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I. STATEMENT OF PURPOSE

The development of this business plan has been undertaken by the city of Wrangell Harbor
Department in partnership with the Wrangell Port Commission. This business planning effort is
preceded by two feasibility studies conducted by private firms, and an ongoing analysis of other
marine service centers by both port commission members and harbor department personnel. The
two most comprehensive studies completed are:

% 1995 — University Alaska Fairbanks — School of Agriculture and L.and Resources
Management and University Alaska Anchorage Center for Economic Development

% 2002 — Northern Economics, Inc. in partnership with Peratrovich, Nottingham & Drage,
Inc. and Parsons Brinckerhoff

These feasibility studies took into consideration the proposed facility’s market size, profit potential,
competing issues, product mix, and pricing issues, as well as ownership, management and financial
issues.

The purpose of this business plan is to serve as a guide for the development of a marine service
center owned and operated by the City of Wrangell. Financial projections and a description of the
Wrangell Marine Service Center facility, markets, competition, ownership, management, and staffing
are discussed in the following sections of this report. This business plan is developed in response to
the City’s desire to:

w ensure efficient operations that maximize revenue opportunities and minimize expenses
* bl

% provide suppott services to the existing Wrangell marine industries, and

% provide opportunities for greater local economic diversification.
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I1. EXECUTIVE SUMMARY

The City of Wrangell, through its harbor department, has decided to move forward to develop a
marine service center. The marine service center, as envisioned, will be the core business from which
marine-related support service businesses, as well as non-marine-related businesses, will grow.

A. CONCEPT AND BACKGROUND

A marine service center has been a community priority since 1995 when it was first included in
Wrangell’s Overall Economic Development Plan (OEDP). Today the project is an integral
component of Wrangell’s Downtown Revitalization effort identified within its Comprehensive
Economic Development Strategies (CEDS) list. A marine service center as envisioned will be
instrumental to the development of the downtown waterfront that includes visitor industry, marine
and fishing industry, and retail business development opportunities.

The City of Wrangell has determined to pursue the development of a marine service center following
multiple feasibility analyses and business operations research. In 1995, Wrangell partnered with the
University of Alaska Fairbanks, Agricultural and Forestry Experiment Station in conjunction with the
Center for Economic Development to conduct a feasibility analysis. The analysis identified scenarios
in which the facility could be operated feasibly if owned by a public entity. Due to funding
constraints, the project was not implemented. However, enthusiasm for the project has remained
strong and the Port Commission continued local research efforts by visiting competing facilities,
researching development and operation costs, and further analyzing local development sites and
alternatives. Following these ongoing efforts the City contracted in early 2002 with Northern
Economics, Inc., in association with Peratrovich, Nottingham & Drage, Inc., to conduct another
comprehensive feasibility analysis. This study was undertaken to give the community an updated
cost/benefit analysis, market analysis and updated development schematic drawings. This business
plan incorporates many of the findings of these research efforts.

B. MARINE SERVICES CENTER OVERVIEW

The Wrangell Marine Service Center will be developed in stages as funding permits. Initially, the
marine service center will consist of a Marine Travelift for hauling out vessels, an uplands area for
vessel and cargo storage, a hydraulic trailer for movement of vessels across the site, and space
dedicated to vessel repair. The vessel repair space will remain largely undeveloped until local
shipwrights, in partnership with the City, identify a development strategy. The City of Wrangell will
own and manage the marine service center, Travelift and uplands storage businesses. Private
businesses will own and manage individual marine-related service enterprises. Buildings on the site
will, in some cases, be leased for on-site business use and in other cases entrepreneurs will be
encouraged to develop their own facilities on-site - leasing land as necessary. The City will provide
on-site coordination and general oversight of private businesses. The core of the marine service
center will be the Marine Travelift, and ancillary uplands storage for vessels and gear. Individual
businesses will, based on services demanded, branch off from the core.

C. MANAGEMENT

As the marine service center is developed it is recognized that success will depend heavily on the
training, professionalism, and dedication of the facilities management and staff. The facility manager
and staff will ultimately be responsible for the quality and consistency of the center’s services. The
current Wrangell Harbor Master, Greg Meissner, has been selected as the marine service center
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manger. Mr. Meissner is experienced, effective and professional, and very capable of creating a high-
quality reputation for the facility. Mr. Meissner will serve as the facility manager and the Wrangell
harbor master until the balancing of both responsibilities becomes too great. At that point, the
facility should be financially self-sustaining and able to support a full-time manager.

D. MARKET DEMAND AND SITUATIONAL ANALYSIS

Wrangell’s location in Southeast Alaska is ideal to meet the needs of several market segments,
including Wrangell homeported vessel owners, commercial fishers, recreational boaters, and charter
operators. Wrangell vessel owners will utilize the marine service center to save time and money.
Wrangell is recognized by commercial fishing vessel operators for its high-quality shipwrights who
provide superior levels of service. Fishing vessels traveling through these fishing grounds will utilize
the marine service center because of its convenient location and the reputation of its shipwrights.
Similarly, recreational and charter operators are known to have a positive opinion about the
knowledge and abilities of Wrangell shipwrights. All in all, Wrangell is known to have talented
shipwrights and a variety of amenities and services to meet vessel owner needs.

Southeast Alaska is home to several ports with haul-out facilities and numerous repair and marine-
related service providers. The most directly competing marine service centers within the Southeast
region are in Petersburg, Ketchikan, Juneau, Sitka, Hoonah and Craig,.

Marine services are also currently available in other parts of Alaska, with some vessel owners even
traveling outside of Alaska to obtain services. Even with strong competition it is believed that
adequate demand exists to support an additional facility.

