CITY AND BOROUGH OF SITKA

Meeting Agenda - Final

Planning Commission

Wednesday, November 16, 2022 7:00 PM Harrigan Centennial Hall

VI.

VII.

VIIL.

CALL TO ORDER AND ROLL CALL
CONSIDERATION OF THE AGENDA

CONSIDERATION OF THE MINUTES

PM 22-20 Approve the November 2, 2022 meeting minutes.

PERSONS TO BE HEARD

(Public participation on any item off the agenda. All public testimony is not to exceed 3
minutes for any individual, unless the Chair imposes other time constraints at the
beginning of the agenda item.)

PLANNING DIRECTOR’S REPORT
REPORTS

THE EVENING BUSINESS

MISC 22-16 Discussion on 2023 Tourism Plan.

ADJOURNMENT

NOTE: More information on these agenda items can be found at
https://sitka.legistar.com/Calendar.aspx or by contacting the Planning Office at 100
Lincoln Street. Individuals having concerns or comments on any item are encouraged to
provide written comments to the Planning Office or make comments at the Planning
Commission meeting. Written comments may be dropped off at the Planning Office in
City Hall or emailed to planning@cityofsitka.org. Those with questions may call (907)
747-1814.

Publish:
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CITY AND BOROUGH OF SITKA

Minutes - Draft

Planning Commission

Wednesday, November 2, 2022 7:00 PM Harrigan Centennial Hall

I CALL TO ORDER AND ROLL CALL

Present: Chris Spivey (Chair), Darrell Windsor (joined 7:06 PM), Katie Riley, Stacy
Mudry, Thor Christianson (Assembly liaison)

Absent: Wendy Alderson (excused)

Staff: Amy Ainslie, Kim Davis

Public: Rachel Jones, Shannon Haugland (Sentinel)

Chair Spivey called the meeting to order at 7:03 PM.

. CONSIDERATION OF THE AGENDA

M. CONSIDERATION OF THE MINUTES

A PM 22-19

M-Mudry/S-Riley moved to approve the October 19, 2022 meeting minutes.
Motion passed 3-0 by voice vote.

Iv. PERSONS TO BE HEARD

V. PLANNING DIRECTOR’S REPORT

VL. REPORTS

Ainslie gave the Commission some information regarding next steps on planning for the
2023 tourism season following the Assembly joint work session. Ainslie envisioned a
special Planning Commission meeting held in order to compile recommendations and
then a regular Planning Commission meeting to finalize the report and send it to the
Assembly for review. Commissioners discussed availability for the special meeting
which staff would coordinate.

VIl. THE EVENING BUSINESS

B MISC 22-15

Public hearing and consideration of a parking plan review associated with
CUP 22-14 (a conditional use permit previously approved allowing for five
short-term rentals on the property) at 505 Sawmill Creek Road. The property
is also known as Lots 10, 11, 12, 13 and 14, Block 20, Sitka Townsite, U.S.
Survey 1474, Tract A. The request is filed by Rachel Jones. The owners of
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Planning Commission Minutes - Draft November 2, 2022

record are Brendan Jones, Rachel Jones, Tripp LaRose, and Sherry LaRose.

Ainslie introduced options for a parking plan which was a condition of approval for CUP
22-14, a conditional use permit that was previously approved allowing for five-short-term
rentals on the property at 505 Sawmill Creek Road. The multifamily structure planned
to have a total of 16 dwelling units. A final parking plan for the multifamily development
was required to mitigate parking and traffic impacts identified during the permit review.
The main considerations in the plans were the egress and ingress of traffic and the
number of parking spaces. The 16 dwelling units would require 24 parking spaces per
zoning code requirements. The applicants had prepared a few different parking plans for
the Commission to review. Option A had ingress from the Baranof Street driveway
which was enter only, egress from the Sawmill Creek Road driveway which was exit
only, right turn only. Option B had ingress from the Sawmill Creek Road driveway

which was enter only, egress from the Baranof Street driveway (exit only), and a right
turn only on to Baranof Street. The rear parking lot was only accessed via the driveway
on Baranof Street. In an effort to address traffic concerns from neighbors, the
applicants had suggested making egress right turn only. Staff did not recommend
requiring a right turn only for egress from the rear parking lot. The Planning Department
had also received neighborhood concerns regarding visibility when exiting Baranof
Street on to Sawmill Creek Road and by requiring a right turn only from the rear parking
lot more traffic would routed through the intersection in question. DeGroff Street was
also a recently improved, municipal right-of-way and there was no reason to route traffic
away from it. Staff also shared there had been some public comments regarding
concerns about the extra noise, traffic, and trash that had been generated over the
summer. Staff recommended Option A.

The applicant, Rachel Jones, was present. She agreed with staff on the summary of
issues they were trying to mitigate by having a parking plan. She stated they were
moving forward with financing from the bank and would be getting an appraisal soon
since they had 60 percent plans for the building finalized, which they hoped to have to
the Building Department by January 2023. They were aiming for an eco-friendly
community and on the short-term rental side would be providing a car and bike share to
guests. Their goal was to have shared resources as much as possible to reduce the
need for parking. They were fine with the code required amount of parking. Riley asked
if there had been considerations for guest parking with long-term renters. Jones
anticipated the code required amount of parking of 1.5 spaces per unit would be
enough, and that their lease agreements would be limited to one vehicle per unit. Riley
also asked how enforcement of parking would be done. Jones stated there would be an
full-time onsite property manager, 40 hours a week with duties to be on call after hours.

Public comment was read into the record from Deuce Audette regarding concerns
about vehicles parking on the sidewalk and in the road. There was also a lack of trash
management and overflowing trash cans. Audette's concern was enforcement; if the
property owners were unable to enforce the rules now, he had concerns for how would
they would be enforced once the conditional use permit was actually being used.

Commissioner Riley was in favor of keeping as much green space as possible and the
code required minimum of 1.5 parking spaces. Spivey stated enforcement was going to
be an issue the property owners would have to handle. The more parking, they had
available the better and he agreed that egress from the Sawmill Creek Road driveway
had to be right turn only. Windsor and Mudry also agreed with maintaining the code
required minimum of 1.5 parking spaces.

M/Riley-S/Mudry moved to find that condition eleven of the CUP 22-14 had
been satisfied by the applicant. The parking plan as approved shall include the
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code required number of parking spaces for short-term and long-term rentals,
ingress from the front parking lot via the Baranof Street driveway, egress from
the front parking lot via the Sawmill Creek driveway and recommended that
egress from the back parking lot be either Baranof Street to DeGroff Street or
Baranof Street to Sawmill Creek Road. Motion passed 4-0 by voice vote.

C P 22- 10

Ainslie introduced the final plat for a minor subdivision at 1190 Seward Avenue. The
property would be divided into two lots - CBS was working to acquire the larger lot
which would be approximately 1.8 acres with water frontage for the new seaplane base.
The smaller lot would accommodate the U.S. Coast Guard right of way (ROW) grant
and in the future could be merged with the rest of the U.S. Coast Guard property. A
platting variance had already been granted to waive access and utility requirements for
the smaller lot. The plat notes had been updated per the condition of approval of the
preliminary plat. The lot was densely vegetated, and the subdivision of the property
would open up more level terrain that would be useable for development of parking and
other upland amenities for seaplane base users, as prior to the platting action much of
the flat terrain was reserved under the ROW grant. Staff recommended approval.

There was no public comment. Windsor asked if there would be a dock and staff
clarified yes, a dock would be developed off the tidelands.

M/Mudry-S/Windsor moved to approve the final plat for a minor subdivision to
result in two lots at 1190 Seward Avenue in the P public lands district subject to
the attached conditions of approval. The property was also known as Lot 15A,
US Survey 1496. The request was filed by the City and Borough of Sitka. The
owner of record was the State of Alaska, Department of Education and Early
Development. Motion passed 4-0 by voice vote.

M/Mudry-S/Windsor moved to adopt the findings as listed in the staff report.
Motion passed 4-0 by voice vote.

Vil. ADJOURNMENT

Seeing no objections, Chair Spivey adjourned the meeting at 7:48 PM.
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CITY AND BOROUGH OF SITKA

A COAST GUARD CITY

MEMORANDUM
To: Chair Spivey and Planning Commission Members
From: Amy Ainslie, Planning & Community Development Director

Date: November 11, 2022

Subject: 2023 Tourism Operations

Following the End-of-Season Tourism Review which was held as a joint work session
between the Assembly and the Planning Commission, the Commission is asked to
present recommendations for city-led and/or funded operations, projects, and programs
for the 2023 season.

The primary areas needing recommendations are as follows. This is not necessarily an
exhaustive list, but items that staff sees as needing definition or decisions.

1. Lincoln Street closures
a. Configuration
b. Hours
c. Threshold/schedule
2. Temporary restroom locations
a. Feedback on locations used 2022
b. Preferences for new locations
3. Safety improvements
a. Crossing guard locations
b. Bikes/E-bikes
c. Signage & wayfinding
4. Programs/amenities
a. Bathroom grant
b. Walk/bike incentives
c. Food cart permits
d. Beautification/amenities
5. 2024 & Future Planning
a. Drop-off/circulation optimization



Staff recommends that we work through each subject area on the list, taking public
comment on each and referencing how the End-of-Season Tourism Survey results may
inform each. Staff will consolidate the general direction/preference of the Commission,
and bring it back as a consolidated 2023 Tourism Operating Plan for the Commission
review and recommend approval of on December 7. It will then be forwarded to the
Assembly for their consideration.

Attachments:

e Short-Term Tourism Plan (body only)
e End-of-Season JWS Materials — includes survey results and 2023 prospective
cruise calendar



Short-Term Tourism Plan
End-of-Season Review

Assembly & Planning Commission

Joint Work Session

October 27,2022

DFcember 2, 197



Agenda

l.  Introduction & Plan Recap

Il.  Presentations

Visit Sitka

. Sitka Sound Cruise Terminal
Walk, Bike, Win!

