you’ve agreed to.  
● Identity and agree to the right metrics to measure specific goals and workstreams. Follow the SMART 

Goal-setting formula: Specific, Measurable, Actionable, Reasonable, Timely. 
● To start, highly consider adopting the priorities and metrics we have listed throughout this report.   

Implementation Roadmap & Timelines 
Purpose: The steps to make the changes real. Please review the Decision Trees and make strategic decisions 
about keeping both operations open, locations, and food service. Then review the recommendations in this 
document and consider focusing on the following goals: 

Short Term (first 90 days) 
● Quick Wins: Spirits staffing adjustments, Pickle pricing changes 
● Operational Fixes: Pickle Repairs, Security & locks, Professional Cleaning  
● KPI Implementation: Business Rhythms and Reporting 

Near Term (3-12 months) 
● Spirits: Buying changes, Pickle: Cocktail and Menu enhancements 
● Promotional planning and execution 
● Organizational re-design with staffing and labor plans 

Longer Term (1-3 years) 
● Facility: Spirits new construction? Pickle Food Prep Remodel?  
● Capability Building Staff & City, training and succession planning 
● Food Service Contracting? 
● Marketing and Spirits Loyalty Program  

Management Assessment 
 and operational structure impact the performance and long-term sustainability of 

Nisswa’s liquor operations. This assessment is based on interviews with s, and a sampling of 
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Final Thoughts 
Our final considerations and recommendations for the City of Nisswa and its Liquor operations.  

 

Summary: To achieve improved financial performance, operational consistency, employee experience and 
long-term sustainability, the City will need:  

● Clear operational standards and accountability measures in both operations. 
● Modernized role expectations and job descriptions. 
● Consistent KPI and Financial performance management. 
● Stronger operational controls and business routines. 
● . 
● Reinforcement and follow-through mechanisms to ensure operational changes are implemented 

consistently.  
 

Sustainable improvement will require both  development and  
 oversight and operational expectations. This report could put key staff members at risk to change 

- desired or undesired. Considering the local labor market and a lack of a succession plan or training, the 
operations are under pressure throughout the summer of 2026 to operate as uniformly as possible. We urge 
the City to act but be mindful of the need to functionally operate during the high-traffic 2026 summer season 
as off-season improvements cannot compensate for summer business declines.  
 

Under the current staffing situation at the City where there is a vacancy for the City Administrator and the 
, we have submitted a Statement of Work to the City to play an 

interim, fractional role to establish some of the reporting, business rhythms, promotional planning and 
accountability tactics within this document. We urge the City to consider this option as a City Administrator is 
not likely to come aboard soon nor have the Liquor Operations as their top priority.  
 

Operating a business and operating a City require different lenses, decision-making and focus. We caution the 
City that this will take sustained focus to make improvements that are dependable year after year. This will be 
difficult for the City to accomplish without making changes. One of which is fighting inertia that comes with 
delaying decisions. The city must dedicate itself to executing, possibly making some mistakes, learning and 
improving each month.  

 
Advancing together is what makes Nisswa great. If the city and its staff can unify behind making progress for 
these two revenue-generating businesses, it can create a reliable revenue stream for decades to come. It will 
require open communications, focused goal setting and holding team members accountable for measurable 
outcomes.  

 
We support you as you make wise decisions.  
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Date: June 15, 2026 
 
To: The City of Nisswa MN 
From: Flora Delaney, President – Delaney Consulting 
 
With the initial recommendations complete, this statement of work proposes a way forward for 
the City of Nisswa to use a Delaney Consulting resource as a fractional leader to guide the work 
to make liquor operations improvements for the next 6 months.  
 
This proposal would begin in mid-August of 2026 and run through mid-February 2027. The 
timing is meant to allow the city to run its two liquor operations relatively unchanged for the 
key summer 2026 period. Once begun, we intend to support the city for 6 months in the hopes 
that new permanent liquor leadership for the City can be in place by that time.  
 