E. MARKETING STRATEGIES

Initially, the basic marketing strategy for the Wrangell Marine Services Center will be to focus on
luring existing commercial fishing operators, as well as charter and recreational vessel operators, to
use the marine service center. In general, these vessel operators are already coming to the Wrangell
harbors and using some level of harbor services. Marketing Wrangell’s ability to provide
comprehensive marine services will be the first part of the strategy, linked closely with providing
competitively priced quality services. It is known that once a customer has been attracted to the
Wrangell Marine Services Center through promotional strategies, competitive pricing and good
service will determine whether the customer returns and whether he or she recommends the facility
to others. The bottom line for the Wrangell Marine Services Center is: potential customers have
other choices. To attract market share, therefore, the facility will position itself to be the most
attractive choice in terms of convenience and ease of operation, while keeping prices as competitive
as possible.

F. FINANCIAL SUMMARY

The undertaking of development of a mobile boat hoist and boat yard facility will be great. A
significant obstacle, obtaining grant funding for the Travelift purchase and initial site development,
has been addressed. Further obstacles include obtaining market support and a correct community
level fit. The potential demand for such a facility appears to be in place and the need for Wrangell to
diversify itself has been proven. Now appears to be the correct time for the development of a
Marine Service Center within Wrangell.
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ITI. FACT SHEET

Owner/Operator:
% City of Wrangell will own the business and assets.

< Wrangell Harbor Department will run and operate the business.

Type of Proposed Business: Marine Service Center

Project Phasing:

L)

% Initial development will include dock development, some uplands development, site
fencing, and the purchase of a Marine Travelift.

% Future development will include the establishment of covered work sites and facilities
available for lease to local businesses.
Potential Months of Operation: January through December
Location: Wrangell at old Alaska Pulp Corporation (APC) mill site
Business Form of Ownership: Municipality

Required Operating Loan: $0

Initial Start-up Funding:
% U.S. Economic Development Administration Grant - $1.85 million

< Wrangell Permanent Dividend Fund Matching Grant - $1 million
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IV. MARINE SERVICES CENTER DESCRIPTION

The City of Wrangell, through its harbor department, has decided to move forward to develop a
marine service center. This stems directly from efforts made by the City to increase its economic
base by providing diverse opportunities for both timber and non-timber business development. The
marine service center, as envisioned, will be the core business from which marine-related support
service businesses, as well as non-marine-related businesses, will grow.

A. PROJECT HISTORY & DESCRIPTION

In 1994 the Alaska Pulp Corporation (APC) closed its Wrangell-based sawmill. The community of
Wrangell was severely impacted by this closure. Two-hundred twenty-five jobs, representing 20
percent of the available jobs in the Wrangell community, were eliminated. This job loss resulted in a
30 percent wage and salary reduction for the community. Since the APC closure, Wrangell has seen a
drop in its population, continued loss of employment and payrolls, and reductions in its tax revenues.
This has adversely affected local businesses, schools, road construction and maintenance, and
municipal services. By some accounts, the City of Wrangell has been the community hardest hit by
the termination of the 50-year timber contract.

A marine service center has been a community priority since 1995 when it was first included in
Wrangell’s Overall Economic Development Plan (OEDP). The project is a component of Wrangell’s
Downtown Revitalization effort identified within its Comprehensive Economic Development
Strategies (CEDS) list. The project was also listed as the number two priority project for Wrangell by
the Southeast Alaska Native Coalition (SEANC). The marine service center is viewed as a critical
component to the Wrangell community’s economic development efforts, and instrumental to the
development of the downtown waterfront that includes visitor industry, marine and fishing industry,
and retail business development opportunities. Other waterfront development projects nearly
completed or currently underway include the construction of a museum, improvements to the
Wrangell harbor, and construction of Heritage Harbor.

The City of Wrangell has determined to pursue the development of a marine service center following
multiple feasibility analyses and business operations research. In 1995, shortly after the closure of the
sawmill, Wrangell partnered with the University of Alaska Fairbanks, Agricultural and Forestry
Experiment Station in conjunction with the Center for Economic Development to conduct a
feasibility analysis. That analysis looked at the market potential, the fleet, the competition from other
harbors, and the various development alternatives. The analysis identified scenarios in which the
facility could be operated if owned by a public entity. Due to funding constraints, the project was not
implemented. However, enthusiasm for the project remained strong and the Port Commission
continued local research efforts by visiting competing facilities, researching development and
operation costs, and further analyzing local development sites and alternatives. The City contracted
in early 2002 with Northern Economics, Inc., in association with Peratrovich, Nottingham & Drage,
Inc., to conduct another comprehensive feasibility analysis. This study was undertaken to give the
community an updated cost/benefit analysis, market analysis and updated development schematic
drawings.

The City has empowered the Port Commission to provide oversight, guidance and planning support
to harbor department personnel. The Port Commission in February 2000 approved a site for project
development and has been actively involved with the efforts to move the project forward.
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Throughout the development process, the City has also sought the input of Wrangell residents and
vessel owners, as well as potential regional users of the proposed facility. Several local businesses
already exist to support the marine service center, and these businesses have expressed interest in
gaining additional business from the marine service center. These local businesses, known for their
high-quality work, provide aluminum fabrication, welding, fiberglassing, woodworking, diesel
mechanic and painting services.

The Wrangell Marine Service Center will be developed in stages as funding permits. Initially, the
marine service center will consist of a Marine Travelift for hauling out vessels, an uplands area for
vessel and cargo storage, and additional space dedicated to vessel repair. The vessel repair space will
remain largely undeveloped until local shipwrights, in partnership with the City, identify a
development strategy. The City of Wrangell will own and manage the marine service center and
uplands storage businesses. Private businesses will own and manage individual marine-related service
enterprises and, in some cases, will lease space for on-site businesses. The City will provide facility
coordination and general oversight of private businesses. The core of the marine service center will
be the Marine Travelift, service and storage operations; individual businesses will branch off from the
core.

