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Memo and materials submitted by Interim Administrator Hugh Bevan



City and Borough of Sitka

100 Lincoln Street e Sitka, Alaska 99835

MEMORANDUM
To: Mayor Gary Paxton and Assembly Members
Chairman Scott Wagner and GPIP Board Members
o 2 e TP
From: Hugh Bevan, Interim Municipal Administrator v /o
Date: January 26, 2020
Subject: Marine Haul Out

Background

In summer 2021 Halibut Point Marine (HPM) will permanently close their marine haul
out business. It is extremely important for Sitka’s commercial and recreational boating
communities and our marine tradesmen that haul out services continue to be available
in Sitka.

For the past several years the GPIP Board has discussed options for placing a haul out
at the Industrial Park. Engineering studies have been performed that evaluate various
locations for a haul out as well as upland areas for dry-land boat repair work.

On December 4, 2019 the GPIP Board took extensive public testimony on the haul out
concept. This testimony was overwhelmingly in favor of constructing a haul out at GPIP.

The Board passed the following motion:

“M/S Stevens/Morrison moved to recommend the CBS Assembly moves forward with
negotiations on Mr. McGraw’s proposal contingent on that the marine piers are at least
26 feet wide, that the 100 ton Marine Travel Lift is new and not used equipment, that
additional wash down space is added to the proposal, that a finger float is added, that
additional infrastructure on marine piers is added to allow for people to exit the vessels
before vessel is hauled”

Motion Passed 5-0
Recently an ad hoc group of interested persons formed the Sitka Marine Haul out

Working Group. They have had several meetings and have explored ideas for grant and
loan funding of a new haul out.




Analysis

For a new haul out to be operational by the time the HPM facility closes the City should
take definitive action very soon so that enough time is allowed to design, permit and
construct a haul out.

However, there is a shorter timeline option besides the traditional travel lift and pile
supported piers type system that was recommended by the GPIP Board. That system
involves a trailer that is designed to use a ramp and boats are moved onto the trailer for
transport to the uplands. Allen Marine uses a self-propelled marine trailer of this type at
their Sitka boat yard.

Based upon what | have heard over the past few years including my time on the GPIP
Board | have developed the following priorities for a GPIP haul out (regardless of the
type of system) and | recommend them to you:

1. The haul out system should conveniently and efficiently serve Sitka's commercial
and sport fishing fleet.

2. The haul out system should be operated by the private sector and not the City.
(This could be expanded to include management of the entire Marine Services
Sector at GPIP that includes the uplands marine service businesses)

3. The haul out system must be operational by May 2021.

Financing

The creation of a Marine Services Sector at GPIP is a very important Economic
Development project. The financial benefits to the entire community are large. Boat
repair work that is being done at other ports could be done in Sitka. Our marine
tradesmen industry will grow.

The City’s Southeast Economic Development Fund has a current balance of
approximately $2 million.

The Fund is structured in Chapter 4.44 of the City Code to allow the City to underwrite
loans made by a commercial bank to a private entity. The bank is responsible for
evaluating the entity’s business plan and for servicing the loan if the bank’s loan
package is approved by the Assembly.

An example is the City placing a direct deposit in a bank equal to the amount of the
bank’s loan to the private entity. The City’s deposit is used to guarantee the loan, thus
removing the bank’s risk in taking the loan.




A potential operator of a haul out and perhaps of the entire Marine Services Sector will
be selected based upon a solicitation of proposals. The proposal text will discuss the
possibility of a $1M City loan guarantee if the preferred respondent is able to secure a
loan package from a commercial bank.

The RFP will lay out the acceptable uses of the $1M loan guarantee such as the
purchase of a marine haul out trailer and necessary uplands infrastructure such as a
wash down pad.

| envision the City retaining a lien of some sort on the haul out machine or some other
asset to protect our interests in the deal.

It is important to recognize that $1 million in seed money will not complete all the
necessary uplands infrastructure to achieve a fully functioning Marine Services Sector
at GPIP. Additional work will be ongoing for several years.

The City may or may not be the funding source for that additional work and | am not
proposing funding beyond the $1 million loan guarantee at this time.

Recommendations

Following this line of thinking | recommend the following:

1. Publish an RFP that solicits proposals for the operation of a marine haul out
system at GPIP. The Assembly may want to review the RFP before it is
advertised.

2. Task SEDA and Blankrome to seek additional funding for further uplands
development to support the Marine Services Sector.




Chapter 4.44
SOUTHEAST ECONOMIC DEVELOPMENT FUND

Sections:
4.44.010 Establishment.
4.44.020 Participation loans and loan guarantees to private enterprise.
4.44.030 Loans and transfers to other municipal funds.
4.44.040 Repayments and interest earnings on the fund corpus.

4.44.010 Establishment.

There shall be established a southeast economic development fund (“fund”), for
qualifying loans and transfers to other municipal funds, and for financial institution
participation loans to private enterprises. Loans or transfers to other municipal funds
shall be for purposes of promoting the efficiency and effectiveness of municipal
government, or for improvements which shall lessen rate and fee burdens on citizens.
Loans to private enterprises shall be for purposes of expanding the municipality’s
economic base, generating commerce external to Sitka, and creating family wage jobs in
Sitka. Only the assembly can authorize any loan or transfer from this fund. (Ord. 15-27

§ 4 (part), 2015: Ord. 11-02 § 4 (part), 2011.)