In order to secure our resources, we ask that the City decide to sign this proposal by July 15, 
2026.  
 
Thank you for reviewing our proposal. We are eager to help you reach your goals.  
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STATEMENT OF WORK – LIQUOR OPERATIONS EXTENSION 
Effective AUGUST 17, 2026 – FEBRUARY 29, 2027 

 
This Statement of Work is the entire description of the services to be rendered by Delaney Consulting, LLC to The City 
of Nisswa, Minnesota (“The City”.)  
 
The City wishes to make progress on several of the key recommendations provided in the report dated June 10, 2026. 
Delaney Consulting will act as a fractional Liquor Operations leader to provide the city with the following services: 
 
Organizational Redesign 
Delaney Consulting will build a recommended new organizational design for the City of Nisswa’s Liquor operations 
that consolidates management oversight of both operations under a single General Manager (GM) accountable for 
financial performance, customer experience, employee engagement, and annual transfers to the City. The 
comprehensive organizational redesign will clarify roles, responsibilities, reporting relationships, and staffing 
requirements. We will write and recommend new job descriptions for the new GM position, the two (2) unit leaders 
and their significant staff members. We anticipate that the city would approve the design then post and fill the roles 
through a structured selection process to ensure the organization has the capabilities needed for future success. 

Deliverables: New Organizational Design with Recommended Job Descriptions. Ready for the City to conduct pay 
grade levelling and posting.  

 
Implement Business Rhythms and Interim Management: 
Delaney Consulting will work to establish the management routines, performance metrics, and oversight processes 
outlined below. Delaney Consulting will act as external support, supporting Nisswa’s Liquor leadership with financial 
report training, team coaching, and support for delivering measurable improvements in business performance. 
Additionally, Delaney Consulting will provide city resources with guidance for improving its accounting and reporting 
to provide clearer retail and restaurant measurements for clearer insight into financial performance, operating trends, 
and year-over-year changes. We will work to provide monthly reports that include key performance indicators, 
emerging risks, and factors affecting annual transfers to the City. The goal is to provide City leadership with the 
information needed to make better decisions, identify issues earlier, and more effectively oversee both operations. 
 

Type: 
Frequency 

Purpose Attendees Duration 

Meeting: 1x  Assist with annual budgeting. Prioritize 
investments & initiatives 

City Administrator, City 
Finance, City HR, 
Delaney Consulting, 
Liquor Unit Leaders 

4 hours 

Meeting: 2x Recommend each business’s marketing and 
promotional plans, Financial trends and 
adjustments as needed, Seasonal Planning, 
Integrated Communications, Identifying 
emerging opportunities, update annual plan 

City Administrator, City 
Finance, City HR, Liquor 
Unit Leaders 

2.5 hours 

Meeting: 
Monthly 

Inform on results, alert on needs, activate 
resources, Review prior month, plan for new 
results, Update quarterly plan 

City Administrator, 
Delaney Consulting, 
Liquor Unit Leaders 

1 hour 
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1:1 Calls: 
Weekly 

Follow up to needs and issues presented in the 
Monthly meeting. Informal - but planned and 
scheduled.  

Delaney Consulting and 
Liquor Unit Leaders 

30 minutes 

 
Deliverables: Lead and guide Nisswa liquor management team and  the City in how to conduct purposeful, 
effective business planning sessions that identifies and addresses issues in both operations. Develop skills in using 
reporting and metrics to manage the business and provide direction for making business adjustments. Turn over 
a functioning business planning cycle to the new City Administrator that leverages a published agenda to keep the 
City informed of business issues and concerns.  