The facility is anticipated to positively and directly contribute to marine and fishing industries, retail
businesses and visitor service industries. The local marine and fishing industries will benefit through
the provision of local infrastructure for vessel repairs, maintenance and storage. Likewise, the facility
will provide opportunities for shipwright businesses to perform added services. Retail businesses
accustomed to providing support services---such as parts, hardware and vessel supplies---to vessel
owners will experience increased demand for their services. Similarly, nearby visitor service
businesses, already accustomed to providing meals, lodging, groceries, and self-service laundry
services, will experience increased levels of demand.

Funding for site preparation, the Marine Travelift, start-up equipment and operational needs will
come from a U.S. Department of Commerce Economic Development Administration grant of $1.85
million and a City of Wrangell Permanent Dividend Fund contribution of $1 million. Every effort
will be made to keep start-up development costs within the financial limits of these grants.
Additional funds will be sought from other grant sources to fund additional site projects and long-
term development and expansion of the site.

B. PROPOSED FACILITY DESCRIPTION

The marine service center will be located on land previously owned by the APC. The site is located
adjacent to the downtown area of Wrangell, and has easy access to those marine-related services
already available within the community. Historically, the site has been used for industrial/hatbot-
related purposes, and is not expected to cause excessive noise and/or light impacts. Few residential
areas are located nearby. The site is relatively flat, and requires minimal grading. Furthermore, the
site is preferred over other locations because amenities such as utilities are easily accessible.

This APC property consists of a large dock and approximately 6 acres of uplands. Currently, the
facility is used for cargo operations, servicing of small vessels, and storage of both marine and non-
marine-related property and materials. The City has permits to fill in tidelands adjacent to the APC
property if additional acreage is necessary to support growth of the marine service center.
Furthermore, other properties near the site may be purchased to support growth of the center. If
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these resources are utilized and the marine service center requires additional space to expand, vessels
requiring long-term storage can be trailered to another location to free up additional space.

As envisioned, the marine service center will initially consist of a Marine Travelift for hauling out
vessels, and space in the uplands area for vessel storage, cargo storage, and vessel repair. These will
be owned and managed by the City. Private businesses will own and manage individual marine-
related services and, in some cases, will lease space for on-site businesses. The City will coordinate
and oversee these private businesses. The core of the marine service center will be the Marine
Travelift service and storage operations; individual businesses will branch off from the core.

The Wrangell Marine Services Center will start out as a facility for vessel storage, cargo storage, and
vessel repair, and later become a full-service storage, service and repair facility for vessels, serving
Wrangell boat owners, commercial fishers, recreational boaters, and charter operators.

The marine service center will provide a business development opportunity to Wrangell
entrepreneurs. Local shipwright businesses will have an opportunity to build upon their existing
businesses and/or develop new areas in which to expand setvices to vessel operators. Similatly,
opporttunities exist for other local businesses to broaden their product/service base. Several local
businesses exist to support the marine service center, and some have expressed interest in expanding
their enterprises at the facility. Local shipwrights, known for their high-quality services, already
provide aluminum fabrication, welding, fiberglassing, woodworking, diesel mechanic and painting
services. Other businesses near the proposed site are already accustomed to providing food, lodging,
grocery, self-service laundry, and hardware/parts services.

Wrangell’s location in Southeast Alaska is ideal to meet the needs of several market segments,
including local boat owners and visiting commercial fishers, recreational boaters, and charter
operators. Marine services are currently available in other parts of Southeast Alaska, but adequate
demand exists to support an additional facility.

The first phase of development will include preparation of the site, improvements to surfacing,
construction of the haul-out pier, development of a wash-down area, and the purchase of a Marine
Travelift.

% Site Preparation — New water and sewer lines will be installed. Electrical hook-ups will
be brought to the site. The area will be cleared, pavement cut, trenches excavated and
backfilled, and pavement restored. Fencing around the perimeter will be installed to
provide for security.

¢ Haul-Ount Pier — The existing timber-framed dock will be modified. A U-shaped cut-
out will be made in the existing dock, and environmental and strengthening
improvements will be completed to meet the needs of a 150-ton Marine Travelift.

«* Wash-Down Area — Directly shoreside of the haul-out pier, a concrete 40-foot by 100-
foot area with a central drain will be constructed. The drain will lead to an oil-water
separatot, then to the City of Wrangell wastewater system.

e Travelift/ Hydranlic Trailer — A 150-ton Marine Travelift and one hydraulic trailer will be
purchased.
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Funding for this initial phase of development will come primarily from a U.S. Department of
Commerce Economic Development Administration grant of $1.85 million and a City of Wrangell
Permanent Dividend Fund contribution of §1 million. Every effort will be made to keep start-up
development costs within the financial limits of these grants. Additional funds will be sought from
other grant sources to fund specific projects and long-term development and expansion of the site.

C. INITIAL SERVICES DESCRIPTION

The marine service center will be managed by the City of Wrangell Harbor Department. Harbor
department personnel will be responsible for all hauling out, positioning, parking and blocking of
vessels. Harbor department personnel will also be responsible for overseeing activities within the
marine facility yard and enforcing facility rules, policies and procedures. Initially, the harbor
department will not hire additional personnel to provide these services, but will expand the job
descriptions of existing harbor employees until such time that the marine service center has enough
work and income to support its own personnel. The City will use existing security personnel to
ensure that vessels and gear are secure. Harbor department personnel will not perform or assist with
any work on vessels.

% Vessel Haul-Out — Vessels will be pulled from the water via a 150-ton Marine Travelift
and transported by Marine Travelift or hydraulic trailer to a dryland location within
the marine service center. Use of a hydraulic trailer will allow for maximization of
space.