4.44.020 Participation loans and loan guarantees to private enterprise.

A. Any loan or loan guarantee to a private enterprise shall be a participation loan in
conjunction with a financial institution. No loans shall be made by the fund directly to a
private enterprise.

B. Proposals for participation loans or loan guarantees shall be prepared by the
participating financial institution and presented to the assembly for approval by the
participating institution.

C. The municipal administrator shall be responsible for developing and administrating
administrative policies governing participation loans and loan guarantees to private
enterprise.

(Ord. 15-27 § 4 (part), 2015.)

4.44.030 Loans and transfers to other municipal funds.

A. Any proposed loan or transfer from the fund to another municipal fund shall be
proposed to the assembly by the administrator with justification as to the benefits to be
derived from the loan or transfer. The assembly shall decide whether to approve the loan




or transfer, including whether to grant the full amount requested or a lesser amount, and
whether to set any conditions.

B. Any loan from the fund to another municipal fund requires interest to be charged at
a rate to be determined by the assembly.

(Ord. 15-27 § 4 (part), 2015: Ord. 11-02 § 4 (part), 2011. Formerly 4.44.050.)

4.44.040 Repayments and interest earnings on the fund corpus.

A. All loan repayments, including both interest principal repayments, shall be
redeposited into the fund.

B. Investment earnings on the undisbursed corpus of the fund shall be transferred to
the building maintenance fund.

(Ord. 15-27 § 4 (part), 2015.)




Memo and materials submitted by GPIP Director Garry White



329 Harbor Drive, Suite 202
Sitka, AK 99835
Phone: 907-747-2660

Thursday, January 23, 2020
MEMORANDUM

To: Gary Paxton Industrial Park Board of Directors &
Hugh Bevan, Interim CBS Administrator

From: Garry White, GPIP Director
Subject: GPIP Vessel Haul-Out Facility Discussion
Introduction

The GPIP Board has long recognized the importance of the fishing and maritime industry to the
community of Sitka.

The GPIP Board and CBS have been working on vessel haul out development concepts since the
GPIP properties were acquired. Please see the attached GPIP Port Facility Overview
Memorandum for background and more information on past efforts.

Most recently, the GPIP Board has worked with the community and an outside engineering firm
on concepts to construct an access ramp for vessel haul outs using either hydraulic trailers or
amphibious marine travel lifts.

The public announcement in the fall of 2019, that Halibut Point Marina (HPM) will cease public
haul out operations in the next few years has intensified the priority of establishing a marine haul
out facility at the GPIP. The CBS received a proposal from HPM to build infrastructure to
support the establishment of a vessel haul out at the GPIP in November 2019.

The GPIP Board met on December 4", 2019 to discuss overall GPIP Waterfront Development
and the proposal from HPM. The GPIP Board did not discuss the merits of the entire HPM
proposals, but rather focused on what infrastructure is needed to support the fleet in a vessel haul
out. (Draft minutes from 12/4/2019 GPIP meeting attached)

HPM has since withdrew its proposal. The GPIP Board, CBS, and community are now working
towards the development of a vessel haul out facility at the GPIP properties. Much discussion on
how to best service the local fleet and create an economic driver at the GPIP has taken place on
the following:

e Ownership of facility and operations:
0 CBS owned and operated marine services facility
0 CBS owned infrastructure/ Multiple Private operators
O Private owned and operated
= CBS enters into a DBFOM (Design- Building — Finance — Operate —
Maintain) agreement with a third party for the haul out construction and
operation.



¢ Infrastructure needed to support the fleet:
O Physical infrastructure
0 Equipment
»  What lifting capacity is needed

¢ Funding for the haul out construction and operations :
0 Grant funds
0 CBS Borrowing
0 Selling or trading CBS property to acquire funds
0 Private Sector investment

Ownership of facility and Operation Options
There are multiple options for the CBS to consider for ownership of a haul out facility and
operations of the facility.

1. CBS Owned and Operated haul out facility
e CBS would design, build, fund, operate, and maintain the haul out.

The estimate costs for the CBS to fund the construction of a vessel haul out with an
Access Ramp is $7,574,391 (2019 PND Engineering estimate). The GPIP Board looked
at developing the haul out facility in phases. The GPIP Board set the following priorities:

1. EPA approved water treatment infrastructure - $461,378

2. EPA approved wash down pad or water collection infrastructure - $399,035

3. Ramp infrastructure improvements, including installing a concrete ramp -

$1,946,284

4. Upland improvements (Electric, water, lighting, etc) - $2,579,463

5. Timber float - $910,831

6. CBS owned infrastructure to haul vessel (Hydraulic trailer or lift) - $1,277,400

Financial estimate of borrowing funds
If the CBS chooses to borrow the ~$7.5 million dollars, an estimated, back of the napkin,
financing repayment is as follows:

$7.5 million dollars borrowed at a rate of 5.5% (75 basis points over current prime) for 20
year term = $619,098 in annual debt service.

CBS Operations
The following numbers are a back of the napkin analysis if the CBS chooses to operate a
vessel haul with CBS employees.
e The numbers below only consider direct financials of the haul out operations and
not the other economic benefits of a haul out to the community.

Potential Haul out Revenue

e The 2014 planning document titled the “Preliminary Screening-Level Feasibility
Assessment and Planning for a Marine Center at Sawmill Cove Industrial Park”,
prepared by Northern Economics for the CBS suggests estimate annual haul out
revenues at $90,700.