 
Operational Improvements 
There were over 2 dozen specific recommendations in the June 2026 report for improvements both operations (Pickle 
and Spirits) could make to deliver better outcomes for their customers and the residents of Nisswa. It is difficult at this 
time to predict the items that will be prioritized by the city. But as resources and city approvals allow, we will endeavor 
to support the city as it tackles those initiatives and help the leaders prioritize and create plans for achieving them. 
These could include steps to improve staffing and labor scheduling, pricing adjustments, seasonal cocktail and food 
menu enhancements (Pickle), promotional and event planning, Pickle facility improvements and staff 
communications.  
 

Deliverables: Assistance with prioritized initiatives to improve each operation’s 2026 profits. Assistance with 
planning 2027 budgets that support new changes. Support and guidance for making progress toward prioritized 
goals that the city wishes the Liquor Operators to achieve.  

 
Services and Deliverables: Delaney Consulting shall provide the services of Michael Bitzer, Account Leader with a 
general plan to achieve the following:  
 
General Overview  

 

• August 2026 Project Kickoff. The city is to provide guidance on prioritized initiatives from the June 2026 
report.  With those priorities, we will structure a kickoff with the city staff and unit leaders and devise a 
plan to deliver on those priorities.  

• September – October 2026 Kickoff the work to enhance weekly and monthly reports for operating the 
Pickle and Spirits as well as for City oversight. Select the sourcing and support to complete the work for 
ongoing measurements. Begin the quarterly, monthly, weekly business meetings that keep city resources 

August 2026

•Readiness and 
ramp up - Liquor 
Unit leaders & 
City staff

•Prioritized 
2026/2027 goals

•Project planning
•Resource 

planning
•Kickoff Mtg 

onsite

Sept - Oct 2026

•City reporting 
kickoff

•Unit reporting 
enhancements

•Business Mtgs
•POS reporting 
•Org Design Build
•2 monthly mtgs 

onsite

Nov - Dec 2026

•2027 budget 
finalized

•Org design 
handoff

•Year end 
reporting

•2027 new report 
Build

•1 monthly mtg 
onsite

Jan-Feb 2027

•GM selection
•Onboarding and 

handoff
•Turnover 

Materials2 
monthly mtgs 
onsite
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aligned with business needs. Train and coach the unit leaders on effective meeting management. Kickoff 
staff communication plans. Kickoff the work to complete the city’s prioritized initiatives. Conduct the 
Organizational Design buildout with job descriptions and recommended structure. 

• November- December 2026: Hand off the recommended organizational design to the city. Recommend an 
implementation plan. Assist and support 2027 budgeting for the liquor units, as requested. Continue 
leading and refining monthly and weekly meetings with unit leaders to improve their financial aptitude in 
using financial metrics to guide business decisions. Minimally impact key holiday weeks.  

• January – February 2027:  As requested, guide the city during its selection process for a Liquor Operations 
General Manager. Assist with onboarding into the new role and handing off leadership and materials to 
ensure a smooth transition. Lead Quarterly review meeting. Handover materials and final 
recommendations to the City.  
o Deliverables: Final Reports and all materials created for Nisswa in support of this statement of 

work.  
 
Project Management & Communication: 

- We anticipate partnership with the City staff to stay apprised of the work and to create a work plan that 
meets the City’s needs. Project management to be <5% of our overall hours for this SOW. We will provide a 
“burn down” rate each month and a workload projection so that the City can control expenses and focus 
over the 6 months of this engagement.  

- All documentation created or access during the engagement becomes the property of the City. 
 
1. Fees and Terms: 
This will be a time and materials billing relationship. The City of Nisswa will have great influence on Delaney 
Consulting’s work priorities. Then the two parties will agree to and document more specific deliverables. We anticipate 
that we can deliver this work as a fractional leader with 20 hours per week over 23 weeks. We anticipate 4 unassigned 
weeks to account for national holiday periods and personal vacation time. Michael Bitzer will be provided to the City 
for ~20 hours per week for 23 weeks at a discounted rate of $150/hour.  
 

