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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 4th, 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: 
 

 Ownership of facility and operations: 
o CBS owned and operated marine services facility 
o 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. 
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 Infrastructure needed to support the fleet: 

o Physical infrastructure 
o Equipment  

 What lifting capacity is needed 
 

 Funding for the haul out construction and operations : 
o Grant funds 
o CBS Borrowing 
o Selling or trading CBS property to acquire funds 
o 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  
 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. 

 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 
 

 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) 



 
 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 
 

 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) 

 
2. CBS owned haul out facility/Multiple Operator 

 CBS would design, build, fund, operate, and maintain the haul out.   
 CBS would enter into agreements with private operators to provide haul out 

services. 
o 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. 
 
 

3. Private Owner and Operated 
o CBS enters into a DBFOM (Design- Building – Finance – Operate – Maintain) 

agreement with a third party for the haul out. 
 The CBS would enter into a lease agreement or sell property to a private 

entity, which would construct and operate the haul out. 
o A RFP would be used to select the private entity. 

 
Financial estimate 

 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 
Lot 7   $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 4th, 
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 4th, 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).  
o Conceptual design focuses on travel lift piers 
o The GPIP Board discussed constructing travel lift piers in the water access 

easement located between Lots 2 & 4.  (See attached map) 
 Water depths have come into questions on this site.   

(*Note: Travel lift piers could be angled toward deeper water) 
 

Benefits of this site 
 Close to current access ramp.   

o EPA wash down infrastructure could be centrally located. 
  Located near proposed upland haul out yard and infrastructure. 

 
Cons of site 

 Potential water depth issues. 
 

2. Current Access Ramp location (Lot 9a) 
o 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 
 Demonstrated success of hauling barges at this location 

o No additional improvements needed to continue to haul barges. 
 Current angle of ramp of 8% is consistent with suggested ramp angle 

presented by PND Engineers. 
 Located near proposed upland haul out yard and infrastructure 
 Allows for use of both hydraulic trailers and amphibious travel lifts 

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

 



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

 
Benefits of this site 

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

 
Cons of site 

 Potential congestion issues with GPIP Dock. 
 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.   
 

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



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 
 Land based lifts that use travel lift piers to haul vessels. 

 
 

 
 
 

Benefits  
 Travel lifts have traditionally been used in Sitka, fleet is more used to them. 
 Equipment does not go into water, potential for less corrosion. 

 
2.  Amphibious Travel Lifts 

 Travel lifts that use an access ramp to haul vessels. 
 

 
  Benefits 

 Used with access ramps 



 Can share access ramps with hydraulic trailers. 
 

Cons 
 Greater risk for corrosion  
 Issues lining up vessel in windy conditions 

 
3.  Hydraulic Trailers 

 Trailers that use an access ramp to haul vessels. 
 
 

 
 
  Benefits 

 Used with access ramps 
 Can share access ramps with Amphibious travel lifts. 

 
Cons 

 Greater risk for corrosion  
 Issues lining up vessel in windy conditions 

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

 Lifts in the 45 ton to 100 ton capacity are lower cost and can accommodate a majority 
of the local fleet.   

 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. 
 CBS ownership 

 Where is funding coming from? 
 Private Ownership  

 What terms would the CBS like to include in DBFOM lease 
agreement? 

 
2. GPIP/Assembly direction on potential site location. 

 Access ramp location. 
 North end of park. 
 South end of Lot 9a. 
 Allow private industry to propose via RFP for any/all locations. 

 
3. GPIP/Assembly direction on potential equipment and lift capacity. 

 Traditional travel lift. 
 Amphibious travel lift. 
 Hydraulic trailer. 
 Allow private industry to propose equipment and lift capacity via RFP 

process. 
 

4. Other GPIP/Assembly discussions 
 Potential for short term goals to service fleet with phased development. 
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Wednesday, January 22nd, 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. 
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PND Preliminary Engineer’s Estimate  
 Concept No. 1 = $6,264,192 (Fill out in the tidelands to reach deeper water) 
 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://static1.squarespace.com/static/588a6f0ce6f2e19614b36071/t/5bcf5172419202d3830c8e4
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: 

 An access ramp is needed to support not only vessels, but barges in SE needing to get 
hauled out.  Ketchikan is very expensive. 

 Allen Marine is switching from a traditional marine ways to an access ramp. 
 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. 
 Sitka should look for a niche to find a competitive advantage over other region haul out 

facilities. 



 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. 
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