(*Rate is based on $10-12 per foot for round trip haul out)



e The GPIP Director contacted HPM and obtained historic haul out revenues for
their operation. Average recent haul out revenues are ~$165,000 annually. (*Rate
is based on $18 per foot for round trip haul out)

Potential Yard/Storage Revenue

e The GPIP Director contacted HPM and obtained historic yard/storage revenues
for their operation. Average recent yard/storage revenues are ~$91,000 annually

Estimate Operational Expense
(*Note: The following estimates were based off actual expense numbers provided

by HPM)

Payroll Expense (Equipment operator and helper) $160,000
Repairs/Maintenance (Equipment) $20,000
Yard Maintenance $5,000
Fuel $25,000
Electrical $20,000
Liability Insurance $24,000
Property Insurance $14,000
Garbage $15.000
Total $283,000
Cash Flow

Based off the above, back of the napkin analysis, the CBS would lose $27,000
annually operating the haul out.

Total estimate Revenue $256,000 ($165k + $91k)
Total estimate Expense $283.000
Cash Flow -$27,000

Total estimated annual subsidy required = $646,098 (Debt service + operational
costs)

. CBS owned haul out facility/Multiple Operator

e CBS would design, build, fund, operate, and maintain the haul out.
e CBS would enter into agreements with private operators to provide haul out
services.
0 A RFP could be used to select operator(s).
O A tariff schedule or lease agreements would be developed to assess
charges for use of CBS facilities and property.

The Estimate cost for the CBS to fund the construction of a vessel haul out with an
Access Ramp is $6,296,991 (2019 PND Engineering estimate minus cost of equipment to
haul vessels). Private operators would be responsible for providing their own equipment
to haul vessels.

Financial estimate to borrowing funds




If the CBS chooses to borrow the ~$6.3 million dollars, an estimated back of the napkin
financing repayment is as follows:

$6.3 million dollars borrowed at a rate of 5.5% (75 basis points over current prime) for 20
year term = $520,042 in annual debt service.

CBS Operations
There are multiple options for entering into agreements with potential operators of the
haul out to determine potential revenue and expense estimates.

. Private Owner and Operated

0 CBS enters into a DBFOM (Design- Building — Finance — Operate — Maintain)
agreement with a third party for the haul out.
e The CBS would enter into a lease agreement or sell property to a private
entity, which would construct and operate the haul out.
0 A RFP would be used to select the private entity.

Financial estimate
e The numbers below only consider direct financials of leasing property for a
haul out and not the other economic benefits of a haul out on the community.

Under this option the CBS would receive lease revenue for the property leased to private
entity.

Potential lease revenue
(*Note: Estimate based off 2018 Assessed values considering a 4.5% return on asset)

Lot Value Potential Annual Lease Revenue
Lot 6 $255,200 $11,484

Lot7 $188,100 $8.,465

Lot 8 $199,400 $8,973

44k SF Lot 9a $352,000 $15,840

Lot 9b $43,500 $1,958

Lot 15 $509,700 $22.937

Total $1,547,900 $69,657

Conclusion:

If the CBS chooses to fund the construction of the haul out infrastructure there will need to be a
substantial subsidy. Grant funds are still being investigated with the Federal and State
delegations and other agencies. A private owned and operated haul out facility provides minimal
cash flow to the CBS but allows the venture to move forward without a CBS subsidy.

Infrastructure needed to support the fleet

The GPIP Board has held multiple meetings throughout the years to determine the best
infrastructure to construct at the GPIP to support the fleet and create an economic driver for the
community. Multiple site locations, physical infrastructure (access ramp vs travel lift piers), and
lift capacities have been discussed. The EPA approved water treatment facility, water collection
infrastructure, and upland utilities will be needed for a functional haul out regardless of the
infrastructure constructed to remove vessels from the water. Direction needs to be finalized on
which method to lift vessels from the water and lift capacity for phase I of the development of
the GPIP Marine Service Center.



The CBS currently has a functional gravel access ramp located on the northern portion of Lot 9a
at the park. The access ramp was funded and constructed in 2017 by Northline Seafoods.
Northline Seafoods successfully hauled its barge for retrofitting, creating multiple new jobs at
the GPIP. Northline Seafoods has stated that it wishes to continue to utilize the access ramp for
future barge projects. The access ramp needs additional improvements to be used for public
vessel haul outs.

The Board had a robust discussion with around 50 members of the local fleet at its December 4™,
2019 meeting and came to the conclusion that the proposed infrastructure by HPM would meet
most of the fleet’s needs.

The HPM proposal consisted of travel lift piers with a width of at least 26°, a 100 ton travel lift.
The site location was on the southern end of Lot 9a and did not interfere with operations of the
current access ramp.

Since, the December 41, 2019, the GPIP Director has had multiple meetings with various
members of the local fleet on various locations, vessel lifting infrastructure, and lift capacity for
a future haul out operation.

Potential Haul out site locations/Physical Infrastructure
1. Northern End of Park (Water Access Easement Area).
0 Conceptual design focuses on travel lift piers
0 The GPIP Board discussed constructing travel lift piers in the water access
easement located between Lots 2 & 4. (See attached map)
e Water depths have come into questions on this site.
(*Note: Travel lift piers could be angled toward deeper water)

Benefits of this site
e C(Close to current access ramp.
0 EPA wash down infrastructure could be centrally located.

e Located near proposed upland haul out yard and infrastructure.

Cons of site
e Potential water depth issues.