Total Budget   $69,000 
Avg Monthly Amount $11,500 

 
Travel:  
This agreement anticipates 6 trips to Nisswa. If we forecast 2 hotel nights per trip, we recommend the following for 
a travel expense budget beyond the hourly rate described above:  
 

Roundtrip Mileage @ .72/mile (IRS 2026 standard) @ 325 miles X2 =   $468/roundtrip X 6 trips 
$60/day food per diem         $  60/day X 18 days 
Lodging $150/night        $150/night X 12 nights 
  

Given the anticipated schedule, we recommend that the City budget for travel at ~$5688. 

The City has the right to request an audit of any invoice at any time in the term of this agreement. The consultant 
shall supply supporting information to prove expenses occurred and how they were calculated within 10 business 
days of any request. The consultant can also supply evidence the subject work occurred for the timeframe in 
question within 10 business days of any request. The city may take up to 10 days to review audit materials. Disputed 
invoices should be directed to flora@floradelaney.com with invoice identification and specific items in question.  

2. Confidentiality Clause 
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Both parties agree to maintain the confidentiality of all non-public, proprietary, or sensitive information disclosed 
during the engagement. This obligation shall survive for two (2) years following the termination of this SOW and shall 
not apply to information that is publicly available or lawfully obtained from third parties.   

 
City of Nisswa Minnesota DELANEY CONSULTING, LLC 

 
 
By :  __________________________________         
 
Name: _______________________________  
 
Title:  _______________________________ 
Date:    _______________________________ 

 
 
By: _____________________________ 
 
Name: Flora Delaney 
 
Title:  President 
Date:  _____________________________ 
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ORGANIZING RESOLUTION 
FOR ECONOMIC DEVELOPMENT AUTHORITY 

FOR THE CITY OF NISSWA 

WHEREAS, on April 21, 2026, the City of Nisswa, Minnesota (the “City”), acting through its City 
Council adopted an Enabling Resolution establishing the EDA pursuant to Minnesota Statute Sections 
469.090 to 469.1082; and 

WHEREAS, upon enabling the EDA, it is necessary for the Council to organize the EDA to make 
appointments to the EDA and appoint officers of the EDA. 

NOW, THEREFORE, BE IT RESOLVED BY THE CITY COUNCIL OF THE CITY OF 
NISSWA: 

1. That the following EDA appointees are made:

a. ____________________, for a one-year term
b. ____________________, for a two-year term
c. ____________________, for a three-year term
d. ____________________, for a four-year term
e. ____________________, for a five-year term
f. ____________________, for a six-year term
g. ____________________, for a six-year term

2. Officers of the EDA are appointed as follows:

a. President ______________________ 
b. Vice President ______________________ 
c. Treasurer ______________________ 
d. Secretary ______________________ 
e. Assistant Treasurer ______________________

3. The President shall be the chief presiding officer of the EDA and shall have other
responsibilities as may be required by law or conferred on the President by Resolution of the
City Council.  In the absence of the President, the Vice President shall assume all of said
responsibilities of the President.  The offices of President, Treasurer and Secretary shall be
elected annually, by the City Council.  The Secretary shall act as the chief recording officer
for the EDA and shall maintain a file of minutes of EDA meetings and resolutions.
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Adopted by a ___/5th vote of the City Council of the City of Nisswa on this ______ day of May, 2026. 
 
 
CITY OF NISSWA 
 
 
_________________________________ 
By:  Jennifer Carnahan 
Its:  Mayor 
 
Attest: 
 
_________________________________ 
By:  Maggi Wentler  
Its:  Interim City Administrator/Clerk 
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STATE OF MINNESOTA 
COUNTY OF CROW WING 
CITY OF NISSWA 
 
 I, the undersigned, being the duly qualified Interim City Administrator/Clerk of the City of Nisswa, 
Minnesota, DO HEREBY CERTIFY that I have carefully compared the attached and forgoing extract of 
minutes with the original minutes of a meeting of the City Council held on the date therein indicated, which 
are on file and of record in my office, and the same is a full, true and complete transcript therefrom insofar 
as the same relates to the public hearing on the proposed enabling resolution creating an economic 
development authority. 
 