. Traffic Study

e. Cost Allocation Study

Q 0 T o

lIl. Community Survey Results
V. Staff Lessons Learned & Recommendations

V. Next Steps
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Short-Term Tourism Plan
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INFRASTRUCTURE FUTURE PLANNING
DISPERSION TRANSPORTATION TRAFFIC NEEDS NEEDS :
SITKA’'S SHORT-TERM
Keep passengers Explore options for Manage traffic Define CBS Qutline future
moving throughout passenger and to ensure infrastructure planning needs for TOU RISM PI—AN
town and prevent resident safety and needs for the 2022 CBS infrastructure
congestion transportation efficiency season and community-wide
impacts City and Borough of Sitka, Alaska Adopted February 8, 2022
2021 2022
Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May
PAX Public Meetings JWS Held:
Announcment & - JWS held for Public meetings Planning Commission: 17 Total Drajt Plan. & Review draft Plan ador.)tl?n & First Lincoln
Assembly scope & i Community appropriations
T X begin Ports & Harbors: 3 and survey Street Closure
direction to deliverables Survey made
Assembly: 5 results

develop plan



2022 Execution

New Operations Changed/Increased Operations New Programs/Studies
« Lincoln Street Closure * Harrigan « Bathroom Grant
«  Communications * PublicWorks - Walk, Bike, Win!
* Police . .
« Temporary Restrooms . Food Cart Permitting
» Fire * Harrigan Permitting Study
* Harbors * Cost Allocation Study
« Library

« Traffic Study




Key Numbers

383,000

2022 Cruise Passengers

74

Lincoln Street Closures

7
&
5
Apr - Jun 4
W Jul-Sep
2
1
0
Cruise PAX:

Enplanement Apr-Sep:

Sales Tax Revenues ($M)

6.2

5.3 51

47
4.3

2019 2020 2021 2022

214k ok 35k 383k
60k 20k 59k 41k*

*Apr - Jul Only
Comparison to Same Periods:
2019: +6%

2021: +12%

EMS Transports 1/1 - 9/30

Non-Resident
38%

Resident
62%



VISIT SITKA
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Sitka Sentinel Photo

Assembly & Planning Committee
Joint-Work Session

T“é GRaEanTEnR BTéﬂr Greater Sitka Chamber of Commerce ® ) | ViISIT
October 27, 2022 l ﬂ

OF COMMERCE



Visit Sitka:
Convention and Visitors
Services Contract

Transient Lodging Tax: 6% tax per night
* Industry Specific Tax collected by the Visitor Industry
* Funds used for Visitor Industry Promotion

Greater Sitka Chamber of Commerce Selected in RFP Process
e 3-year contract October 2015-June 2018
e Sitka Chamber creates Visit Sitka, Sitka’s
Destination Marketing Agency (DMO)
e 3-year renewable contract began January 2019
* Currently in 2" 1-year renewal of 5

Sitka




New in 2022:
Communications &
Operational Support

Visit Sitka was contracted in April *Destination Marketing

to implement Short-Term Tourism Plan & Management

Organization™
e Community-Wide Communications

e Communications Plan

* Signage & Design

* Lincoln Street Closures ISIT
« Staff supervision & monitoring Sl‘l’k
* Roving Information Staff
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Tomorrow (September 15th) will be the final day of Lincoln
Street closures for the season.

View the full cruise ship calendar with capacity counts at
bit.ly/sitkacruisecalendar.

ROAD CLOSURE
SEPTEMBER 15 | 10 AM - 4 PM [RSE
sl Quantum of the Seas [l
Arrives 9:30 AM | Departs 6 PM

Westerdam
Arrives 8 AM | Departs 4 PM

Communications

- - - - Lincoln Street becomes pedestrian-only from 10:00 am - 4:00 pm on days with
* Community-Wide Communications T P e R
. COMMUNITY FEEDBACK LINE f&§
¢ E m a I I S sitkatourism@gmail.com | (907) 747-4088 | \
* Facebook/sitkatourism
* Media- Radio, Newspaper, Flyers
* Live-Google Calendar

 Sandwich Board at Visitor Information Center

Sitka




Downtown Merchant Survey

Was this a successful summer
season for your business?

No
13.3%

Conducted mid-September
15 surveys received

Sitka




Downtown Merchant Survey

How did the Lincoln Street Closures Do you support Lincoln Street Closures occurring
affect your business? on high cruise ship days in the future?

No Change
6.7%

Not Sure
6.7%

Not Beneficial
33.3%

Beneficial
60%

Sitka




Community Feedback Line

Comment Type Submitter Type
53 comments received
* Phone Line -32%
 Email - 40%

26.9%

Resident
49.1%

* In-person - 28%

Sitka
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Sitki

104 Lake Street | (907) 747-8604
director@sitkachamber.com | tourism@visitsitka.org
@visitsitka | #visitsitka




END-OF-SEASON

TOURISM SURVEY
RESULTS




Community Survey Preliminary Results

DEMOGRAPHICS

Q1.D

escribe your residency

B Resident

Seasonal 1 Prefer notto answer

Q4. What is your primary occupation?

Retired

Federal, State, Local & Tribal Government

Healthcare

Private/Nonprofit Arts, Science, & Social Work

Downtown Merchants & Businesses

Financial, Professional, and Business Services

Seafood Industry

Tour Operations (including transportation, sightseeing and
Construction

Shipping & Transportation

Private Sector Education & Childcare

Retail (excluding downtown

Manufacturing (excluding seafood processing)
Household Management, Caregiver, Stay-at-home Parent
Food and Beverage (excluding downtown)

Unemployed

Accommodations

Prefer not to answer

e ) 0 9%,
e | 7/ %,
L ________ERIIPA
A
e 5%
e
WA
| — 59/,
s 39
)%
m )%
m )%
39
= 1%
m 1%
1 0.2%
1 0.2%
7%

Q2. What is your age?

26%

19% 19%
17%
10%
7%

1% 0.5%
Prefer not Under 19 20-29 30-39 40-55 55-65 66-74 75 or
to answer older

Q6. What is your primary mode of
transportation?

Personal vehicle _ 80%
Walking/Rolling - 14%
Biking I 4%
Public Transit | 1%
Other motorized vehicle: ATV/UTV,

electric bike, powered wheelchair, | 1%
motorcycle, scooter, etc.



Community Survey Preliminary Results
DEMOGRAPHICS: RESIDENTIAL &8 WORK NEIGHBORHOODS

What area of town do you live in?

b‘*"_(:‘r’ Granite Creek & North HPR

W

F

Keet Gooshi Heen Area
(Peterson Street to Charteris Street)

Katlian Avenue &

Sitka Indian Village [
b 7

Japonski Island
Remote Island

Harbor System
Liveaboard

Prefer not to answer

Midtown Area
(Swan Lake, Sitka High, Blatchley, Moller Complex) ¥

Indian River Road
sk
Jarvis Street to Chirikov Drive

Jamestown Bay
to Whale Park

Downtown Core
(South of Sawmill Creek Road)

GPIP & South

(Green Lake Dam, Medvejie Hatchery)

What area of town do you work in?

5.

4
',;."
X

"
<

)

WY : Granite Creek & North HPR
&

v

%\ Harbor Mountain Bypass Road to Granite Creek

%ﬁh Kramer Avenue to Harbor Mountain Bypass Road

Keet Gooshi Heen Area
(Peterson Street to Charteris Street)

Katlian Avenue &
Sitka Indian Village '_r;.

Japonski Island
Remote Island

Harbor System/
Maritime Setting

Prefer not to answer

North Edgecumbe Drive & Cascade Creek Road

Midtown Area
(Swan Lake, Sitka High, Blatchley, Moller Complex)} L

Indian River Road
Db
Jarvis Street to Chirikov Drive

Jamestown Bay
to Whale Park

Downtown Core
(South of Sawmill Creek Road)

GPIP & South

(Green Lake Dam, Medvejie Hatchery)




Community Survey Preliminary Results

TRAFFIC IMPACTS

Travel Frequency (Q8,10,17) 76%
67%

37%

23% 25% 23% 23%

19%

1-2 days per week 3-4 days per week 5-7 days per week

10% 8°/

<1 day per week

m Lake/Lincoln  mSMC/HPR/Lake Roundabout  mDowntown

Q14. Rate downtown parking availability this summer.
37%

29% I

Very Moderately Moderately Very
Easy easy difficult  difficult

17%
11%
6%

Unsure

Traffic Impact on Residents

Traffic (General) 22%

Lake/Lincoln Intersection [E¥A 21%

SMC/HPR/Lake Roundabout 23%
Jaywalking on Harbor Drive 18%

m No impact m Little impact

Slightly impacted ™ Somewhatimpacted mSeverely impacted

Q13. What modifications (if any) have you made to your commutes in light of traffic changes/impacts?

Avoiding the downtown area on cruise ship days

Using Jeff Davis Street to Lincoln Street as a detour

Using Katlian Avenue as a detour

Adjusting departure times to account for delays

Using Peterson Street/Lake Street as a detour

Walking, biking, rolling (or other form of active commuting) more often
Using a personal vehicle less often

Using a personal vehicle more often

No modifications

Walking, biking, rolling (or other form of active commuting) less often
Carpooling more often

Unsure

Using other motorized vehicles (ATV/UTV, E-bike, Scooter, etc.) more..

Carpooling less often
Using public transit less often
Using public transit more often

Using other motorized vehicles (ATV/UTV, E-bike, Scooter, etc.) less...

e )%
I ) %
e | S %
I | 3%
EE—— ] %

e Y

e 4%

0%

. 2%

. 2%

m 1%

m 1%

| 0.5%

1 0.2%
1 0.2%
1 0.1%
0%



Community Survey Preliminary Results
LINCOLN STREET Q20. Rate your satisfaction with communications regarding Q21. What was the primary

Lincoln Street closures, traffic changes on city streets, or
other public information relating to city tourism operations

. this summer. _
Q18. How much more or less did you go downtown on street closure days? 27% 29%

communication medium you used for
information regarding Lincoln Street
closures?

45%

Newspaper I ?5%

19%

15% Visit Sitka Cruise Ship Calendar I 2 1%

5% 10% Radio I 18%

Sitka Tourism Facebook Page I 6%

o Highly Moderately Neutral Moderately Highly
4% 6% Dissatisfied Dissatisfied eutra Satisfied Satisfied Other HEE 6%
_ _ Unsure/Did not seek.. Il 5%

N Cit dB h of Sitka... 9
Significantly Moderately No more Moderately  Significantly ity and Borough of Sitka.. 1l 3%
less often less often or less more often more often

Street Signage I 16%

Q22. Next season, | support:

Q23. If Lincoln Street closures continue next

season, closures should take place on days with:
The full closure of Lincoln Street on large ship

38%
passenger capacity days)
No closures or traffic modifications to Lincoln _ 239%
Street ° o
13% 1% 10% 13%
(o) O,
The full closure of Lincoln Street on large ship 7% 7%
days - with modifications (see next 2 _ 21% . . I
questions)
) ) 3,000+ 4,000+ 5,000+ 6,000+ 7,000+ 8,000+ Unsure
A temporary one-way opthn that would be in passenger passenger passenger passenger passenger passenger
place all season, preserving one lane as a _ 13% capacity capacity capacity capacity capacity capacity
driving lane and one lane as a pedestrian lane (same as
2022 as of

August 1)



Community Survey Preliminary Results
OTHER CBS SITES/AMENITIES

Rate your Satisfaction with trash management

Trash Management (General) 48% Q15. Describe how you were impacted by limited

access to the Crescent Harbor boat launch.

ermean contenniattall i 61 %

1
23%
e puble Library 57%
LakE/LinCOIn restrooms S
18%
) 10% 1%
Crescent Harbor Parking Lot 6% 55% 17%

Seawalk 7% 54% No |mpact Low Moderate ngh

%

Impact Impact Impact
W Highly Dissatisfied B Moderately Dissatisfied Neutral M Moderately Satisfied W Highly Satisfied
Q26. | support the use of the upper Q27. 1 support the use of the parking lane on Q28.I would support the use of additional city funding to
Maksoutoff Street for the Lincoln Street near Barracks Street for keep the temporary restrooms open during non-cruise ship
placement of the temporary restroom units. placement of a temporary restroom unit. days.