2. Current Access Ramp location (Lot 9a)
0 The GPIP Board has focused on this site in the summer of 2018. The 2019 PND
Engineer’s number are related to this site. (See attached map)

Benefits of this site
e Demonstrated success of hauling barges at this location
0 No additional improvements needed to continue to haul barges.
e Current angle of ramp of 8% is consistent with suggested ramp angle
presented by PND Engineers.
e Located near proposed upland haul out yard and infrastructure
e Allows for use of both hydraulic trailers and amphibious travel lifts

Cons of site
e Potential water depth issues for haul vessels (more investigation needed)



3. Southern end of Lot 9a (near GPIP Dock)
0 Conceptual design focuses on travel lift piers
0 This site was proposed by HPM.

Benefits of this site
e Water column is good.
e Travel lift piers are in line with prevailing winds
e Close to covered work area (Former bottling plant building)

Cons of site
e Potential congestion issues with GPIP Dock.
e Existing infrastructure would need to be moved

Equipment/Lifting Capacity
There are multiple options for lifting vessel out of the water that other communities have used at
vessel haul outs.

Table 1. General Cost Comparison for Selected Vessel Haul-outs at Alaska and Washington Facilities, 2013

Vessel Length

Maximum Capacity 30 Feet 58 Feet 75 Feet 100 Feet
Location/Facility (Tons) Haul-out Cost ($)
Craig Trailer - 60 Tons 300.00 NA NA NA
Hoonah Trailer - 35 Tons 360.00 NA NA NA
Hoonah Lift - 200 Tons 330.00 754 00 975.00 1,300.00
Juneau - Auke Bay Loading Trailer - 45 Tons 270.00 NA NA NA
Juneau - Deharts Marina™ Lift - 15 Tons 540.00 MNA NA MNA
Juneau - Near Aurora Basin** Lift - 35 Tons 540.00 NA NA NA
Ketchikan - Air Marine Harbor Rail - 160 Tons 360.00 69600 900.00 NA
Ketchikan - Air Marine Harbor Lift - 50 Tons 300.00 NA NA NA
Kodiak Fullers Boat Yard Lifts - 150, 100, 50, and 332.00 786.00 1,800.00 4,000.00
25 Tons

Kodiak Shipyard Lift - 600 Tons 1,590.00 3.074.00 3,975.00 6,000.00
Petersburg Trailer - 25 Tons 300.00 NA NA NA
Petersburg Trailer - 50 Tons 360.00 NA NA NA
Petersburg Rail - 260 Tons 300.00 440.00 637 .50 NA
Port Townsend Hoist - 70 Tons 252.38 NA NA NA
Port Townsend Lift - 300 Tons 330.00 638.00 900.00 1,400.00
Seattle - Seaview Boatyard Lift - 165 Tons 240,00 696.00 1,200.00 NA
Seward* Lift - 50 Tons 236.25 NA NA NA
Seward* Lift - 250 Tons 346 50 1,218.00 1.575.00 2.100.00
Sitka - Halibut Point Marine*** Lift - 80 Tons 540.00 1,044.00 NA NA
Skagway Trailers - 30 and 20 Tons 200.00 NA NA MNA
Wrangell® Trailer - 40 Tons 225.00 NA NA NA
Wrangell Lift - 150 Tons 330.00 69600 975.00 NA
Wrangell - Wrangell Boat Shop 80 and 60 Tons 180.00 348.00 NA NA

Notes:
*Rates are per hour.

**Price for haul-out includes a free wash down of the vessel.
***Price for haul-out includes a $6 per foot environmental fee.
Source: Compiled by Southeast Strategies, 2013.

(*Note: HPM Marine Travel Lift is 88 ton)

NA = this facility does not have the capacity to haul out a vessel of this size.



The GPIP Director has been in discussions with multiple groups on the use of various pieces of
equipment to haul vessels and barges. There are multiple benefits and cons for every piece of
equipment.

Equipment types
There are multiple types of equipment to haul vessels. The GPIP Director has only investigated
marine travel lifts, amphibious travel lifts, and hydraulic trailers.

1. Marine Travel Lifts
e Land based lifts that use travel lift piers to haul vessels.

Benefits
e Travel lifts have traditionally been used in Sitka, fleet is more used to them.

e Equipment does not go into water, potential for less corrosion.

2. Amphibious Travel Lifts
e Travel lifts that use an access ramp to haul vessels.

Benefits
= Used with access ramps



e Can share access ramps with hydraulic trailers.

Cons
e (Qreater risk for corrosion
e Issues lining up vessel in windy conditions

3. Hydraulic Trailers
e Trailers that use an access ramp to haul vessels.

Benefits
= Used with access ramps
e (Can share access ramps with Amphibious travel lifts.

Cons
e QGreater risk for corrosion
e Issues lining up vessel in windy conditions

Lifting Capacity
The GPIP Board at its Dec. 4™, 2019 meeting recommended moving forward with a 100 ton
marine travel lift.

e Lifts in the 45 ton to 100 ton capacity are lower cost and can accommodate a majority
of the local fleet.
e Lifts in the 150-300 ton range cost more, but can accommodate large vessels.
= Larger vessels tend to spend more on vessel projects and attract marine service
providers, creating more jobs.

Conclusion: There are multiple options for site location, equipment type, and lift capacity.
There are benefits and cons for each location, equipment, and lift capacity.



Next Steps

1. GPIP/Assembly direction of different ownership options.
e CBS ownership
e Where is funding coming from?
e Private Ownership
e What terms would the CBS like to include in DBFOM lease
agreement?