 WITNESS, my hand and the seal of the City this _____ day of __________, 2026. 
 
 
___________________________________ 
By:  Maggi Wentler 
Its:  Interim City Administrator/Clerk 
 
(Seal) 
 
 
 
 
 
 
 
 
 
 
W:\TEXT\2013\217.160 Nisswa - EDA Formation\Docs\Organizing Resolution.docx 

 



 
 
To:             City Council   

Prepared by: Maggi Wentler, Interim City Administrator  

Date:  06/25/2026  

Item:   Data Practices Policy – Charging Fees  

 
Action Requested:   
Motion to authorize staff to charge and collect fees for public data requests in accordance with 
the City's adopted Data Practices Policy. 

 
Background:   
The City has experienced a significant increase in requests for public data and records in recent 
years. While the City's Data Practices Policy authorizes the collection of fees for staff time, 
materials, and other costs associated with fulfilling data requests, previous administration 
practice has been to waive these charges and provide records at no cost to requestors. 

As the volume and complexity of requests continue to grow, the staff time required to research, 
compile, review, redact, and distribute records has increased substantially. These costs are 
currently absorbed by the City's operating budget and ultimately borne by local taxpayers. 

Data Request Activity 

The number of data requests received by the City over the past five years is as follows: 

Year Number of Requests 

2020 
2021 
2022 

2 
15 
15 

2023 13 
2024 21 
2025 31 
2026 (YTD) 25 
 
Budget Impact: 
Implementing the fee structure already established in City policy will allow the City to recover a 
portion of the actual costs incurred and help ensure that general tax revenues are directed toward 
core municipal services. 

 
Attachments: 
Data Practice Policy 
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Data Practices Policy 

For 

Members of the Public 

 

 

 

  

 

 

Adopted by the City Council of Nisswa, Minnesota  

April 18, 2018 
Amended: September 16, 2020 

Amended: August 17, 2021 
Amended: October 21, 2025 
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Section 1 
 

Right to Access Public Data 
 
The Government Data Practices Act (Minnesota Statutes, Chapter 13) presumes that all 
government data are public unless a state or federal law says the data are not public. Government 
data is a term that means all recorded information a government entity has, including paper, email, 
DVDs, photographs, etc. 
 
The Government Data Practices Act also provides that the City of Nisswa must keep all 
government data in a way that makes it easy for you, as a member of the public, to access public 
data. You have the right to look at (inspect), free of charge, all public data that we keep. You also 
have the right to get copies of public data. The Government Data Practices Act allows us to charge 
for copies. You have the right to look at data, free of charge, before deciding to request copies. 
 

How to Make a Data Request 
 
To look at data or request copies of data that the City keeps, the City requires a written request. 
Make your request for data to the appropriate individual listed in the Data Practices Contacts on 
page 4. You may make your request for data by filling out a form provided by the City (also 
attached to this Policy) and sending it by email, U.S. mail, or by hand-delivering it to the City. 
 
Please be sure that your written data request is as clear and detailed as possible. If the City does 
not understand your request, the City may ask you for clarification. The City cannot begin 
processing your data request if you do not provide the requested clarification. 
 
In addition, if your request is so broad that it yields voluminous data, the City may ask if there is 
more specific data you seek. The City may also ask whether you wish to inspect the data at City 
offices prior to making copies, or require a deposit for actual costs of providing the copies. (See 
Section 3 for information on copy costs and payment.) 
 
The City cannot require you, as a member of the public, to identify yourself or explain the reason 
for your data request. However, depending on how you want us to process your request (if, for 
example, you want us to mail you copies of data), we may need some information about you. If 
you choose not to give us any identifying information, we will provide you with contact 
information so you may check on the status of your request. In addition, please keep in mind that 
if we do not understand your request and have no way to contact you, we will not be able to process 
your request. 
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How We Respond to a Data Request 
 
Upon receiving your request, the City will work to process it. 
 