20% 18%

HBYes BNo © Unsure

HYes BNo ' Unsure HYes EBNo ' Unsure




Community Survey Preliminary Results
PROGRAMS NEXT SEASON

Q29. | support the use of city funding for a looping Q30. I would like to see the Walk, Bike, Win!
shuttle system to serve locals and visitors in the program continued next season.
downtown area.

Q25. Next season, | support the permitting of food
cart operations on Lincoln Street

HYes EMNo ' Unsure HYes ENo Unsure

HYes

® No, but | would support use of other city-owned property downtown for food
m No

Unsure



Community Survey Preliminary Results
OVERALL VISITOR INDUSTRY IMPACT

60%
55%
50%
45%
40%
35%
30%
25%
20%
15%
10%

5%

0%

Pre-Season Ratings
60%
55%
50%
45%
40%
35%
30%
25%
20%
15%
10%
5%
0%

58%

46%

34%

28% 30%
24%
22%
15%
8%
% 3% 2%
L

Cruise Visitation Seasonal Independent Travel Overall Visitor Industry

9% 8%

6%

m Highly positive impact m Moderately positive impact Neutral impact

19%

Post-Season Ratings

37%
33%
30%
25% 25%
24% 23%
21% 21%

(o)

1% 2%
8% 8%
4%
Cruise Visitation Seasonal Independent Travel Overall Visitor Industry
m Moderately negative impact m Highly negative impact



Community Survey Preliminary Results
COMMENTS, SENTIMENT, & OVERALL IMPRESSIONS

!
A

[ J [ J
601 total survey respondents

436 respondents answered long-form

!
A

228 traffic concerns
- 120 regarding pedestrian and bike safety
- 108 regarding Lake/Lincoln intersection and general traffic

About 1 out of 6 respondents...

- Expressed concern or dissatisfaction with the amount of visitation

- Felt their quality of life had been negatively impacted and/or that locals were not being prioritized
- Had complaints related to bus operations - volume and environmental impacts

=ie =il =W =i

51 43 41 25 23 19 18 14 10 10
Environmental New locations for Expanded use of Less downtown Positive feedback More More Modlifications to Bikes allowed in Telecommunications
concerns: air and portable restrooms closure and more shopping/Vvisitation about CBS money/community  hours/availability for Lincoln Street closure closure area of impacts
water pollution, and/or new amenities operations/handling benefit needed from  portable restrooms Lincoln Street

emissions, noise permanent facilities of tourism the cruise industry



STAFF FEEDBACK

Operations Observations
« Staffing & capacity * Traffic impacts to the public
« Traffic & safety * Traffic study
* Pedestrian * Quality of life & prioritization
 Bike * Lincoln Street Closure & potential changes
* E-bike & scooter * Bussing
« Efficiency » Cost allocation
* Permitting « Communication
« City-wide * Long-term
- HCH « Controllable factors: property, infrastructure,

» Vending contracts, ordinance/policy



CRUISE LINE AGENICES OF ALASKA
CRUISE SHIP CALENDAR FOR 2023

10/13/22
SUNDAY MONDAY TUESDAY WEDNESDAY THURSDAY FRIDAY SATURDAY
DATE 23-Apr 24-Apr 25-Apr 26-Apr 27-Apr 28-Apr 29-Apr
PAX 0 0 2100 0 2124 0 0
DATE 30-Apr 1-May 2-May 3-May 4-May 5-May 6-May
PAX 0 0 2100 2100 5508 0 0
DATE 7-May 8-May 9-May 10-May 11-May 12-May 13-May
PAX 4602 4174 3314 5660 6028 0 6282
DATE 14-May 15-May 16-May 17-May 18-May 19-May 20-May
PAX 1590 5247 4470 3267 1918 0 0
DATE 21-May 22-May 23-May 24-Ma 25-May 26-May 27-May R U I E A L E N DA R
PAX 100 4562 5353 3438 930 100
DATE 28-May 29-May 30-May 31-May 1-Jun 2-Jun 3-Jun
PAX 0 5247 5182 6280 1848 530 0
DATE| 4-Jun 5-Jun 6-Jun 7-Jun 8-Jun 9-Jun 10-Jun
PAX 5870 5953 6028 750 100
DATE| 11-Jun 13-Jun 15-Jun 16-Jun 17-Jun
PAX 0 6280 1848 530 0
DATE 18-Jun 19-Jun 20-Jun 22-Jun 23-Jun 24-Jun 4 5 2 7 , 9 O 1 tota | PAX
PAX 1690 4562 5523 1848 750 100
DATE] 25-Jun 26-Jun 27-Jun 28-Jun 29-Jun 30-Jun 1-Jul O/ ! d
o IR g i g o . . * 100% + capacity expecte
DATE| 2-Jul 3-Jul 4-Jul 5-Jul 6-Jul 7-Jul 8-Jul
pAX| %0 4823 5732 o028 1280 1690 e Unknowns w/S kagway closure
DATE| 9-Jul 10-Jul 11-Jul 12-Jul 13-Jul 14-Jul 15-Jul
PAX 5174 4797 6280 6280 1848 0 70
DATE| 16-Jul 17-Jul 18-Jul 19-Jul 20-Jul 21-Jul 22-Jul
PAX 2620 6094 5023 3940 750 1030 .
DATE 230l 240l 25-0ul 26-3ul 27l 2800l 20-0ul e Mond ay - Wednesd ay re liab |y bu sy
PAX 312 5497 4950 6280 1848 0 1590
DATE 30-Jul 31-Jul 1-Au 2-Au 3-Au 4-Au 5-Au . .
s . e I ey 628 220 730 . Sundays & Thursd ay Intermittent
DATE 6-Aug 7-Aug 8-Aug 9-Aug 10-Aug 11-Aug 12-Aug
PAX 1660 5327 6480 6280 1848 930 0
DATE 13-Aug 14-Aug 15-Aug 16-Aug 17-Aug 18-Aug 19-Aug
PAX 100 3630 4823 6280 3438 750 100
DATE 20-Aug 21-Aug 22-Aug 23-Aug 24-Aug 25-Aug 26-Aug
PAX 0 4797 4950 6280 1918 1630 70
DATE 27-Aug 28-Aug 31-Aug 1-Sep 2-Sep
D';AT); 35270 45‘;12 769858 87550 94312 COLOR PAXRANGE #OF % OF
-Sep -Sep -Sep -Sep -Sep
PAX 70 5497 3438 0 0 CODE DAYS SEASON
DATE 10-Sep 11-Sep 14-Sep 15-Sep 16-Sep 0 45 25%
PAX 4280 5247 4902 750 2400 1-1999 44 24%,
DATE 17-Sep 18-Sep 21-Sep 22-Sep 23-Sep
PAX 1590 4174 1848 450 0 2000 - 4999 41 2%
DATE 24-Sep 25-Sep 26-Sep 27-Sep 28-Sep 29-Sep 30-Sep 5000 - 6999 40 22%
PAX 2550 4174 4180 3574 4124 0 0 - 7000+ 13 7%
DATE 1-Oct 2-Oct 3-Oct 4-Oct 5-Oct 6-Oct 7-Oct
PAX 0 450 0 2100 0 0 0
DATE 8-Oct 9-Oct 10-Oct 11-Oct 12-Oct 13-Oct 14-Oct
PAX 0 0 0 0 700 0 0
DATE 15-Oct 16-Oct 17-Oct 18-Oct 19-Oct 20-Oct 21-Oct
PAX 0 0 0 0 0 0 0
DATE| 22-Oct 23-Oct 24-Oct 25-Oct 26-Oct 27-Oct 28-Oct
PAX 2002 0 0 0 0 0 0
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GLOSSARY OF TERMS AND ABBREVIATIONS

ADOT

Alaska Department of Transportation

Attraction, excursion

Destinations, guided tours, and experiences available to visitors

CBS

City and Borough of Sitka

Dock-to-downtown shuttle

Transportation system to move passengers in mass from SSCT to the
downtown area via large passenger buses

HCH, Centennial Hall

Harrigan Centennial Hall

HPR

Halibut Point Road

LOS Level of service

ROW Right-of-way

Seawalk The pedestrian path stretching from HCH to the National Historic Park
SMC Sawmill Creek Road

SSCT Sitka Sound Cruise Terminal, the privately-owned and operated cruise

ship dock located at 4513 Halibut Point Road

APPENDIX

SHORT-TERM TOURISM PLAN

2022 Sitka Cruise Calendar provided by Cruise Line Agencies of Alaska on November 29, 2021
Sidewalk Level of Service Classification from the Journal of Engineering Research and Studies
Results from Community Survey open 12/17/21 — 1/9/22
Planning Commission minutes for plan-related meetings



. CONTEXT AND PLANNING HORIZON

CHANGES TO THE CRUISE VISITOR INDUSTRY IN SITKA

In spring of 2021, it was announced that Sitka is expected to receive its largest cruise visitor season
on record in 2022 with 400,000 passengers anticipated. This forecast was increased to 480,000
during the summer months, with estimates for 2023 and beyond ranging from 500,000 — 520,000.

Sitka’s largest cruise season on record was in 2008 with approximately 285,000 passengers. Not only
is the increase to 480,000 passengers a significant increase over this previous high, the logistics of
cruise ship visitation in Sitka has changed with the opening of the privately owned Sitka Sound Cruise
Terminal (SSCT).

Before the development of SSCT, cruise ships anchored offshore and would lighter passengers into
town, coming directly to Crescent Harbor dock and the O’Connell Bridge dock. From these locations,
passengers would disperse to town on foot, on pre-booked tours, or by other modes of transportation
available at the docks. Given its location approximately five miles away from the downtown area,
passengers now disembarking at SSCT are shuttled to Harrigan Centennial Hall via ~60 passenger
buses as the primary means of transportation. However, some tour operators do pick-up and/or drop-
off guests directly from SSCT, making it another dispersion point in addition to Centennial Hall.

These changes in the industry prompted the creation of this plan.