2. GPIP/Assembly direction on potential site location.
e Access ramp location.
e North end of park.
e South end of Lot 9a.
e Allow private industry to propose via RFP for any/all locations.

3. GPIP/Assembly direction on potential equipment and lift capacity.
e Traditional travel lift.
e Amphibious travel lift.
e Hydraulic trailer.
e Allow private industry to propose equipment and lift capacity via RFP
process.

4. Other GPIP/Assembly discussions
e Potential for short term goals to service fleet with phased development.
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329 Harbor Drive, Suite 212
Sitka, AK 99835
Phone: 907-747-2660

Wednesday, January 22", 2020

MEMORANDUM

To: Hugh Bevan, Interim CBS Administrator
From: Garry White, GPIP Director

Subject: GPIP Port Facility Overview

Background
The CBS has investigated the potential for a vessel haul out facility at the GPIP since the

property was acquired by the CBS.

In November 2001, the GPIP Board of Directors, though the CBS Public Works Department
retained Peratrovich, Nottingham and Drage, Inc. (PND) to develop a waterfront development
plan for the GPIP. The Sawmill Cove Industrial Park Waterfront Development Plan, completed
in April 2002, identified potential waterfront improvements that could enhance the GPIP and
meet the mission of the GPIP Board and CBS. Included in the potential improvements were; a
vessel haul out, a small boat harbor, and a bulkhead dock. The waterfront development plan
provided estimated construction costs, but did not determine the economic viability or the
feasibility of the projects.

Marine Haul Out History at the GPIP

Since acquiring the industrial site in 1999, the CBS considered the potential for development of a
marine haul out at the Industrial Park. Every Legislative Priorities list from FY2005 through
FY2016 included a reference to development of a marine industry and infrastructure at the SCIP
and/or a specific funding request.

The GPIP Board held multiple public meetings over the years to determine what type of
infrastructure and equipment was needed for a successful vessel haul out, looked at various
issues and concerns of the development of a haul out, and worked with various public and
private entities on the funding and management of a haul out at the GPIP.

Timeline:
In 2003, SEDA sponsored a Sitka Marine Industries Meeting with marine business owners and
stakeholders.

In 2007, SEDA conducts the Sitka Marine Industries Survey. SEDA receives roughly 200
responses that are shared with the GPIP Board and public on the wants and needs of the local

fleet, marine operators and general public.

In 2007, PND provides two concept plans for a vessel haul out at GPIP to the CBS.



PND Preliminary Engineer’s Estimate
e Concept No. 1 =$6,264,192 (Fill out in the tidelands to reach deeper water)
e Concept No. 2 = $6,797,824 (Dredge a portion of the cover to create deeper)

In 2009, A Request for Proposal was developed and released for the construction of a vessel haul
at the GPIP. The RFP was mailed directly to a list of over 60 targeted clients and advertised
globally. The GPIP Director met with various marine service providers throughout the state and
in the Puget Sound area that were interested in operating a marine haul out, but many were not
interested in providing the funding for the base infrastructure needed for a haul out operations.
The CBS received one proposal to the RFP from Puglia Engineering Inc. out of Bellingham,
WA. Puglia and the CBS could not come to terms on the proposal and investment, due to large
capital requirement (~$21 million) requested to be funded by the CBS. (*Note: There was a
global recession in 2009, access to capital was limited)

In 2011 Halibut Point Marina updated their facilities to include 5 new EPA compliant wash
down pads and widened the haul out by three feet to accommodate more vessels.

March 2014 a Preliminary Screening Level Assessment and Feasibility Study is completed for
the GPIP related to the viability of a vessel haul out, a large commercial vessel moorage, and a
deep water multi-purpose dock at the GPIP.

The following is a section of the Executive Summary related to the feasibility of a vessel haul-
out facility at the GPIP:

The analysis indicates a weak to moderate opportunity for a haul-out facility for vessels up to
150 tons and a weak opportunity for a haul-out facility for vessels over 150 tons. Under a
scenario in which the existing Halibut Point Marine were to cease haul-out operations, the
analysis would indicate a moderate to strong opportunity for a haul-out facility for vessels up to
50 tons.

The entire feasibility study can be found at this link.
https://staticl.squarespace.com/static/588a6f0ce6f2¢19614b36071/t/5bcf5172419202d3830c8¢4
d/1540313533731/SCIP+Phase+2A+Preliminary+Screening-
Level+Assessment+FINAL+%281%29.pdf

September 2014, a report titled “Trends and Opportunities in the Alaska Maritime Industrial
Support Sector” is released. The report is commissioned by the State of Alaska Department of
Commerce, Community & Economic Development and completed by the McDowell Group.
http://www.mcdowellgroup.net/wp-content/uploads/2015/02/Trends-and-Opportunities-in-the-
Alaska-Maritime-Industrial-Support-Sector.pdf

In March of 2017, SEDA hosted a marine service meeting related to the development of a haul
out at the GPIP. A few comments from the public are the following:
e An access ramp is needed to support not only vessels, but barges in SE needing to get
hauled out. Ketchikan is very expensive.
e Allen Marine is switching from a traditional marine ways to an access ramp.
e Covered work areas are needed.
¢ Finding a private entity to fund the base infrastructure for a haul out will be tough, the
CBS should try to participate in finding funding.
o Sitka should look for a niche to find a competitive advantage over other region haul out
facilities.



e A lot of vessel work can be completed while the vessel is in the water, future GPIP Dock
should allow constructed to allow for in water vessel work (completed).