• If we do not have the data, we will notify you in writing as soon as reasonably possible. 
• If we have the data, but the data are not public, we will notify you as soon as reasonably 

possible and state which specific law says the data are not public or cannot be disclosed. 
• If we have the data, and the data are public, we will respond to your request appropriately 

and promptly, within a reasonable amount of time by doing one of the following: 
o arrange a date, time, and place to inspect data, for free, if your request is to look at 

the data, or 
o notify you in writing that the data is available for pickup at City Hall and the 

corresponding fees, if any, that you must pay prior to the City releasing the data.  
• If you want us to send the copies through the mail, you will need to provide us 

with an address and remit any/all fees before the City will mail the data. 

We may provide electronic copies (such as email or CD-R/USB) upon request if we keep the data 
in electronic format. 
 
Please see Section 3, so that you understand how the City calculates costs for copies and your 
obligations regarding payment of copies. You will be responsible to pre-pay for the cost of copies 
prior to receipt of the copies. In addition, if a deposit is required as described in Section 1, How 
to Make a Data Request, you must pay the deposit before the City will begin working on your 
data request. 
 
If you do not understand some of the data (technical terminology, abbreviations, or acronyms), 
please let us know. We will give you an explanation if you ask. 
 
The Government Data Practices Act does not require us to create or collect new data in response 
to a data request if we do not already have the data, or to provide data in a specific form or 
arrangement if we do not keep the data in that form or arrangement. For example, if the data you 
request are on paper only, we are not required to create electronic documents to respond to your 
request. 
 
In addition, the Government Data Practices Act does not require us to answer questions that are 
not requests for data. 
 

Requests for Summary Data 
 
Summary data are statistical records or reports that are prepared by removing all identifiers from 
private or confidential data on individuals. The preparation of summary data is not a means to 
gain access to private or confidential data. We will prepare summary data if you make your 
request in writing and pre-pay for the cost of creating the data. Upon receiving your written 
request – you may use the data request form on page 6 – we will respond as soon as reasonably 
possible with the data or details of when the data will be ready and how much we will charge. 
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Section 2 
 

Data Practices Contacts 

 

Responsible Authority    Data Practices Compliance Official 
Maggi Wentler,      Maggi Wentler 
Finance Specialist/Interim City Admin.  Finance Specialist/Interim City Admin. 
5442 City Hall St, PO Box 410   5442 City Hall St, PO Box 410 
Nisswa, MN  56468     Nisswa, MN  56468 
Tel:  218-963-4444     Tel:  218-963-4444     
Email:  maggi@cityofnisswa.gov   Email:  maggi@cityofnisswa.gov 
 
 

Data Practices Designee(s) 
 

Maggi Wentler     Todd Szymanski 
Finance Specialist/Interim City Admin.  Chief of Police 
5442 City Hall St, PO Box 410   5442 City Hall St, PO Box 410 
Nisswa, MN  56468     Nisswa, MN  56468 
Tel:  218-963-4444     Tel:  218-963-4301 
Email:  maggi@cityofnisswa.gov   Email:  todd@cityofnisswa.gov  
 
Shawn Bailey 
Fire Chief      
5442 City Hall St, PO Box 410     
Nisswa, MN  56468       
Tel:  218-963-4444            
Email:  nisswafd@cityofnisswa.gov     
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Section 3 
 

Copy Costs and Payment – Members of the Public 
 
The City of Nisswa charges members of the public for copies of government data. These charges 
are authorized under Minnesota Statutes, section 13.03, subdivision 3(c). 
 