ASSEMBLY & PLANNING COMMISSION ACTION

On April 13, 2021, the Assembly and the Planning Commission held a joint work session to discuss
the scope and deliverables of this plan. It was determined that the plan would have five main
elements:

Uﬁ] sy Y HHHE @

INFRASTRUCTURE FUTURE PLANNING
DISPERSION TRANSPORTATION TRAFFIC NEEDS NEEDS
Keep passengers Explore options for Manage traffic Define CBS Outline future
moving throughout passenger and to ensure infrastructure planning needs for
town and prevent resident safety and needs for the 2022 CBS infrastructure
congestion transportation efficiency season and community-wide
impacts

The planning horizon was to be for the next one to five years, with a heavy emphasis on the 2022
season. It was agreed that outreach would be vital; a broad approach including industry
professionals and organizations, merchants, tour operators, and the general public should be part
of the process. To this effect, a work plan and schedule was developed and utilized for the
planning effort.
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PUBLIC ENGAGEMENT

All meetings of the Planning Commission were open to the public, with in-person and
Zoom options made available. An email list was compiled by canvasing the downtown
area and utilizing list serves maintained by Visit Sitka The email group had over 125
members and was notified of all upcoming meetings and plan updates. Newspaper,
radio, and social media were also utilized to advertise meetings and opportunities for
plan participation. A community survey was available from December 17 — January 9.

MEETING DATES & TOPICS

Date Body Topic
3/9/21 Assembl Assembly provided direction to staff and the Planning
y Commission to develop the plan
4/13/21 Assembly & Planning Joint Work Session between the Assembly and Planning
Commission Commission to develop the scope and deliverables of the plan
5/5/21 Planning Commission Introductory session with Planning Commission to review
work plan and schedule and outline data/research needs
5/19/21 Planning Commission Commission review of plan for Forums
5/20/21 Planning Commission Attraction and Excursion Forum
6/2/21 Planning Commission Public comment on passenger dispersal
6/3/21 Planning Commission Downtown Business Forum
6/16/21 Planning Commission Background information review
7/7/21 Planning Commission Dispersion wrap-up and review of input from Forums
7/21/21 Planning Commission Transportation alternatives
8/4/21 Planning Commission Traffic from dock to downtown, Sawmill Creek Road Project,
and Lake/Lincoln/Harbor Drive intersection
9/15/21 , . Downtown traffic and congestion mitigation — public input
Planning Commission : e
and problem identification
10/6/21 . . Centennial Hall traffic and staging — public input and problem
Planning Commission . o
identification
10/13/21 Ports & Harbors Centennial Hall traffic and staging — Commission input and
Commission problem identification
10/20/21 . . Analysis and recommendations for Lincoln Street traffic
Planning Commission
presented
11/3/21 Planning Commission Direct-use infrastructure needs
11/10/21 Ports & Harbors Analysis and recommendations for Centennial Hall traffic
Commission and staging presented
11/17/21 , . Analysis and recommendations for Centennial Hall traffic
Planning Commission .
and staging presented
12/1/21 Planning Commission Indirect infrastructure impacts and future planning needs
12/15/21 Planning Commission Presentation of draft plan
1/12/22 Ports & Harbors Recommendation to adopt the Centennial Hall traffic and
Commission staging plans
1/13/22 Assembly & Planning Joint work session to review draft plan and make
Commission suggestions for final draft
1/19/22 Planning Commission Recommendation of plan for adoption
1/25/22 Assembly Discussion/direction on the final draft
218122 Assembly Plan adoption
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. DISPERSION

Downtown merchants, attraction and excursion operators, tourism industry representatives, and the
general public were engaged to discuss the need for passenger dispersion, particularly on large ship
days. “Large ship days” were defined as days with more than 6,000 passengers.

The latest preliminary 2022 cruise calendar was provided by Cruise Line Agencies of Alaska on
November 29, 2021. Of the 159 days of the season (first sailing April 28" and last sailing is October
31), this is the breakdown of passenger loads:

Number of Cruise

Number of Days in Season Percent of Season
Passengers
0 21 13%
1-999 30 19%
1,000 - 2,999 37 23%
3,000 — 5,999 47 30%
6,000 — 8,000+ 24 15%

The full calendar is provided in the appendix and color coded to correspond with the levels in the
table above.

DROP-OFF AND AVOIDANCE POINTS

Participants were asked to identify ideal locations to direct and/or drop-off passengers, as well as
areas to avoid.

Drop-off points largely centered around locations near the downtown area including Harrigan
Centennial Hall, the Library, the O’Connell Bridge dock, Totem Square or Totem Square Inn, the
Katlian Avenue area including the Community House, Baranof Playground, Totem Park, and the
Sitka Sound Science Center. It was also recommended that more dispersion points along Sawmill
Creek and Halibut Point Road be developed in addition to attractions such as the Alaska Raptor
Center and Fortress of the Bear.

Avoidance points for pick-up/drop-off that were generally agreed upon were Katlian Avenue (i.e. that
this street should not be used to divert bus traffic from other streets as it is already congested, but
that visitation to attractions and historical sites in this area should continue to be encouraged),
residential areas, the Fine Arts Camp portion of the Sheldon Jackson Campus, and anywhere with
traffic devices (near intersections, roundabouts, traffic lights, etc.).

Drop-off/pick-up on Lincoln Street and in front of St. Michael’'s Cathedral was contended. While some
advocated that this would bring visitors directly into the high-demand areas for shopping or site
seeing, others felt that congestion on Lincoln Street should not be exacerbated.

While lightering/water taxiing was considered as a part of dispersion conversation, later discussions

on transportation (see section Ill, Transportation) more fully analyzed the challenges associated with
this type of operation. A map showing all drop-off and avoidance points as discussed was produced.
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Public comment was also received during the Traffic section of the plan that additional attractions on
Halibut Point Road should be considered in order to add more dispersion points. In particular, a
suggestion was made that low-impact development in the No Name Mountain area for recreational
use could benefit visitors and locals alike.

Though the recommendation in the plan is to continue using Harrigan Centennial Hall as the main
drop-off point for dock-to-downtown shuttles, consideration of secondary locations should be made if
COVID-19 mitigation requirements to segregate passengers by ship on the shuttles remain in place.

FINDINGS

1. Quality of experience matters — too many passengers downtown or at any one attraction/site
at once can detract from the quality of the passenger’s experience.

2. Cruise passengers should continue to be encouraged to come downtown for shopping and
dining, seeing historic and culturally significant sites/attractions, and to recreate along the
Seawalk and at the National Historical Park.

3. High quality, high visibility signage is needed to effectively disperse passengers dropped off in
the downtown area.

4. Other means of communicating visitor information should be improved to keep things moving
smoothly, particularly on large ship days. Particular areas of improvement include local
communications of the cruise calendar and potential changes in traffic, a digital guidebook/site
or app, shore-ex support at the dock and drop-off points, and training for bus drivers.

5. As visitor numbers grow, more attractions and excursions will be needed to meet demand and
effectively disperse passengers throughout town.

6. Implementation of a looping shuttle system had both advocates and opponents.
a. Pro: A shuttle system would be an effective means of transporting passengers
throughout town and address mobility issues many passengers may experience.

b. Con: A public and/or free shuttle system would negatively impact private industry
transportation providers.

RECOMMENDATIONS

1. While the dock-to-downtown shuttles will continue to bring passengers to Centennial Hall as
their main drop-off and pick-up point, utilization of alternative drop-off points for tour operators
and other transportation providers should be encouraged.

2. Commission large-scale signage to be strategically placed at major drop-off points.

3. Implement a mobile app and/or QR code system to assist with wayfinding and visitor
information access conditional upon addressing limitations of cell and internet service.

4. Encourage growth of the attractions and excursions market.

5. Encourage development of a looping shuttle system and investigate ways to work with private
industry transportation providers for public/private partnership opportunities.
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lll. TRANSPORTATION

VISITOR TRANSPORTATION

BY LAND
Currently, the transportation of passengers from the SSCT dock to the downtown area
(referred to as “dock-to-downtown shuttling”) takes place via large buses with capacities
o, ranging from approximately 48 to 60 passengers. Buses depart from the SSCT every
poy 15 minutes, travel along Halibut Point Road to Lake Street, and continue through the

traffic light at the Lake/Lincoln/Harbor Drive intersection to arrive at Centennial Hall.
From this point, passengers can walk to shopping and other attractions/destinations in
the downtown area, meet their pre-booked tour, or purchase a tour/transportation
offered for sale at Centennial. When they wish to return to SSCT, passengers come
back to Centennial Hall to catch a departing shuttle. Some tour operators pick up
directly from SSCT and will drop passengers off downtown, or back at SSCT directly.

Since 2013, CBS has entered into a Transit Services Contract to provide a subsidy of the dock-to-
downtown shuttling operation using the Commercial Passenger Excise Tax revenue. The most recent
contract for 2020 and 2021 provided a subsidy in the amount of $1.07/passenger transported.

Considerable public interest for electrification of the large-scale visitor transportation services was
voiced during the planning process. Concerns with the currently utilized diesel buses included the
associated noise, air pollution, and carbon emissions. Industry representatives cited high investment
costs (with estimates of $750,000 - $1,000,000 per bus of commensurate size) and lack of charging
stations as the main barriers to conversion in the short-term.

BY SEA
& In the beginning stages of plan development, the concept of lightering/water taxi service
coo to transport passengers from SSCT to the downtown area was discussed as a method

ﬂ of alleviating bus traffic and congestion on the road system. However, several

challenges became apparent:
A water taxi service would likely not be a profit-making operation as currently envisioned.
Space at the SSCT dock is limited.
Available locations that would bring passengers into downtown (primarily the O’Connell Bridge
Dock or Crescent Harbor) would result in a lengthy ride due either to the required slow speeds
travelling through the breakwater and Sitka Channel, or the added time diverting around the
breakwater/channel via Western Channel and Middle Channel. Therefore, moving a significant
enough number of passengers to meaningfully decrease bus transportation would require a
large water taxi fleet both in terms of the size of the vessels as well as the number of vessels.
The only identified dock facility that could work on the water transportation side (in terms of
decreasing trip length) was the North Plant for Petro Marine. However, there is not adequate
upland space for bus transportation that would be needed. Further, this would add significant
bus traffic on Katlian Ave. which is already congestion-challenged.

SHORT-TERM TOURISM PLAN 10



RESIDENT TRANSPORTATION

Given the limitations of Sitka’s road system and available public parking in the downtown area,
impacts to the ease of resident transportation are inevitable with the growth of cruise passenger
visitation. Multi-modal transportation offers potential to increase capacity of our existing infrastructure
while reducing burdens to individual pieces of the transportation system. Three main areas were
addressed as potential means of mitigating these impacts.