August 1, 2017, Northline Seafoods leases a portion of Lot 9a for a 2 year term to construct a
gravel access ramp to haul its barge for retrofit. The terms of agreement are for a ramp of 8%
grade to be constructed by Northline and turned over the CBS at the end of the lease agreement.

In June of 2018, the CBS enters into agreement with PND to provide a conceptual design and
estimate on constructing an access ramp for a vessel haul out operation. Conceptual design and
estimate attached.

In August and September 2018, the GPIP Board does a site visit for the potential access ramp
and upland support areas. The Board discusses potential funding sources for the entire project
and recommends a phased development approach due to the uncertainty of funding
opportunities. The Board recommends the following priority of a phased development:

1. EPA approved water treatment infrastructure.

2. EPA approved wash down pad or water collection infrastructure.

3. Ramp infrastructure improvements, including installing a concrete ramp.

4. Upland improvements (Electric, water, lighting, etc.).

5. Timber float.

6. Potential CBS owned infrastructure to haul vessel (Hydraulic trailer or lift).

The GPIP Board received estimate for Phased development at its October 2019 meeting. The
GPIP Board discussed funding and the potential for private sector development of a vessel haul
out.

In November the CBS received a proposal from Halibut Point Marina (HPM) for private sector
development of the infrastructure for a vessel haul out.

The GPIP Board met in December 2019 to discuss the HPM proposal and passed the following
motion:

MOTION: M/S Stevens/Morrison moved to recommend the CBS assembly moves forward
with negotiations on Mr. McGraw’s proposal contingent on that the marine piers are at least 26
feet wide, that the 100 tons Marine Travel Lift is new and not used equipment, that additional
wash down space in added to proposal, that a finger float is added, that additional infrastructure
on marine piers is added to allow for people exit the vessels before vessel is hauled.



Memo and materials submitted by Sitka Marine Haulout Workgroup



Sitka Marine Haulout Workgroup draft comments for GPIP/Assembly Special Meeting

VISION: Our shared vision is for a stable, efficient and professionally run boatyard that meets
Sitka’s needs, prioritizes services for the local fleet and provides room for expansion. Since 97%
of 665 boats homeported in Sitka’s harbor system are between 32 and 58 feet length over all
(LOA) and this fleet is less mobile than Sitka’s larger boat fleet, Phase 1 is focused on servicing
this size vessel.

General comments;

Our recommendations are the product of a tremendous amount of work from Sitka’s vessel
owners, professional marine tradesmen, experienced boatyard operators, contractors and
citizens. We have reached out to several boatyards around Alaska, the U.S,, and Canada as well
as manufacturers of boat haulout machinery to learn from their experience, incorporating that
knowledge into our comments.

Discussions with acting administrator Hugh Bevan, GPIP/SEDA director Gary White and GPIP
board chair Scott Wagner have helped us understand the opportunities and limitations for a
boatyard at GPIP. While we are able to provide recommendations on many of the components
essential to include in a GPIP marine haul out RFP, there are still additional details we need to
complete the process. For example, it is unclear exactly what land is available for use by the
Sitka boatyard, and what, if any land, can be repurposed for this use. Once we have this
additional information, we will be able to provide specific recommendations relative to locating
the haulout piers, wash down pad/filtration systems and related infrastructure. At this point we
ask that the GPIP board and Assembly confirm the boundaries of GPIP land available for the
future Sitka marine haul out. Also, we suggest that after agreeing on the vision for this much
needed project, that consulting with a professional boatyard planner would prove beneficial in
assisting with the successful development of a marine haulout for our community. It would
seem that planning in this respect should commence as soon as possible.

With this caveat in mind, we offer the following recommendations relative to developing a
successful marine haul out in Sitka. See maps located at the end of these comments that show
GPIP lots referenced and other references:

e Need and intended use for a marine haulout: All available GPIP CBS land must remain
‘ available for the Sitka Marine Haulout- No movement forward is recommended for any
land sales or leases until the boatyard foot print and design has been finalized
o Demand and need for use are defined by the size of Sitka’s fleet and harbor
system. Sitka is one of Alaska’s--and the Nation’s--primary commercial fishing
and destination ports. 665 vessels between 32’-86’ are permanently moored in




the Sitka harbor system. Of those 665 vessels, 97% of these vessels are 58’ or
less, approximately 90% are under 54,

It appears that approximately 8 acres of GPIP land is available for use for a
boatyard but a full-scale boatyard with room for larger vessels and barges would
need a much larger footprint. By way of example, Homer, which has a smaller
harbor system than Sitka, has at least 30 acres of accumulated boatyards.

It is estimated that the Pamco run boatyard was able to service 40 vessels and
pick (haul or launch) up to 25 vessels/day. By comparison, the current highly
consolidated HPM is only able to service 15 max of the same size vessels and lift
5-6 vessels/day. If planned correctly, a GPIP boatyard would easily surpass the
the Pamco boatyard capacity, accommodate Sitka’s larger vessels, and still
provide for future growth. Limiting factors are: 1) availability of GPIP acreage;
and, 2) limitations on viable locations for waterfront travel lift piers.