“* Dry Docking/ Warehouse/ Gear Storage —Storage of vessels and gear during fishing’s off
season will be provided. Commercial fishing vessel owners living out of state during
the off season are anticipated to be especially attracted to this service.

The City of Wrangell has determined it can best support marine industry diversification through the
development of a basic marine service center. This determination was reached following numerous
community-level discussions, where it became apparent to the City that private industry or a
cooperative of vessel owners lacked the necessary capital funding for a project of this size. This City-
owned infrastructure will ultimately provide an opportunity for existing vessel repair service
providers to expand the scope of their current services as well as provide an opportunity for other
entrepreneurs to enter the local Wrangell vessel service and repair industry. Furthermore, this staged
start-up strategy will enable the City of Wrangell to enter into the marine service center industry with
no debt obligation.

D. LONG-TERM DEVELOPMENT STRATEGIES

The Wrangell Marine Service Center will stage its development to provide basic services from the
start, adding services and amenities as demand and additional grant and private funding opportunities
and/or profits permit. It is well-documented that the following amenities and services are either
expected at a marine service center, or highly desired by vessel owners. The development of these
and other support businesses within the marine service center will be encouraged.

% Marine Vessel/ Engine Repair Services — Full-setvice repair facilities will include on-site
shipwright stalls or shops, as well as areas for vessel owners to perform self-work.
Certified mechanics trained in refrigeration, hydraulics, longline reels, winches,
transmissions, steering systems and basic welding will be encouraged to conduct
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business at the marine service center. In some cases, shops will be developed by the
City and leased back to businesses. In other cases, land may be leased to individual
businesses and these business owners would then build their own shops. Wrangell is
already recognized as having high-quality shipwrights with a comprehensive range of
parts and services in stock or readily available. When a facility need is identified,
interested residents will be encouraged to develop the desired shipwright skills or
businesses to satisfy the need.

Workstations — Workstations will be established to allow work on vessels regardless of
the weather. Workstations likely will be portable tarps or shed-like buildings
approximately 100 feet long and 47 feet wide. As feasible, the workstations will be
heated. Permanent workstations have been proposed for future development.
Demand will dictate the speed at which these buildings are constructed.

Additional infrastructure development of the site will be dictated by the expressed interest of private
entrepreneurs to lease and utilize facilities or lease land to develop own facilities to meet the demands
of vessel owners.

E. DEVELOPMENTAL CONSIDERATIONS

In conjunction with the marine services center, a variety of complementary businesses could be
established to support the Wrangell economy. It is hoped these support businesses will be developed
by Wrangell residents or by individuals or businesses wishing to relocate to Wrangell. Alternatively,
the City may undertake the development of the businesses as demand and resources permit.

High-potential development options that complement the marine services center include:

¢ Tourism Business Development — As recreational interest increases in Wrangell, a variety
of tour-type developments could naturally evolve from the marine service center.
High-potential options include visitor interpretive services, sportfishing charters,
kayak rentals, and accommodations (hotel/bunkhouse).

F. WRANGELL’S EXISTING FACILITIES

Wrangell operates two full-service harbors. They are Wrangell Harbor and Shoemaker Bay Harbor.
In addition, there is a deep-water dock approximately 800 feet long for large vessel moorage. Given
these resources, the community can easily accommodate smaller recreational and charter vessels and
larger commercial vessels including tugs, barges and fishing boats. Wrangell offers 500 berths and
100 spaces for transient vessels. The waiting list for moorage is now at 41 boats. Harbor facilities
are managed by the harbor master and three harbor employees.

Wrangell Harbor is located adjacent to the downtown area and has 230 slips to accommodate small
and large vessels. Also available within this harbor is a transient moorage float and a deep-draft
vessel float to accommodate tugs. This harbor facility has tidal grids, hydraulic hoists, two fuel
docks, a work float, a neck rack and an airplane float. Restaurant and shower/laundry facilities are
adjacent to the harbor, and groceries, hardware, lodging, and retail stores are within walking distance.
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Shoemaker Bay Harbor is located approximately 5 miles from the downtown area and has 250 slips.
This harbor also has tidal grids, a hydraulic hoist, a boat launch, and a work float. This harbor is part
of a larger recreational complex with a park and shelter, tennis courts, playground, trails, and camping
sites for tents and RVs. Power, water, waste-oil collection and garbage collection is provided.
Lodging, dining and laundry facilities are located one-quarter mile north of this harbor.

City Dock, also known as Cruiseship Dock, is a deep-water dock located at the end of Front Street
adjacent to the Stikine Inn. The dock face is 405 feet long, with a breasting pier head of 565 feet. It
can accommodate vessels of approximately 800 feet in length. Larger cruise ships can anchor in
front of the dock and lighter passengers to the summer floats. Water and electricity are available on
City Dock.

Improvements to the harbor infrastructure are ongoing. Recently, access to Reliance Float in
Wrangell Harbor was reconfigured to provide improved access to the dock area as well as parking
and loading. Tidelands within Shoemaker Bay Harbor have been subdivided to facilitate commercial
development within the harbor and to encourage the increase of services to those moored there. A
second breasting dolphin was added to City Dock to accommodate larger cruise ships. Likewise, a
summer float was constructed and anchored to City Dock to accommodate small and large cruise
ships, and to increase the efficiency of charter operator loading and unloading.

The development efforts of a new commercial and recreational vessel harbor, Heritage Harbor, are
underway. Heritage Harbor is located just south of town, adjacent to the city park, cemetery, and

seafood processing facility.