BIKE AND PEDESTRIAN COMMUTING

Members of the public identified bicycle and pedestrian transportation as a
means of alleviating downtown traffic and parking pressures. Creation and
support of incentive programs were suggested to encourage participation.
Additional bike shelters or racks downtown should be considered if incentive
programs are pursued. While walking/biking may not be viable transportation
alternatives for all, any alleviation of vehicular traffic and parking demand is
beneficial and should be encouraged.

PUBLIC TRANSIT

Public transit is an integral component of multi-modal transportation system,
enabling transportation for those without personal vehicles and offering an
alternative to those who may wish to decrease personal vehicle reliance. Sitka’s
public transportation systems such as the RIDE and Care-a-Van should continue
to be supported and opportunities to encourage ridership explored.

PARKING SOLUTIONS

Where possible, additional parking is needed in the downtown area for those
who live, work, worship, shop, and recreate downtown. Private property owners
are encouraged to open any available parking, and opportunities to maximize
existing public parking should be pursued. Another suggested solution was a
Park and Ride system wherein vehicles could be left at a larger lot outside of the
downtown area, and a bus would run regularly between the vehicle parking and
downtown. Increased enforcement of public parking regulations would also
ensure that parking is being utilized as intended and prevent abuse/misuse of
publicly available parking.
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FINDINGS

1. There is ample community interest in seeing electrification of bus fleets, particularly for large-
scale transportation services. However, the high investment costs and lack of charging
infrastructure present major hurdles for conversion to take place in the near term.

2. Similarly, water taxi services face investment and logistical challenges that make it an
unsuitable transportation alternative in the near future. However, this may be a more feasible
option in the future if a bus-accessible location were to be developed north of the Sitka
Channel.

3. Multi-modal options and parking solutions are critical to meet resident transportation needs.

RECOMMENDATIONS

1. Encourage and incentivize bicycling and walking as alternatives to vehicular transportation in
order to decrease vehicular traffic congestion and alleviate parking pressure in the downtown
area. CBS could partner with existing community organizations that promote walk and bike
initiatives. Further, additional bike racks and/or shelters should be considered in the downtown
area.

2. Long term, CBS should consider incentive structures that would encourage fleet electrification,
particularly for dock-to-downtown shuttling services, and explore opportunities for installation
of charging stations.

3. Opportunities to incentivize alternative transportation modes for residents should be pursued.

Additionally, parking solutions such as expansion of parking in the downtown area or a Park
and Ride arrangement will be needed as the visitor industry continues to grow.
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V. TRAFFIC

HALIBUT POINT ROAD AND SAWMILL CREEK ROAD TRAFFIC

DOCK TO DOWNTOWN — HALIBUT POINT ROAD

On August 4, representatives from ADOT joined the Planning Commission to discuss traffic along
HPR and expected impacts resulting from both the increase in cruise visitor related traffic and
developments along HPR such as growth of amenities at SSCT, the new Cross Trail connector in this
area, and the adventure park at 4951 HPR. Suggestions from the public and the Commission fit
largely into two main categories:

Pedestrian safety improvements: With increased traffic on HPR, more crosswalks
Q (particularly lighted crosswalks) are desired to make street crossings safer. Suggested
locations include the new Cross Trail connector across the street from 4951 HPR, the
Seamart/Cascade Creek Road intersection, and at Brady Street (particularly in light of
/ increased SEARHC development in this area). Further, development of a dedicated
pedestrian path is desired between SSCT and the adventure park/Cross Trall
connector. These latter attractions would also benefit from large, clear signage.

m—ﬂﬂ Beautification/visitor enhancement: Beautification projects along the HPR/Swan Lake

sidewalk corridor and at the roundabout were suggested, with ideas ranging from

DD—L—J— painting/murals, signage, or banners. Development of additional attractions on HPR
were also discussed (see section Il. Dispersion).

Without supporting data from a traffic study, the justification for ADOT to make these changes will be
difficult to substantiate. CBS and ADOT should continue to collaborate on traffic safety needs and
work towards getting a traffic study for Sitka in the near future.

SAWMILL CREEK ROAD PROJECT

ADOT will be performing significant road work on Sawmill Creek Road in the summer of 2022
between the roundabout and the Sitka National Cemetery. The scope of the project includes
stormwater infrastructure improvements, resurfacing, development of a new bus stop, and pedestrian
safety improvements. While these improvements are certainly needed and will be of great community
value, the construction season overlaps with the visitor season. SMC Road is a critical arterial right-
of-way for traffic flow and its closure will significantly impact traffic efficiency.

Commission discussion and public comment emphasized the challenges most detour routes would
present. Many large vehicles/equipment will struggle to use smaller collector and minor streets given
narrowness and tight turns. There was also concern for traffic being diverted into residential
neighborhoods which would exacerbate existing traffic speed/congestion problems.

While the traffic control plan (TCP) for the project will not be developed until a contractor is selected
to execute the project, CBS and ADOT representatives have met to discuss some preliminary
guidance a TCP should include. If the TCP includes use of CBS rights-of-way for detouring, CBS
must first provide approval. CBS will continue to advocate that, to the greatest extent possible, traffic
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flow be maintained at least one-way (outbound) through the project area before CBS rights-of-way
are approved as detour routes.

EMERGENCY SERVICE ACCESS

Proximate to the SSCT, the Sitka Fire Department would like to stage a small ATV ambulance that
can be available for calls to the cruise ships or to the adventure park under development at 4951
HPR. The ATV ambulance itself will not be staffed or stocked for budget and security reasons. An
ambulance will respond to calls in this area and go to the ATV ambulance first — crew will load in with
kits and a gurney and will be directed to the patient from there. The ATV ambulance will then be used
to transfer the patient into the full-sized ambulance for transportation to the hospital/other medical
services.

The Police and Fire Departments were both included in planning for downtown traffic to ensure that
any closures or changes in traffic pattern would not complicate emergency access. The Fire
Department plans to continue responding from the Fire Department, sending ambulances to the
nearest street or alley to the call, sending in crew, gurney, and equipment to meet the patient and
wheeling back to ambulance. Any improvements of traffic flow in the downtown area, particularly
decongestion of the Lake/Lincoln/Harbor Drive Intersection and alleviating left-turn traffic into
Harrigan Centennial Hall, will benefit speed and accessibility for emergency services.

DOWNTOWN TRAFFIC

LAKE/LINCOLN/HARBOR DRIVE INTERSECTION

The intersection of Lake Street, Lincoln Street, and Harbor Drive appears to be the biggest bottleneck
for downtown traffic flow. Vehicles turning left from Lake Street on to Lincoln Street do not have a
dedicated turn lane or traffic control signal, and significant traffic flow from Japonski Island and that
exiting the downtown area can make this turn difficult to make. Under these conditions, a few
vehicles waiting to make this left turn can back traffic up to the roundabout which has domino effects
for HPR and SMC traffic flow. In addition to the “left turn” issue, this intersection handles significant
pedestrian crossing as well, which reduces the efficiency of vehicular traffic flow. Three
mitigations/solutions were suggested:

Left turn lane, Lake to Lincoln: Having a dedicated left turn lane for Lake to Lincoln
traffic flow could improve efficiency of the intersection, allowing straight-through and
right-turn traffic to move independent of left-turn traffic. This could be accomplished with
restriping.

Traffic conductor: Many members of the public recalled summer seasons in which a
traffic conductor was stationed at this intersection to improve traffic flow. A well-trained
C((? traffic conductor can be more capable of adjusting and responding to real-time
demands as opposed to the automated signal system. A traffic conductor could also
enable implementation of the next suggestion.

All-cross: Instead of timing pedestrian traffic crossings with the vehicular signaling,
some communities utilize an “all-cross” system in which all pedestrians waiting to cross

%@ can do so at once, regardless of which corner they are at. Diagonal movements are
often permitted as well, cutting down on the number of crossings needed. No vehicular
traffic can move at this time, but it removes pedestrian crossing as a delay during
vehicular movement.
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LINCOLN STREET

The section of Lincoln Street from Lake Street to Katlian Avenue contains the majority of downtown
retail stores, restaurants, churches, and historic sites. This area is beloved by locals and visitors alike
for its authentic, small-town feel. Given its importance, discussion of plans for Lincoln Street took
place throughout the planning process.

A level of service (LOS) analysis was completed to better understand the capacity limitations of the
pedestrian space on Lincoln Street. As listed on the table below, different levels of service indicate
the speed, freedom of movement, and likelihood of pedestrian-to-pedestrian collisions.

e LOS A indicates total free movement, at any speed, and almost no likelihood of bumping into
another person.

e LOS Fis akin to a people slowly shuffling in a queue, with no freedom to choose speed or
direction of movement. Even at this extremely low level of service, the sidewalk space on
Lincoln Street can only accommodate about 1600 pedestrians.

e Higher levels of service providing a more pleasant pedestrian experience are only possible in
the 500-800 pedestrian range.

After reviewing the level of service analysis, it became apparent to the Planning Commission that
sidewalk space alone on this stretch of Lincoln Street cannot comfortably support our forecasted
visitor numbers. The full description of each level of service is available in the appendix.

Lincoln Street Assumptions for LOS Analysis

Driving Lane Width (x2) 12 ft.
Parking Lane Width (x2) 8 ft.
Sidewalk Width (x2) 5 ft.
Length of Street 1,300 ft.
Total Square Footage 65,000 s.f.

Pedestrians supported at each LOS

Total
pedestian LOSA LOSB LOSC LOSD LOSE LOSF
S.F. available
No closure — 13,000 213 317 520 813 1,444 1,625

sidewalk space only

Staff reviewed and analyzed several options; some were options proposed in the Gateway
Plan and others were a result of public comment/staff generation — all are described and
detailed below. The first five options presented were studied, but ultimately not recommended
by staff for consideration. Staff review included Planning, Public Works, Police, and Fire
departments. Recommended options start on page 19.
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Studied Options - Not Recommended

SHORT-TERM TOURISM PLAN

Gateway Plan Option 1

Pros
¢ Maintains vehicular access to downtown amenities
e Could maintain downtown parking

Cons

e Funnels traffic to substandard routes (Seward &
American)

e Does not make optimal use of Harbor Drive

e Does not create more space for pedestrians on the
west end of Lincoln where more is needed

e Would be confusing as a temporary solution (i.e. if not
in place consistently day-to-day during the season or as
a built design)

Gateway Plan Option 2

Pros

e Maintains vehicular access to downtown amenities
e Could maintain downtown parking

e Removes traffic from in front of St. Michael’s

Cons

e Funnels traffic to substandard routes (Seward &
Cathedral, American & Barracks). Cathedral Way lacks
adequate width to be two-way without major
redesign/loss of parking

e Does not make optimal use of Harbor Drive

e Does not create more space for pedestrians on the
west end of Lincoln where it is needed

e Would be confusing as a temporary solution (i.e. if not
in place consistently day-to day during the season or as
a built design)
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Gateway Plan Option 3

Pros
e Maintains vehicular access to downtown amenities
e Could maintain some downtown parking

Cons

e Funnels traffic to substandard routes (Seward &
Cathedral). Cathedral Way lacks adequate width to be
two-way without major redesign/loss of parking

e Does not work well as a temporary (rather than built)
solution — traffic would have to cross lanes and go the
“wrong way” around the church.

e In order to keep Cathedral, American, and Barracks
open, traffic would have to cross pedestrian spaces
which can exacerbate bottlenecks at these intersections

Overall, the downtown traffic designs as proposed in the Sitka Gateway Plan are more suited to
permanent/built alterations of streets and traffic flows in the downtown area as opposed to temporary
solutions created with signage, barricades, cones, etc. None are suitable for regular mobilization and
demobilization if flexibility based on daily passenger count is desired.