Develop a Strategic Master Boatyard Plan: Boatyard design should reflect
commitment to meet the needs of the Sitka fleet (i.e., prioritize lift and storage
capacity for local fleet) and should be developed with assistance of a professional
boatyard planner (see list of possible contacts below our comments) and ongoing
input from local marine service industry and fishermen. Due to funding and time
constraints, haul out/boat yard should be developed in phases.

o Phase 1: Launches the Sitka marine haul out into limited operation but with
capacity toservice as many of Sitka’s local vessels as possible, prioritizing the
limited space and lift capacity to meet the needs of the small boat local fleet.
Improvements include: ramp upgrades, water service, a temporary wash
down pad, on site pretreatment of wash water and discharge of wash water
into the municipal sewer system, and electrical power. Goal is to start
hauling vessels by spring 2021

= Vessel haulout machinery: Goal is for a 100-150T travelift and pier. By
comparison, the current HPM travelift is 88T. 150T travelift would be
capable of hauling all of Sitka’s vessels 58’ and smaller

= If thatis not possible then utilize the ramp with a submersible 100-150T
travelift

= If that is not possible then utilize the ramp with a trailer. We have not
been able to identify a US made 100T amphibious trailer suitable for
effectively hauling Sitka’s deep draft vessels.

= Asfaras we are aware, Hostar, based in MA, is the manufacturer of the
largest US made amphibious trailers that can effectively accommodate
Sitka’s deep draft vessels. Their largest trailer is 80T (see specification and
quotes at end of comments below), estimated to haul 90% of the vessels
that the current HPM 88T travelift is capable of.

Base price for a non motorized 80T Hostar trailer $241,740
A self propelled 80T is $581,890




Options: Galvanized hydraulic arms (8), cross beams $6300

Air-cushioned solid tires in lieu of pneumatic tires $22575
Wireless remote control system $5575
Reinforced aluminum cross beams $675 each
Gasoline-powered hydraulic system in lieu of electric $2425

http://www.hostarmarine.com/index.html

However, there are European manufacturers of amphibious travelifts

such as Allen Marines Italian made Ascom travelift. European

manufactures of amphibious travelifts and trailers are:

1. Roodberg based in Holland which has been in business since 1936
https://roodberg.com

2. Boatlift based in Italy with an office in NY. We have inquired about
whether their larger 300T trailers can effectively haul typical Sitka
vessels and are awaiting for a response
http://www.boatlift.it/en/carrelli_travel_anfibi.asp

3. Ascom based in Italy which has been in business since 1971
https://www.ascom-italy.it/products/1/1.html
Both Allen Marine and Wrangell have Ascom travelifts

Conolift in Ontario Canada makes unique submersible trailers. We will
provide supplemental information on this manufacturer and any others
as it becomes available.

Need to factor in shipping costs and lead times

Need tractor capable of handling a submersible trailer loaded with a
vessel

Very good advice regarding the advantages and disadvantages of
travelifts and trailers have been given to us from every boatyard we’ve
talked to. The most significant considerations are cost of the equipment
and infrastructure vs efficiency and effectiveness: Travelifts/pier systems
are more efficient and more effective with Sitkas higher freeboard deep
draft ocean going vessels but they are also more expensive. Trailer/ramp
systems are less expensive alternatives but are often less efficient and
require additional maintenance to the trailer to address salt water
infiltration and corrosion.

Trailers could very well have use in a boatyard other than hauling and
launching vessels. Trailers are generally more suited for moving vessels in
and out of covered areas because of their maneuverability and the fact
that they are not limited by the width and height of their structures such
as travelifts are.

Haulout ramp: Its unclear to us what the existing ramp condition is. A
thorough assessment of conditions and upgrades necessary for specific
equipment and intended use is highly recommended: As noted in a
February 21, 2019 letter from PND:




Re: Gary Paxton Industrial Park - Ramp Project Concept No. 3 Operational
Narrative

Dear Mr. Weatherman, PND 182060.01

PND Engineers, Inc. (PND) has prepared Concept Plan No. 3 illustrating a
multi-use ramp facility intended to haulout barges using inflatable rollers and
winches as well as vessels up to 100 tons via a hydraulic trailer. The ramp is
60" wide with 40’ of that width covered with concrete planks and the
remaining surface is covered with crushed aggregate.

As you are aware, the GPIP ramp is gravel. Hostar has provided us ramp
building guidelines and several GPIP packets contain PND estimates and
concept plans.

= Travelift Pier: Identifying optimum location for a travelift pier(s) is
constrained by the piecemeal disposal of GPIP waterfront that has
occurred to date. A single slip two fingered travelift pier is necessary to
haul mid to large size vessels effectively, but a three fingered pier should
be included in the boatyard master plan with the understanding that
much will be learned from the development and use of Phase 1
infrastructure. Because of the bathymetric nature in area around Lee
Hansons dock and the Multipurpose dock (Lot 9A), capitalizing on those
locations is ideal for travelift piers, yet working around them to construct
travelift piers is less than ideal. Another possible location for travelift
piers could be the corridor between NSRAA’s facility and Lot 4; however,
a travelift pier in that location would be approximately twice as long as a
travelift pier system that could be built off Lot 9A (see GPIP PND concept
for this below our comments). Dredging in that area would shorten the
length of that pier and reduce the amount and length of pilings that
otherwise would be needed if no dredging occurs.

As mentioned above in the second to last bullet on page 3, thisis a
critical aspect as our research suggests that hauling larger vessels with
ramp and trailer can be substantially less efficient than a travelift-pier
configuration. The need for 2-3 different sized haulout machinery options
scaled to the sized vessels intending to be hauled is fundamental to the
success of a full-scale yard, as is illustrated in other places in Alaska, the
lower 48, and around the world. (See example of a three fingered
travelift pier and lot references below)

= Dock and piling staging for vessel and skipper haulout and launch: Dock
and pilings are essential for safely and effectively staging and queing of
vessels and skipper/passenger transition to and from vessel during
hauling/launching.