Community marine-related support services include:
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Two City-operated boat harbors
Deep-water dock for larger (cruise ship) moorage
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Summer float for smaller tour boats, loading and unloading
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X4
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Permanent docks and slips for transient moorage
Airplane float
Boat launches

Grids and hoists
Barge ramp
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Upland storage for vessels and cargo
Two fuel docks
Power and water to moorage slips and transient float
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Hydraulic trailer and crane
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*

Search and rescue squad

Private vessel construction and repair facilities (with private railways)

Local businesses skilled at providing aluminum fabrication, welding, fiberglassing,
woodworking, diesel mechanic and painting services
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Community non-marine-related support services include:
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Groceties
Hardware/supplies
Laundry/showers
Lodging

Miscellaneous retail shops
Cab services

Dining
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G. ENVIRONMENTAL/REGULATORY TRENDS

The City of Wrangell recognizes its responsibility to ensure that facility operations are compliant with
state and federal requirements. From interviews with state and federal agency personnel,
environmental regulations applicable to the center were identified. The marine service center will be
developed to forthrightly address environmental concerns and ensure compliance. Current
regulations for marine service facilities are primarily concerned with the water system and facility
sanitation plans, hazardous waste management, and best management practices. The Environmental
Protection Agency (EPA) and the Alaska Department of Environmental Conservation (DEC) are the
primary agencies responsible for approving facilities and providing oversight. Of particular
importance, the EPA will be interested in the generation, storage and disposal of hazardous wastes,
solvents, materials from sandblasting and painting activities, and used oil.

As a first step, a developer/contractor familiar with federal and state regulations for developing a
marine services center will be contracted to assist with the application and management of the
permitting process. Secondly, a Coastal Project Questionnaire will be completed. The questionnaire
will determine state and federal permitting requirements, and indicate which state agency will
coordinate reviews. This process was developed by the Alaska Coastal Management Program
(ACMP) and is designed to improve management of Alaska’s coastal land and water uses.

1. Water & Wastewater Systems
Water and wastewater systems will be reviewed and approved to ensure they meet current health
requirements.

Wastewater disposal systems will also be reviewed and approved. All waste and chips accumulated
from power washing and sandblasting will be captured and disposed of properly. Likewise,
wastewater from power washing and similar activities will be captured, and all runoff controlled.

No written regulations currently exist that mandate vacant land parcels be paved to protect against
ground seepage. The DEC does, however, require that stormwater runoff and management systems
be tightly controlled.

2. Hazardous Waste Management & Disposal
Clean-up measures are required for sites that may leak hazardous materials into the soil. Potential
hazardous wastes of concern include sandblasting residuals, bilge water, oily water and solvents.

A Spill Prevention, Control, and Countermeasure Plan (SPCC) will be developed to guarantee that
equipment and materials necessary for implementation are in place.
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3. Best Management Practices

Federal regulations refer to best management practices (BMPs) to describe schedules of activities,
prohibitions of practices, maintenance procedures, and other management practices designed to
prevent or reduce pollution of U.S. waters. The marine service center has adopted best management
practices similar to those used by Washington’s the Port Townsend marine service center. A copy of
the adopted best management practices can be found in the appendices of this plan.
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V. OPERATIONAL STRATEGIES

Through feasibility analyses and Port Commission workshops, various alternatives were reviewed for
the ownership, management and operation of the Wrangell Marine Service Center. For a variety of
reasons, the predominant being financial, the City of Wrangell, through its harbor department, shall
be the project developer, owner, facility operator and site manager for the marine service center.

A. ORGANIZATION

The City of Wrangell will own and operate the marine service center as a harbor department business
enterprise. This business enterprise will include vessel haul-out and vessel and gear storage. The City
of Wrangell currently owns the dock and land proposed for use and will own the facility’s primary
equipment, such as the Marine Travelift and hydraulic trailer. Any current buildings on the site
uplands will likely be owned by the City, then leased to local businesses that support marine service
center operations. Future buildings on the site may be developed and owned by the city and/or by a
private business entity. Private businesses will be encouraged by the City to develop all enterprises
based in the uplands. Development and ownership of buildings will be dealt with on a case by case
basis.

The marine service center will have its own budget. Revenues and expenses will be tracked separately
from other harbor department operations. The marine service center will be operated as a for-profit
business and is anticipated to initially break even and ultimately generate a small revenue stream to
support future facility development. The facility while not directly paying taxes will also contribute to
the Wrangell tax base through the taxing of vessel owners for facility services received.

B. MANAGEMENT

The success of the marine service center will depend heavily on the training, professionalism, and
dedication of its staff. The facility manager and staff are ultimately responsible for the quality and
consistency of the center’s services. An experienced, effective, and professional manager is essential
to the operation’s success. A successful manager will be able to provide leadership to staff,
coordinate the details of the entire operation, and develop successful relationships with vessel
owners.

Careful attention has been given to the selection of the marine service center manager. The current
Wrangell Harbor Master, Greg Meissner, is experienced, effective and professional, and is capable of
creating a high-quality reputation for the facility. Furthermore, Mr. Meissner has experience with
selecting, training and working with harbor staff. Mr. Meissner will serve as the facility manager and
the Wrangell harbor master until the facility management requirements become too great. At that
point, a separate facilities manager position will be created.

C. STAFFING

Initially, the Wrangell Marine Service Center will utilize existing harbor personnel rather than hire
additional personnel for facility operations. Harbor personnel are professional, have appropriate
experience, and desire to work as a team to reach the goal of successfully operating the marine service
center. Staff will be cross-trained to perform multiple functions within the marine service center.
Such cross-training allows for consistency in service and provides a safer work environment.

When the Marine Travelift is delivered, the Travelift’s manufacturer will train existing harbor staff
and interested Wrangell community members in its use. Multiple persons will require training to
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ensure efficient and smooth vessel lifts, and to meet ongoing operational requirements. As is
currently the practice, harbor staff will receive additional training as opportunities present themselves
and/or job requirements dictate. For instance, the harbor department may participate in or organize
in-town training sessions to support local businesses. For instance, the harbor department could
organize a customer service training that may be beneficial and attended by other businesses.