Staff considered ways that the Gateway Plan recommendations could be modified to better suit a

temporary/short-term option. Those concepts are presented on the next page, though neither are
recommended options.
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Modified Gateway Options 1 and 2

Pedestrian Only

- One-way Street

KEY

®
A
Vehicle Crossing Designation
& ]
N Pull-in Parking Spots !

No Left Tum Sign
No Right Turn Sign
No Entry Sign/Barricade

No Qutlet Sign

Modified Gateway Option 3

SHORT-TERM TOURISM PLAN

Pros

e Maintains vehicular
access to bank drive-thrus
e Could maintain some
downtown parking

e Opens pedestrian space
on the west end of Lincoln

Cons

e Adds left-turn traffic to
Lake/Lincoln intersection

¢ Intensive to mobilize and
demobilize regularly

Pros

e Maintains vehicular
access on bank drive-thru
and pharmacy side of street
¢ Maintains some downtown
parking

¢ Opens pedestrian/
amenity/vending space in
west bound lane

Cons

e Adds left turn traffic at
Lake/Lincoln intersection

¢ More streets (Cathedral,
American, Barracks) either
need to be closed or will
have to cut across
pedestrian space
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Studied Options - Recommended

Full Closure Option

KEY

Pedestrian Only

- One-way Street A No Right Turn Sign
Vehicle Crossing Designation - No Entry Sign/Barricade
L]

il
W Pull-in Parking Spots

No Left Turn Sign

No OQutlet Sign

Description
e Lincoln Street is closed to vehicles from the Lake/Lincoln Intersection to the Lincoln/Katlian
Intersection

e Feeder routes (Barracks, American, Maksoutoff, Cathedral, and other unnamed alleys)
blocked from entry
e Closures could be on a consistent schedule (M-F) or based on daily passenger count

¢ Allows maximum pedestrian space and clearly separates pedestrians from vehicles

e Opens maximum spaces for amenities (benches, water stations, garbage cans, potentially
vending, etc.)

e Equitable for both ends/sides of Lincoln Street merchants/entities

e Maximum loss of parking

e Maximum impact on vehicular access to locally demanded services (primarily pharmacy and
bank drive-thrus)

e Complicates Pioneer Home emergency access

¢ Necessitates new downtown stop for The Ride

e Congestion remains around Totem Square/end of Lincoln
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One-Way Option

Pedestrian Only . No Left Turn Sign
- One-way Street A No Right Turn Sign
II Vehicle Crossing Designation - No Entry Sign/Barricade
Pull-in Parking Spots No Outlet Sign

Description

Pros

Cons

Lincoln Street remains open to vehicular traffic one-way westbound

Pedestrian space and amenity/vending staging can take place in the eastbound traffic/parking
lanes. Amenities/vending could potentially be staged for the whole season. This would
decrease labor needs for daily mobilization/demobilization and allow locals and independent
travelers to partake in off-hours

“Vehicle crossing designations” available at bank drive-thrus

A temporary median would be needed to separate pedestrians and vehicles

Pull-in parking spaces designated near churches

Would be in place all season (too labor/storage intensive to mobilize/demobilize daily)

Allows more vehicular access to Lincoln Street while reducing pedestrian and vehicle conflict
Maintains vehicular access to downtown amenities & use of bank drive-thrus

Lower loss of parking

Provides for better emergency access to Pioneer Home

Possible reduction in jaywalking due to median barriers

Less space opened for pedestrians and other amenities

Vehicles and pedestrians still intermingled to some degree

Necessitates new downtown stop for The Ride

Congestion remains around Totem Square/end of Lincoln

North side of street gets vehicular access but less pedestrian space, vice versa for the south
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A | Hybrid Option] was also proposed as a recommended option. Lincoln could be fully closed when
needed (perhaps based on passenger volume) but staged to re-open as the One-Way Option. This
would allow for amenities and potential vending to be staged in the east bound lane for the whole
season and not have to demobilize when the street is reopened. This provides more flexibility to
accommodate moderate and high passenger count days. However, it comes with the pros and cons
of both options when in place and would be more labor intensive than the One-Way Option alone.

A|Full Closure Modification| was also sketched to address accessibility for bank drive-thrus. The
design below allows one-way traffic up Maksoutoff St., in part of the eastbound lane of Lincoln, and
then directs traffic up the unnamed alley between 315 and 321 Lincoln. This would create proper
vehicle alignment to utilize all three of the downtown bank drive-thrus, accommodate for ADA access
from Lincoln Street, and it would also open the opportunity to add pull-in parking along Maksoutoff
Street in the unused lane. However, the crossing from the eastbound lane to the westbound lane to
access the alley will be difficult to design. Traffic movement onto Seward Street will increase use of
the uncontrolled intersection at Seward and Lake Streets, while not included in the plan
recommendations, a traffic conductor may be needed if this option is selected.

Pedestrian Only . No Left Turn Sign
- One-way Street A No Right Turn Sign
II Vehicle Crossing Designation - No Entry Sign/Barricade
W .
Pull-in Parking Spots No Outlet Sign

The level of service analysis was then updated to include the two main recommended options along
with a comparison matrix.
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Pedestrians supported at each LOS

Total
pedestian  LOSA LOSB LOSC LOSD LOSE LOSF
S.F. available
No closure — 13,000 213 317 520 813 1,444 1,625
sidewalk space only
Full Closure Option 65,000 1,066 1,585 2,600 4063 7,222 8125
One-Way Option 39,000 639 951 1,560 2,438 4333 4875

Option Comparison Matrix

Factors Full Closure Option

Parking X Highest impact on parking

One-Way Option

Moderate impact on parking

Highest impact on vehicular
X access to downtown retail
and services

Convenience

Pedestrian Safety Er?jtpsee dp:sr? ;[;)nr; of vehicles
Maximum pedestrian and

Visitor Experience :
amenity space

Lesser impact on vehicular
access to downtown retail and
services

Some intermingling of vehicles
and pedestrians

Moderate pedestrian and
amenity space

Very labor intensive for set-
up and take down on a
daily/weekly basis

Logistics X

Needs most equipment for
temporary medians/fencing

Provides flexibility to be fully
open in off-hours/days and
change with passenger
levels

Flexibility

Has to stay in place season-
long — too labor and storage
intensive to demobilize
regularly

No opportunity to
permanently stage
amenities/vending for
season

Amenities/Vending

Opportunity to permanently
stage amenities/vending for full
season and offers off-hour
enjoyment opportunities

Comparative Advantage X Comparative Disadvantage

After consideration of these options and hearing public comment, the Planning Commission voted 4-1
to recommend the Full Closure Option from 10am to 4pm on days with 3,000 or more cruise
passengers with the stipulation that efforts to find downtown parking solutions be prioritized.

SHORT-TERM TOURISM PLAN
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HARRIGAN CENTENNIAL HALL

Harrigan Centennial Hall (HCH) has long served as our main “hub” for cruise ship passengers given
its proximity to Crescent Harbor (which was the main lightering facility when ships largely anchored
offshore) and use as a visitor center. Since the development of SSCT, HCH has continued to serve
as a hub for cruise passengers, shifting its function to become, in part, shuttle bus terminal. It's
downtown location, unique “loop” driveway design, space for vendors and visitor services, the co-
location of the Sitka Public Library and Sitka History Museum, and large public restrooms make HCH
a critical and inimitable facility to support cruise passenger visitation in Sitka. Therefore, careful
consideration of use at this facility was necessary for this plan in order to achieve more efficient traffic
flow in all of the downtown area, effective passenger dispersion, high quality visitor experience, and
equitable access for tour operators/vendors of all sizes.

Formation of the traffic and staging plan for HCH is a result of feedback from public forums at the
Planning Commission, review with the Ports and Harbors Commission, extensive observation and
analysis from the HCH, Planning, and Public Works departments, and interviews with industry
representatives.

General Provisions and Principles:

@)
©)

)+ B D

Safety: Safety is our number one priority. With the mass of people, and mix of vehicles
(personal cars, taxis, tour vans and buses, etc.), we wanted any plan to minimize vehicle
and pedestrian interaction.

Space optimization: While space is limited, it can be optimized by having proper staging
and line formation. Therefore, our recommendations are based largely on making efficient
use of space and identifying both vehicle space and corresponding queuing space. Heavy
emphasis was placed on optimization of available public parking.

Simplicity/clarity: While some level of confusion is unavoidable with this number of
visitors, emphasis was placed on solutions that made directions and staging both simple
and clear.

Alleviating pressure on the parking lot: The HCH/Crescent Harbor parking lot is a high
demand parking area given its proximity to the harbor and the downtown area. In our
planning process, efforts have been made to maximize available parking in this lot.

Enabling Factors for Recommendations:

® m

“Load and Go” Operations: Given the limited space and high demand, excessive
parking/idling times need to be curbed.

Permitting: In order to ensure more equitable and orderly access, a more structured
permitting system will be needed for HCH summer operations. The details of that
permitting structure should be included in “future planning needs”.

Vehicle Restrictions: In order to avoid pedestrian/vehicle conflict, some areas of the
campus need to be restricted to pedestrian only use when cruise ships are in port. This
largely affects the “tabletop” that connects Areas A and I, and the rear of the building.
Further detail is provided below.
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For ease of reference, Centennial was divided into different areas or zones with recommendations
organized by each area:



Area A

e Option 1: Dedicated dock-to-downtown shuttle use: Loop dedicated to large shuttles that transport
passengers in mass from the HPR dock to downtown. The outer part of this loop (opposite the
building, adjacent to green spaces), can be used for setting up stanchions or other queuing methods
to line up passengers waiting to get back on shuttles.

Option 1: Dedicate Area A to dock-to-downtown shuttle operations

Pros: Maximizes space for high volume
operation, prevents domino effects of
bottlenecks/delays.