O

* Washdown pad and filtration system: Best Management Practices are
implicit throughout our recommendations. Qur recommendations for the
washdown and filtration system locations are based on meeting

= Location of washdown pad and filtration system will define flow of
vessels in and out of the boatyard and will be tied into additional
washdown pads installed in the future.

= Theideal location for the Phase 1 washdown pad is on Lot 8 directly
upland from Lot 4. Locations of washdown pads and related
infrastructure must be situated in an area that allows for maximum
efficiency and the least conflict with vessel traffic and vessel blocking.

= Additional research into more efficient and cost-effective designs are
highly recommended

= Vessel Blocking: Phasel vessel blocking could occur on Lots 6, 7 and/or
Lot 15. Sections of road between Lots may require upgrades where the
trailer or travelift crosses to access respective Lots.

= Utilities: Location of initial electric hook ups, lighting, hose bibs, security
measures such as fencing and cameras correspond to locations of vessel
blocking identified by final planning design of Phase 1

* Location of long and short-term storage of vessels, bait sheds, seine
skiffs, etc., should be in areas not designated for vessel blocking.

» Structures/buildings: Having covered areas to service vessels is key to a
haulout facility at GPIP. This has been noted by many of Sitka’s
professional marine tradesman for many years as the weather is more
inclement in Silver Bay. Lot 6 seems to offer the best initial location for
the addition of covered areas to accommodate vessels, buildings and
shops. Understanding of code requirements and flexibility should be
incorporated into assessments of installing connex shelters (e.g., the
Wrangell shipyard)

Phases 2 builds around and expands on the outcomes of Phase 1.
Phase 2 should include additional washdown pads and a travelift and pier or
addition of a finger on an existing travelift pier to accommodate the addition of a
larger (300T) travelift . Additions include:

= A 300T travelift to accommodate larger vessels.

= Additional utilities for blocked vessels.

= Additional buildings and structures to facilitate more extensive work
Phase 2 should continue to utilize locals’ knowledge and expertise in finalizing
designs and planning for future expansion.
Ensure local resident tradesman and professionals have priority use of available
space

e Management options and considerations

O

City retain ownership of land to meet shared goals- The remaining City-owned
land at GPIP is barely large enough to support an efficient and professional
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boatyard. Additional fragmentation of land control through lease or sale will
further constrain the economic success of Sitka’s Marine Haulout
Performance standards should be tied to leases to ensure GPIP/Haul out goals
are met.

Land Trust

Port Authority

Set up like an Enterprise Fund

Cooperative

Public-private partnership

Examples include city owned but privately run transfer station; also NSRAA
successful long-term leases with the city

Continue to rely on local knowledge and expertise in finalizing designs and
planning for future growth

Other points to consider:

® Research and interviews with contractors have suggested the following site conditions
at GPIP:

@)

@)

Lot 6 surface contains large concrete pad covered in rock with some utility
trenches throughout. Sub-surface conditions are unknown due to possible gravel
mining by past and current tenants. Possibly large area of rock covered with
gravel closest to road and along area closest to Sawmill Creek River.

Lot 7 surface contains several concrete pads intersected with utility
corridors/trenches.

Lot 8 surface contains several concrete pads intersected with utility
corridors/trenches.

Lot 15 (the infield) surface contains random concrete pads and foundations
intermixed with utility corridors.

During the mill demo, contractors back filled many of these trenches with
concrete rubble,

The concrete in GPIP is some of the most overbuilt and hardest on the planet.

® HPM should fulfill its two year notice to close commitment. Contact HPM to get
confirmation on plans for HPM capacity from now and into the future.

e What can be learned from multi use dock installation? Pile depth, any concerns,
accuracy of depth of benthic substrate ?

Our recommendations focus on providing essential services to the Sitka fleet while recognizing
both funding constraints and the timeline imposed by the imminent closure of Sitka’s only
marine haul out capable of servicing our community’s vessels. We urge the City to move
quickly, but to ensure adequate attention is given to infrastructure planning/development to
ensure steady, efficient and safe progress. Project focus must be on meeting the needs of
Sitka’s small boat fleet, with a longer-term focus on building a world class yard that cleanly,
efficiently and professionally services a broader fleet while catalyzing economic activity in Sitka.




These comments recognize the need and support from the two bodies collaborating in the
development for a GPIP boatyard:

1) The GPIP Strategic Plan identifies the importance of preserving public access, creating
family wage jobs for Sitka residents and setting aside remaining GPIP land for a much
needed boatyard.

2) Sitka City Assembly recently prioritized establishing a Sitka haul out/ boatyard and the
protection of Sitka’s working waterfront as Legislative Priority.




GPIP map referencing CBS GPIP areas available for development of boatyard
and related infrastructure. Annotations “CBS Boatyard” have been identified as
Lots set aside for a GPIP boatyard. Lots labeled “CBS” should also be included in
boatyard masterplan
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GPIP map showing Lot numbers
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Map showing “Area of Concern”. Note that proposed boatyard area is not
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GPIP PND concept of single slip two fingered travelift pier located between Lot 4
and NSRAA
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One of Homer’s Boatyards showing plans for construction of an additional finger
to existing two fingered travelift pier:

*Note the number of vessels in their yard
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Boatyard planning and engineering services:

e Ryan Wilson, Design Southeast
e Willy Ahn, Reid Middleton
e Chris Gionotti, PND
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