An overview of each employee’s current job description, a discussion of specific responsibilities to be
added, and a determination of how each job relates to the success of the marine service center are
underway. The Harbor Master will meet individually with each employee to review any changes to
job duties and new expectations. The importance of performing work as a team and filling in for
others will be stressed. Additionally, the importance of understanding vessel owner expectations,
meeting their individual needs, and providing good customer service will be addressed.

It is anticipated that a part-time service center manager and two part-time facility personnel will be
necessary during the initial years of operations. The staff size in subsequent years will grow only as
the number of vessel lifts grows, and as it becomes economically feasible to add staff. In addition to
making part-time staff full-time the facility may explore the option of a dedicated bookkeeper as well
as a facility specific security officer. Attempts will be made to maintain modest staffing levels. All
employees will be encouraged to accomplish tasks as a team so that staff numbers can be kept to a
minimum. Once the facility is firmly established, it is expected that more staff will be required to
guarantee high-quality service and meet the expectations of vessel owner. It is also anticipated that
once the marine service center becomes firmly established, the center will likely hire its own
personnel and rely less on harbor department personnel.

It is anticipated that the following staff will be required in the years following initial start-up:

K/
o0

1 facility manager

1 part-time bookkeeper

2 supportt personnel — seasonal/part-time
1 security person
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D. ORGANIZATION CHART
The following organization chart shows the proposed first-year structure of the Wrangell Marine
Service Center management and staff:
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VI. MARKET ANALYSIS

The Wrangell Marine Service Center’s primary customers will be operators of commercial, charter
and recreational vessels that travel in and out of the local waters. Individually, the operators cannot
sustain the center, but collectively they create a sufficient market base to support a marine service
centet.

A. WRANGELL AREA USERS

The Wrangell/Petersburg census area encompasses the islands of Kake, Kupreanof, Petersburg, Port
Alexander, Rowan Bay, Saginaw Bay, St. John Harbor and Wrangell. This is an unincorporated area
outside of a recognized borough. According to the Commercial Fisheries Entry Commission
(CFEC), there are 795 permit holders in the census area. Of these, 28 percent are home-ported in
Wrangell (223 vessels) and more than 69 percent are home-ported in Petersburg (552 vessels). It is
anticipated that, with few exceptions, the Wrangell vessels will utilize the marine service center to
save time and money. Likewise, vessels from nearby Petersburg will use the facility if it offers better
prices and/or higher quality services than those available in Petersburg.

B. COMMERCIAL FISHERS

Wrangell’s location in Southeast Alaska places it within one of the state’s largest fisheries. Wrangell is
recognized by commercial fishing vessel operators for its high-quality shipwrights who provide
superior levels of service. Fishing vessels traveling through these fishing grounds will utilize the
marine service center because of its convenient location and the reputation of its shipwrights.
Improvements to the marine service center infrastructure will further entice this market to Wrangell.

1. Commercial Vessel Demand

The Southeast Alaska fishing districts include the inside and outside waters from Dixon Entrance at
the extreme southern end of the panhandle to Cape Spencer, and includes the outside waters to the
northwest as far as Cape Suckling. The primary commercial fisher market for the Wrangell Marine
Services Center will be comprised of the crab and shrimp fleets, as well as the purse seine, gillnet and
groundfish fleets. The majority of the purse seine and gillnet fishing occurs June through September,
while the majority of the groundfish fishing begins as early as late May and ends as late as November.
Commercial fishing vessels from other fisheries could decide to utilize the facility at any time. The
heaviest use of the facility will occur between May and September, with peak demands occurring in
April/May and again in September/October.

The following table identifies the periods fisheries are open in the Southeast Alaska fishing district.
The summary, provided by the Alaska Department of Fish and Game (ADF&G) is intended as a
general guide. Season durations are subject to closure by emergency order as guideline harvest
objectives are met.
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Fish Jan to May June July August Sept Oct to
Species/Month = April Dec

Salmon
Chinook
Coho
Pink
Sockeye
Chum
Herring
Food/bait

Sac roe

Roe on Kelp
Shellfish
Crab
Shrimp
Geoducks
Red Utrchins

Groundfish | e —————————————————————
Source: Alaska Department of Fish and Game

2. Commercial Fishing Vessel Demographics & Characteristics

Commercial fishing operators typically haul out their vessels only in the off season (October to April)
to perform work. Typically, vessels are hauled out during the fishing season only to make repairs to
engines, propellers, shafts and electrical systems. Based on conversations with fishers and fisher
research it is recognized that the majority of commercial fishing operators prefer to complete their
own work, and obtain a professional shipwright only if technical support is required to make repairs.

Commercial fishing operators make regular expenditures to keep their vessels operating. The
following table lists the typical operating expenses as well as the average amount spent by salmon
fleet operators, based on CFEC and ADF&G commerecial fisher survey data and reports. Gillnet
vessels are typically the least expensive vessels to operate, while seine vessels are the most expensive.
Many of these expenditures are made in the vessels’ home-ports. A small portion of these
expenditutres--- patticulatly for gear repairs, miscellaneous supplies, fuel and/or food---are made
while in the fishing grounds,

Expenditure Annual Spending
Food $3,500 to $10,500
Fuel $6,000 to $19,000
Gear Repairs and Maintenance $3,500 to § 7,500
Vessel Repairs and Maintenance $5,000 to $10,000
Equipment Purchase and Replacement  $4,000 to § 8,000
Miscellaneous Supplies $2,500 to $ 4,500
Moorage and Gear Storage $1,000 to § 2,500
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C. CHARTER & RECREATIONAL VESSELS