Cons: Redirects all other bus traffic to Area
B, and lulls in shuttling demand underutilizes
space.

e Option 2: Dock-to-downtown and large bus use: Utilize half of this area (the half closer to the Library
labelled as Area A2 in the diagram below) for large tour buses and the other half for the large shuttle
service. Given that most tours are wrapping up their drop-offs/pick-ups by mid-afternoon, the entire
loop could be dedicated to shuttle services after a certain time (~3pm) to accommodate the evening,

“last call” rush.

Option 2: Use Area A for both dock-to-downtown shuttles and large tour buses

Pros: Fully utilizes space throughout the day.
Decongests Area B and Area I.

Cons: Midday will have overlapping peaks in
demand for shuttling and tour drop-offs or
transfers, may become severely congested.

e Logistics: For either Option 1 or Option 2, the tabletop that connects the larger parking lot, I, to the
large loop A will need to be closed to vehicular traffic. Passengers will unload on the sidewalk and
be encouraged to stay on sidewalks to disperse towards the Seawalk, downtown, or to tour
vendors/outfitters. Closure of this tabletop will better separate cars and pedestrians.

SHORT-TERM TOURISM PLAN
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e Concept: This loop will be dedicated for van and bus tour operations. Vans and buses will enter the
lot from Lincoln Street, loop around the Harbor Drive side of the lot, and then line up along the curb.
Passengers will utilize plaza space between B & F for queuing. Vans and buses will also exit the
parking lot via the Lincoln Street connection.

e Logistics: Parking (approximately 3-4 spaces) may need to be limited in the corner of Area |
immediately adjacent to the Harbor Drive/Lincoln intersection so that buses can make the turn. With
the tabletop closed, this will increase curb space for vans/buses. Queuing of passengers is critical
to keep things organized and prevent vans/buses from idling for extended periods of time. This loop
will likely require the most active management to keep efficient.

| Areas C, D, and E |

Pros: Decongests Area A and provides adequate space. Loading
from sidewalk safer as opposed to outer loop of A. Many are turning
right for SMC attractions; avoids intersection, roundabout, and SMC
Road Project.

Cons: Will require active management to avoid long idle times.
Depending on bus size utilizing loop, 3-4 parking spaces nhear
intersection may need to be blocked on ship days.

e Concept: Largely unchanged for current parking lot use. Area C may be used for outfitter overflow
depending on demand for Area H. Area E will be kept clear to aid in safe pedestrian crossing and

gueuing.

Pros: Preserves parking for HCH, Library, and downtown. Removes
outfitting from Area I.

Cons: Some intermingling of vehicles and pedestrians still present
by keeping these parking lots open. Adds traffic to the inlet and outlet
of Area A.

e Concept: This area will continue to be used for tour vendors/operators to have signs and liaisons
staged. Some vendors (primarily the youth vending tables) may continue to be staged in this area
depending on the demand/pressure for space. Some passenger queuing space may be needed
on the side of the museum, particularly in late afternoon.

SHORT-TERM TOURISM PLAN
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point between Area A2 and B (if Option 2 for Area A selected).

Cons: Can get congested when shuttles offload.
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Concept: This area’s use is highly dependent on tendering, as security requirements for tendering
may limit use of the area. Per the most current cruise schedule (subject to change), it is anticipated
that we will have 31 days of one ship tendering, 11 days of two ships tendering, and 2 days of three
ships tendering throughout the season. On non-tendering days or one ship tendering days, the
portion of Area G closest to the | parking lot may be used for queuing space.

Logistics: The bollards that block vehicle traffic located in G will be up when either ships are
tendering to Crescent Harbor or on days that ships that shuttle passengers to HCH are in port.
When tendering, vehicles cannot pass through this area for security reasons. When ships are not
tendering, the plans for Area H will require bollards in G to be up.

Pros: Dovetail security requirements and pedestrianization of
Area H. Leaves O’Connell available for staging. Efficiency in Harbor
Dept. support of tendering.

Cons: Restricts vehicular access to rear of building and launch ramp

Area H

Concept: This area will be utilized for outfitters and as open plaza space. This will remove outfitters
from Area I. If overflow space is needed (i.e., there is more demand for outfitting space than H can
accommodate), Area C will be utilized, or potentially new area can be created adjacent to sidewalk
on the Lincoln Street side of the Net Shed.

Logistics: Vehicular access to this area needs to be restricted in order to prevent pedestrian/vehicle
conflict. Given the blind corners around the back of the building, inattentive pedestrians looking at
the view, and outfitters needing staging space, staff highly recommends limiting vehicular access
when either ships are tendering into Crescent Harbor or when ships that shuttle passengers to HCH
are in port. Staff will work to stage outfitters in such a way that the launch is accessible on non-ship
days.

Pros: Reduces vehicle/pedestrian conflict in area with blind corners.
Removes oultfitters from Parking Area I. Launch can be utilized for
kayaks, paddle boards, etc.

Cons: Restricts vehicular access to rear of building and launch ramp.
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e Concept: Maximize public parking in this lot. Look for opportunities to expand vendor space and
parking space.

e Logistics: It is possible that 3-4 spaces may need to be blocked on ship days so that the Area B
concept can work. These could be turned into short-term parking (less than 24 hours) to make them
available on non-ship days.

Pros: Parking is already pressured in this lot and will undoubtedly be
exacerbated in the upcoming summer season. Concept maximizes
available parking.

Cons: Those outfitting for vessel excursions will have a longer
distance to walk with clients.

e Concept: Work with ADOT to dedicate curbside space for taxi bank. Include high visibility signage.

e Logistics: Some signage will be required to reserve the space as well as direct passengers to this
area. If we are unable to secure this space from ADOT, back-up plans for taxis are under
consideration in Areas B, C, or .

Pros: Taxi’s require more advertising/idle time; this concept creates
dedicated space for taxi needs that does not impact areas requiring
more active, “load and go” operations.

Cons: Will need to ensure visibility to direct potential customers.
Permission from ADOT required as not a CBS ROW.

Other Overall Considerations

This influx of passengers will demand more support staff at HCH and for the Harbor Department, at
least on a seasonal basis. Also, to disperse passengers throughout town, more attractions/excursions
will be needed. However, this will place more pressure on space at HCH and at Crescent Harbor. New
permitting structures may be needed to adequately manage the operational and financial demands this
level of activity brings.
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FINDINGS

1.

Improvements to pedestrian safety are needed along Halibut Point Road as more attractions
and visitor-destinations are developed.

. Careful consideration of detouring routes associated with the 2022 SMC Road Project will be

needed in order to mitigate traffic delays.

As the Lake/Lincoln/Harbor intersection is critical for system-wide efficiency, any efforts to
improve flow through this intersection should be prioritized.

Without a combination of dispersion efforts and changes to traffic patterns/management,
Lincoln Street will be less safe and less enjoyable on large ship days.

Downtown parking is already strained; this pressure will be exacerbated by potential plans to
make all or part of Lincoln Street pedestrian only on large ship days. All parking solutions from
increased enforcement, additional parking, or Park and Ride systems should be considered.

Efficiency of traffic and people flow into and out of Harrigan Centennial Hall is key to system-
wide efficiency. Increased vehicular traffic in the area necessitates more pedestrian safety
measures than in the past.

RECOMMENDATIONS

1.

2.

3.

CBS and ADOT Collaboration
a. Request that ADOT complete a traffic study of Sitka to support the following:
I. Pedestrian safety improvements along HPR
ii. Changes/optimization at the Lake/Lincoln/Harbor Drive intersection
iii. Improvements needed system-wide
b. CBS should seek approval from ADOT for:
I. Redesign of traffic flow/timing through the Lake/Lincoln/Harbor Drive and Airport
Road/Harbor Drive intersections either by way of signal improvements or use of
a traffic conductor
ii. Dedication of “Area J” in front of Centennial Hall as a taxi bank for the summer
season

Adopt a street-closure plan for Lincoln Street to promote pedestrian safety and downtown
experience. Where possible, mitigate adverse parking impacts and alleviate accessibility
challenges for core community services. Planning Commission voted 4-1 to recommend the
Full Closure Option from 10am to 4pm on days with 3,000 or more cruise passengers with the
stipulation that efforts to find downtown parking solutions be prioritized.

Adopt the traffic and staging plan for Harrigan Centennial Hall, and prioritize permit
restructuring to support this new level of activity.
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V. INFRASTRUCTURE AND
FUTURE PLANNING NEEDS

DIRECT USE INFRASTRUCTURE

Bathrooms: In the downtown area, there are public restroom facilities located at the O’Connell
Bridge dock, City Hall, the Lake/Lincoln/Harbor Drive intersection, the Library, Centennial Hall, and
Crescent Harbor. Restrooms frequently came up as a top infrastructure concern throughout the
planning process. In the long term, development of additional or expanded restroom facilities will
likely be needed to support growing cruise tourism numbers. In the short-term, the two most feasible
solutions are to bring in temporary restroom facilities and/or incentivizing downtown businesses,
churches, or other entities to open their restrooms to the public. Temporary restroom facilities could
be located within Crescent Park to supplement existing facilities and fill gaps along the Seawalk.
Other suggested areas for placement of temporary restroom facilities included Totem Square and
along Lincoln Street (Lake to Katlian) if possible with street-closure.

Water stations: Water fountains are
available at Crescent Park, City Hall,
Centennial Hall, and the Library, with
the latter three locations also including
water bottle filling stations. Installation
of additional water stations will be
most feasible if co-located on/in public
buildings already served by water,
wastewater, and power.
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Solid Waste: Additional trash cans will be needed in the downtown area, as will more regular service
to collect and dispose of solid waste. If more recycling is to be encouraged, recycling receptacles and
scheduled pick-up will be needed.

Benches: There are approximately 70 CBS owned benches in the downtown area, spanning from
the O’Connell Bridge dock to the end of the Seawalk. Addressing additional seating/rest area needs
could be accomplished through Lincoln Street plans. The Full Closure Option could create space for
downtown businesses/entities to place more benches proximate to their buildings, as sidewalk space
will not be as scarce. However, this would require movement of benches/seating when the street is
reopened. The One-Way Option, or Hybrid Option, could enable more permanent staging of these
fixtures for the summer season. Additionally, the approximately 275-foot-long wall and poured
concrete bench along the Pioneer Home campus on Lincoln Street could be used more comfortably
for seating if additional walking space were available. In the One-Way Option, more CBS benches
could be stationed along sidewalks or in the unused driving/parking lanes.
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Signage/Wayfinding: Accessible and clear wayfinding signs are essential to ensure visitor
enjoyment of all Sitka has to offer. There are approximately 60 wayfinding signs throughout Sitka,
with 32 signs located in the downtown area. All signs display a map that provides the locations of
amenities and attractions and indicates the viewer’s location with a “You Are Here” symbol. Increased
effort should be made to educate visitors of the wayfinding tools available. This could be
accomplished by a large wayfinding map at passenger hubs that is consistent in design with existing
wayfinding.