Pre-payment is mandatory for all copy requests for which fees are charged. Additionally, if a data 
request will result in voluminous numbers of documents, the City may ask for a deposit prior to 
copying data. If the cost of providing the copies is less than the deposit amount, you will receive 
a refund of the unused deposit amount. If the cost of providing the copies exceeds the deposit 
amount, you are responsible for the remaining balance before the copies will be provided to you. 
You must pay the deposit amount before the City will begin working on your request. 
 
Copy Charge (per side): $.10 per B/W copy; $.25 per Color copy, standard 8.5” x 11” paper 
Fax Charge: $1.00 per page 
CD-R or USB with audio copy of meeting or electronic copy of files: $15.00 per disk/USB 
 
The charge for most other types of copies, when a charge is not set by statute or rule, is the actual 
cost of searching for and retrieving the data, and making the copies, or electronically transmitting 
the data (e.g. sending the data by email). 
 
In determining the actual cost of making copies, the City considers factors including but not limited 
to: 
 

• Staff time to: 
o retrieve documents (except when the subject of the data is making the request); 
o make, certify and compile copies; 
o sort and label documents only if necessary to identify the data to be copied ; 
o remove staples or paper clips; 
o Please note: the cost of employee time to search for data, retrieve data, and make 

copies should generally not exceed those of the lowest-paid employee who can 
complete the task performed. However, if, because of the subject matter of your 
request, we find it necessary for a higher-paid employee to search for and retrieve the 
data, we will calculate the search and retrieval portion of the copy charge at the higher 
salary/wage; 

• Materials (paper, copier ink, staples, magnetic tapes, CD’s or DVD’s, thumb drives, etc.); 
• Special costs associated with making copies from computerized data, such as writing or 

modifying a computer program to format data; 
• Mailing costs; and/or 
• Costs to pay an outside vendor (including transportation to and from the vendor) if your 

request is for copies of data that we cannot reproduce ourselves, such as photographs. 
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INFORMATION DISCLOSURE REQUEST 

Minnesota Government Data Practices Act 

A. Completed by Requestor 
REQUESTER NAME (Last, First, M.): DATE OF REQUEST: 

STREET ADDRESS: PHONE NUMBER: 

CITY, STATE, ZIP CODE: SIGNATURE: 

Describe the data you are requesting as specifically as possible. If you need more space, please use the back of this form: 

 

 

I AM REQUESTING ACCESS TO THE DATA IN THE FOLLOWING MANNER: 
 
   Inspection   Copies   Both inspection and copies 

Paper Pick up  _ Mail    Paper Pick up Mail     
Email  Other    Email  Other     
Email address: ___________________________________ 

 
B. Completed by the City of Nisswa 

INFORMATION CLASSIFIED AS: 

 PUBLIC  NON-PUBLIC 

 PRIVATE  PROTECTED NON-PUBLIC 

 CONFIDENTIAL 

ACTION: 

 APPROVED 

 APPROVED IN PART (explain below) 

 DENIED (explain below) 

CITY CLERK REMARKS OR BASIS FOR DENIAL INCLUDING STATUTE SECTION: 
 

 

  _ 
MINNESOTA CLASSIFICATION CODE: 

COPYING CHARGES/ASSOCIATED COSTS: 

 NONE   DEPOSIT $   

    Pages x  =   

 Actual Cost:     

IDENTITY VERIFIED FOR PRIVATE INFORMATION: 

 IDENTIFICATION: DRIVER’S LICENSE, STATE I.D., etc. 

 COMPARISON WITH SIGNATURE ON FILE 

 PERSONAL KNOWLEDGE 

 OTHER:    

CITY CLERK SIGNATURE: DATE: 

DEPARTMENT SIGNATURE: 
 
   DATE:   

DEPARTMENT REMARKS: 

 

Make check/money order payable to: City of Nisswa 

If mailed, return form: City of Nisswa, Attn: Finance Specialist/Interim City Admin., 5442 City Hall Street, PO Box 410, 
Nisswa MN 56468, or email form to maggi@cityofnisswa.gov  
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