Based on research conducted by Northern Economics, Inc. an estimated 30 percent of the 25 charter
or recreational vessel owners that frequent Wrangell harbors will utilize the Wrangell Marine Service
Center. Vessels will likely range between 45 and 120 feet in length and between 13.5 and 28 feet in
width. Surveys reveal that these owners have a positive opinion about the knowledge and abilities of
Wrangell shipwrights. Furthermore, Wrangell is known to have many favorable attributes desired by
these owners, including:
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A marine railway

Good support networks (in purchasing and installing equipment)
Easy access to facilities

Moorage availability

Readily available supplies, parts, and knowledgeable service providers
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*
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*
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*
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A clean yard in which to work on vessels

Charter and recreational vessel owners will not likely utilize dryland storage options but will utilize
the facility for routine and/or emergency repairs and services. Recreational owners typically perform
repairs to their vessels during the summer months (May to September). This seasonality preference
balances nicely with the winter demands of commercial fishing operators.

In addition, these vessel owners will likely purchase hardware supplies to replace or repair small,
inexpensive items on their vessels. Higher-end and/or specialty item purchases by vessel owners will
most likely be made once the vessel has returned to its home-port. Outside the services provided by
the center, charter and recreational vessel owners will have an interest in obtaining electricity, marine
fuel, potable water and temporary, short-term moorage.

Beyond marine-related services, these owners will likely purchase a few grocery items or restaurant
meals. Furthermore, they will likely have the inclination and time to purchase visitor-related services
and/or products. These owners are known to require consistently high levels of setvice.

Most charter and recreational vessel owners will plan to overnight on their vessels unless the vessels
are pulled from the water for emergency repairs. Therefore, it is believed that few, if any, charter and
recreational vessel owners will require overnight lodging in Wrangell.

D. OTHER LOCAL USERS

A number of government-owned vessels operate in Southeast Alaska, including vessels owned by the
U.S. Coast Guard (USCG), Alaska Department of Fish & Game (ADF&G), National Oceanic and
Atmospheric Administration (NOAA), and the University of Alaska. The Wrangell harbor master’s
office currently dedicates moorage solely for government use, but does not plan for regular moorage
of these vessels. Most of the USCG and NOAA vessels exceed the capacity of a 150-ton Marine
Travelift and will likely not utilize the marine service center. ADF&G vessels, on the other hand, will
be a strong potential market. In addition, a marine service center is very attractive to vessel operators
who are in the process of choosing a home-port. These local users will be apprised of the
development of the new marine service center and its home-port benefits.
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E. ADDITIONAL TRANSIENT USERS

The distance between Wrangell and other harbors is an important consideration when assessing the
overall potential market. Many vessels that travel to Wrangell waters will travel back to Seattle and
other locations in the Pacific Northwest to home-port and receive/perform vessel services. A
minority of vessels travel to Wrangell waters from northern ports. For the most part, these vessels
travel south for the winter to take advantage of lower costs and greater availability of facilities and
supplies. The nautical miles between Wrangell and key home-port harbors are provided in the
following table.

Distance Between Wrangell and Other Communities

Location Nautical Miles

from Wrangell
Petersburg 40
Ketchikan 89
Craig m
Juneau 148
Sitka 170
Seward 657
Seattle 749
Whittier 782
Homer 815
Kodiak 832
Anchorage 931

Source: NOAA, Distance Between US Ports, 2002 9th Ed.

Travel time and cost are key factors when vessel owners determine where they will store their vessels,
and where they will perform annual maintenance and repairs. Wrangell’s location in Southeast Alaska
is convenient to many Southeast communities and is nearly midpoint between Seattle and Seward
harbors. The importance of conveying the message that the Wrangell Marine Service Center offers a
wide mix of services at competing prices to vessels operators, especially those who travel south or
north for home-port and maintenance services, is recognized. Wrangell’s competitive pricing,
identified cost savings associated with using Wrangell as opposed to other ports as well as the option
for using Wrangell as a home-port will be clearly communicated to these target markets.

F. BRISTOL BAY & OTHER USERS

Fisheries in the southwest and northwest regions as well as other areas throughout the state have
declined seriously, to the point of being declared disasters in recent years. As a result, local regional
economies have plummeted, and some fishers are opting to sell their vessels or are looking to home-
port in other communities. Although they constitute a small market segment, these commercial
fishing operators are known to be looking for ports outside of their region, where they can store their
vessels on dryland and participate in other fisheries, or where they can offer their vessels for sale in a
healthier economic climate. Wrangell’s marine service center will be introduced, and identified cost
savings associated with using Wrangell as opposed to other ports as well as the option for using
Wrangell as a home-port will be clearly communicated to this potential market.
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VII. SITUATIONAL ANALYSIS

Numerous issues influence and impact the successful operation of a marine services center within
Wrangell. Of great importance is the fact that the Wrangell marine service center will be operating
within a highly competitive marine service center environment. The City of Wrangell has carefully
considered its position as it relates to the overall marine service center industry structure.

A. BARRIERS TO ENTRY

Entry into the marine service center business is cost-intensive due to the high amount of capital
required for development, and to the difficulty in obtaining sufficient financing. At a minimum, land
and Marine Travelift equipment must be purchased, the site must be improved, and a pier must be
constructed. Given that the economy of the nation has been recessionary, lending institutions will
most likely be hesitant in making a loan. Securing financing is recognized as one of the most difficult
problems facing the development of a haul-out facility. Furthermore, feasibility studies conducted on
behalf of the City of Wrangell identified debt financing as one of the key expenses to be addressed
when planning a marine service center. Initial entry into the marine service center business has been
significantly simplified though the grant contributions of the U.S. Economic Development
Administration and the City of Wrangell.