Example Wayfinding Sign O’Connell Bridge Dock Wayfinding Sign
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INDIRECT-USE INFRASTRUCTURE & RESOURCES

The impacts to indirect-use infrastructure and resources requires a more specialized/in-depth study
that the scope of this plan did not entail, but recognition of those impacts as well as plans to address
them in the future were important outcomes of this plan. Significant public comment was received
expressing concern about these difficult-to-quantify impacts.

Impacted CBS infrastructure includes roads, water and wastewater systems, solid waste disposal,
trails, and facilities regularly used by cruise passengers (HCH, Library, restrooms, etc.). At this time,
it is anticipated that our infrastructure will be able to handle increased visitor-use based on the
capacity/design of these systems. The biggest unknown is the extent of additional “wear and tear”
resulting from increased cruise passenger use.

Identified community-wide infrastructure and resources that are impacted by cruise visitation include
housing, telecommunications, environment, and the workforce.

FUTURE PLANNING NEEDS

Given the identified needs and impacts, three future planning areas were outlined:

1. Impact Study: A comprehensive impact study should be commissioned to understand the
impacts of cruise visitation (particularly in the context of rising forecasted passenger volumes) on
CBS infrastructure and community infrastructure/resources. A main deliverable of this study
should be opportunities to utilize CPET funds for offsetting identified impacts in an objective,
formulaic manner.

2. Traffic Study: CBS should request that ADOT perform a system-wide traffic study, and that it be
performed during the summer months in order to capture peak use data. This will be critical data
to support ADOT improvements in the future and can also be utilized by CBS in support of
planning and grant application efforts. The Planning Commission voted 5-0 to support an
Assembly request of ADOT to conduct this study as soon as possible.

3. Permitting Strategy: Across the board, CBS permitting procedures are disparate across
departments, complex, and underdeveloped. Tourism adds pressure to permitting needs including
transportation, vending, parking, and guiding services. Harrigan requires the most immediate
attention, but all permitting would benefit from a comprehensive review/strategy.

FINDINGS

1. Direct-use infrastructure will face significantly higher use and reliance than in previous years.
Additional support services to maintain their use will also be required.

2. Keeping up with street maintenance and striping is important to encourage compliance with traffic
patterns.

3. Improved cell and internet services are needed to accommodate higher visitor numbers in the
summer.
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4. While not yet quantifiable, it is recognized that increased cruise passenger visitation will have an
impact on CBS infrastructure such as roads, water and wastewater services, solid waste
management, trails, and other facilities. Also, community-wide infrastructure and resources such
as the workforce, housing, the environment, and telecommunications will be impacted.

5. Though the scope of this plan was focused on the near-term, considerable community input was
received during the planning process expressing interest in long-term planning related to the
visitor industry.

RECOMMENDATIONS

1. Health and Sanitation
a. Near-term Solutions

I. Utilization of temporary restroom facilities in the downtown area.

ii. Incentives for private property owners in the downtown are to open their restrooms
to the public.

iii. Adding water stations to existing public restroom facilities.

iv. Increased trash cans are needed downtown, particularly on Lincoln Street (from
Lake to Katlian). More regular trash collection and disposal will be needed.

v. If recycling is to be encouraged, new receptables will be needed along with a new
service for pick-up/sorting/disposal.

b. Long-term Solutions: Additional permanent restrooms should be considered. Key areas
lacking coverage are the western end Lincoln Street (between Lake Street and Katlian
Avenue), and the eastern end of Lincoln Street (past Jeff Davis Street) including the
Community Playground. Additional restroom facilities should also be considered along the
Seawalk. All new permanent restroom facilities should include water stations where feasible.

2. Visitor Amenities & Experience
a. Sitka's wayfinding program is well developed in terms of consistent branding/visual cues and
distribution throughout the community, particularly in the downtown area. Some additional
wayfinding signs could be added by making more installations two-sided. Continued support
for Visit Sitka is needed to keep wayfinding maps up-to-date and grow visitor awareness.
b. An additional, large-scale wayfinding sign should be considered at Harrigan Centennial Hall.
An update to the large-scale sign at the O’Connell Bridge Dock should also be considered.

c. The ability to place more benches along Lincoln Street (Lake to Katlian) will be determined by
the final closure plan. Where possible, downtown businesses/entities should be encouraged to

provide seating on their property.

3. Opportunities to support the growth of necessary broadband capabilities will greatly improve
communications and commerce systems. Where possible, CBS should work with the
telecommunications industry and Tribal entities to expand Sitka’s telecommunication capacity.

4. The future planning needs identified were an impact study, a traffic study, and a comprehensive

permitting review/overhaul. These efforts should be prioritized in the coming years as cruise
passenger projections continue to grow.
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VI.

ACTION COMPILATION

Plan Section Action Action Type  Timeframe* Budget Estimate
Seek ADOT approval for use of
Traffic "Area J" adjacent to HCH as ataxi Collaboration 2Q/3Q None Anticipated
bank during the summer season
Seek ADOT approval for the use
of traffic conductors at
Lake/Lincoln/Harbor intersection
Traffic and the Airport/Harbor Collaboration 2Q/3Q None Anticipated
Intersection or other traffic control
measures to increase intersection
efficiency
Traffic Seek ADOT approval for Collaboration 2Q/3Q None Anticipated
pedestrian all-cross system
Adopt a street closure plan for Policy
Traffic Lincoln Street for the summer of Directi 30 None Anticipated
irection
2022
Traffic Adopt the HCH traffic and staging Pplicy_ 30 None Anticipated
plan Direction
Revise permit structure at HCH to
Traffic account for change in activity level Operational 30 10-15K
and new traffic and staging plan
Management of Lincoln Street Full .
Traffic Closure Option daily 'E'eW. Serw::e/ 30 125K — 225K
closures/reopening & barricades quipmen
For Lincoln Street One-Way
Traffic Option, purchase temporary Equipment 30 50K — 100K
median equipment
Purchase ATV ambulance to
Traffic serve SSCT and adventure park Equipment 30 100K
development at 4951 HPR
Future Schedule retrospectiye review for Policy .
i Assembly and Planning o 30 None Anticipated
Planning N Direction
Commission in October
Implementation of a looping Future
Dispersion shuttle system for the downtown New service 30Q/4Q Decisi .
area ecision/Estimating
Encourage and incentivize
Transportation bicycling a_nd walking as a means New service 3Q/4Q 5K
of commuting to decrease
pressure on downtown parking
Transportation Beautification along HPR/Swan New service 30/4Q Future

Lake corridor and roundabout

Decision/Estimating
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Purchase/install additional bike
Transportation racks and/or bike shelters in the Equipment 30Q/4Q 10K
downtown area

Implementation of a Park and
Ride system for downtown works
Traffic and residents accessing New service 30Q/4Q
downtown. Look for opportunities
to pair with looping shuttle system.

Hire traffic conductors to control
intersections at

Future
Decision/Estimating

UENIE Lake/Lincoln/Harbor and NEZESIES o

Airport/Harbor

Hire crossing guards to assist with 75-100K
Traffic pedestrian crossings in the New service 30Q/4Q

downtown area

Traffic Increase parking enforcement New service 3Q/4Q

Purchase temporary shelter/rain

Uil cover for use at HCH

Equipment 3Q/4Q 70K

Purchase and/or contract
Infrastructure  temporary restroom facilities for New service 30Q/4Q
the downtown area

Will be managed by a
not to exceed budget

Incentivize use of private

Infrastructure bathrooms for public use New service 30Q/4Q 30-50K

Infrastructure OIS SEMIEES (fHr et nEst New service 30Q/4Q 20K
management

Infrastructure At ENE SRS D EXSINE Equipment 30Q/4Q 10K

public restroom facilities

Increase trashcans in the .
Infrastructure - Equipment 3Q/4Q 15K

Add additional benches on Lincoln

Infrastructure  Street (Lake to Katlian) subjectto  Equipment 3Q/4Q Future

Decision/Estimating

closure plan

Commission/update large scale Future
Infrastructure  signage for HCH and O'Connell Equipment 30Q/4Q Decision/Estimating

Bridge Dock

Add additional "Visit Sitka"
Infrastructure  branded wayfinding signs in the Equipment 30Q/4Q
downtown area

Future
Decision/Estimating

Improve public Wi-Fi access at

Infrastructure HCH and Library Equipment 30Q/4Q 5K
Dispersion Deve;lopment S ediera New service ONGOING/LT Futu_re_: .
wayfinding system Decision/Estimating
Encourage tour operators and
. . small-scale transportation Policy Future
ISR providers to utilize alternative Direction SNElINEAET Decision/Estimating

drop-off points where possible
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. . Encouraging growth of the Policy Future
LSRN attractions and excursions market Direction SINEEINEIET Decision/Estimating
Encourage alternative Polic Future
Transportation transportation modes such as oley ONGOING/LT - .
- : ] Direction Decision/Estimating
public transit and carpooling
. Incentives for bus fleet Policy Future
S SEIET electrification Direction SNCOINEALT Decision/Estimating
, Seek ways to expand vendor and : Future
LIS outfitting space at HCH SEEilEion  CINeolNe T Decision/Estimating
Encourage downtown property .
Traffic owners to expand parking Ppllcy_ ONGOING/LT AU .
T Direction Decision/Estimating
availability
Construct additional, permanent Future
Infrastructure  restroom facilities in the downtown Construction ~ ONGOING/LT . .
v Decision/Estimating
Infrastructure it grelienel pridng) [ e Construction ~ ONGOING/LT Futu_r(g o
downtown area Decision/Estimating
Infrastructure DEEs opportunities to expand Collaboration = ONGOING/LT Futu_re; .
broadband capability Decision/Estimating
Commission a system-wide
impact study to quantify impacts
Future to CBS infrastructure, housing, Policy ONGOING/LT Future
Planning workforce development needs, the Direction Decision/Estimating
environment, and
telecommunications.
Future Request that ADOT complete a . Future
Planning traffic study for Sitka cellgbemien - CHNEolNLY Decision/Estimating
Commission a comprehensive .
Futurc—; overhaul of CBS permitting Ppllcy‘ ONGOING/LT Futqrg .
Planning Direction Decision/Estimating

systems and processes

*CBS fiscal year starts July 1 each year. Quarters are stated as part of the current fiscal year, FY22.
e FY22 2Q: October 2021 — December 2021

e FY22 3Q: January 2022 — March 2022
o FY224Q: April 2022 — June 2022
e Ongoing/LT: Ongoing or Long-term action, timeline undefined
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