Costs associated with operating a marine service center are daunting for private entities, but
manageable for public entities such as the City of Wrangell. Typical operational costs include
insurance, payroll, office space rental, land leasing, maintenance and repairs, and equipment expenses.
The City of Wrangell will benefit from lower operating costs due to existent economies of scale. For
instance, insurance costs will be greatly reduced if the new facility is added to the existing harbor
insurance contract. The City of Wrangell will also save money by using existing harbor master office
space, rather than leasing office space. Similarly, additional funding for the facility’s staff will be
minimal, as current harbor department employees will absorb the new duties.

B. COMPETING ENVIRONMENT

Southeast Alaska is home to several ports that contain fully developed marine service centers, which
include shipwrights and other marine service provisions. These facilities, located throughout the
region, have been developed privately and/or through local city governments. A wide variety of
vessel haul-out equipment and options are available to vessel owners for self-repair and/or
contractual shipwright repairs. The most directly competing marine service centers within the
Southeast region are located in Petersburg, Ketchikan, Juneau, Sitka, Hoonah and Craig,.

1. Petersburg Harbor & Services

The proximity of the Petersburg marine service center to Wrangell makes it the closest and strongest
competitor to the Wrangell marine service center. The city has a 5-ton and a 2.5-ton crane at the city
dock, plus two tidal grids that will handle up to 200 tons. Several shipwrights are located within the
community and able to provide assistance to vessel owners and/or perform repairs. These
shipwrights can provide aluminum welding and repair, fiberglass and wood repairs, engine repairs,
and sales and servicing of marine electronics. Two private haul-out facilities are available: Petersburg
Shipwrights, Inc. and an operator of a Marine Travelift outside of the harbor.

Petersburg Shipwrights, located on the waterfront, performs the majority of Petersburg repairs and
services. On average, 300 vessels are pulled for work each year. The yard has a two-cradle, 300-ton
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marine railway, which is able to let down and pull two boats each way per tide. There is a floating dry
dock able to handle vessels up to 38 feet in length. The yard has a ship’s store offering hardware and
fishing supplies. The yard’s employees perform the majority of work on the vessels; self-work is
permitted but discouraged.

2. Ketchikan Harbor & Services

Ketchikan offers four tidal grids. Three of them are at Thomas Basin, which handles boats up to 80
feet long, and one is at Bar Harbor, which handles boats up to 75 feet long. Two repair yards
provide service for aluminum, glass and wood boats as well as a mobile welding service for dockside
repairs. A variety of equipment and supply centers are available. The community underwent a
comprehensive study of its marine infrastructure and plans to make improvements. There are two
private haul-out facilities: Seaborne Marine and Refuge Cove Marina.

Seaborne Marine, a privately owned and operated facility, has a 150-ton Marine Travelift. The yard
covers approximately 2.5 acres and offers a work area for four vessels at a time. Vessel owners can
do their own work, or can contract outside labor. The yard charges a 10 percent fee on all outside
labor. No winter storage is provided and there is no interest in providing storage at this time.

Refuge Cove Marina is privately owned and operated. The facility has a 30-ton Marine Travelift, a
300-ton marine railway and a plane elevator. The yard covers approximately 7 acres and can
accommodate the storage of approximately 115 vessels with gear. Some services are provided within
the yard via private shipwrights. These shipwrights provide service to the vessel owners and pay the
marina a percentage of their fee to operate within the yard. Approximately 50 percent of the vessel
owners perform their own work and the remainder contract with shipwrights. A machine shop, a
diesel engine mechanic, hydraulic repair, and steel and aluminum fabrication are available.

Air Marine Company, Inc. also provides haul-out services with a 50-ton Marine Travelift and a
marine railway with 200-ton maximum capacity.

3. Juneau Harbor & Services

Three tidal grids are available at Auke Bay, Douglas Harbor and Harris Harbor. Six cranes are
available at the docks. The community is equipped to deal with vessels requiring minor repairs.
There are two private haul-out facilities: Deharts Marina and Juneau Marine Services.

Deharts Marina is privately owned and operates a 15-ton Marine Travelift. The yard covers
approximately 2 acres. Service is provided primarily for the local fleet. The yard stays busy in the
spring and does only emergency work in the winter months. The main operating months are from
April to September. The work provided is primarily bottom cleaning and painting or replacement of
zinc. Most of the work is done by vessel owners.

Juneau Marine Services leases a 35-ton Marine Travelift. The lift is owned jointly by the city of
Juneau and the University of Alaska Juneau, and is leased out to a private owner/operator
partnership. The yard covers approximately 2 acres and has no space to store boats. The lift is able
to pull three boats per tide.
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4. Sitka Harbor & Services

Sitka has four tidal grids which can handle up to 58-foot-long seiners. Many shipwrights are located
within the community and able to provide assistance to vessel owners and/or petform repairs. A
variety of hardware stores and supply centers are available. The two repair yards include Halibut
Point Marine and Allen Marine Way, performing aluminum, glass, and wood work. These yards
though are currently in a state of flux due to services either ending or offered to exclusive clients.

Halibut Point Marine pulls vessels via a dockside crane or 88-ton-capacity Marine Travelift. The
facility has historically been operational year-round. The yard is approximately two acres in size and
is used primarily by owners doing their own work. Storage is available for net and gear as well as for
12 to 15 boats. The company has announced it will be closing shortly.

Allen Marine Way operates a 30-ton Marine Travelift. The lift is solely used for the vessels the
company manufactures and is not open to the public.

5. Hoonah Harbor & Services

Hoonah has a two tidal grids and a dockside hoist. General marine services and supplies are available
within the community. Harbor Marine purchased a trailer system to handle haul-outs of vessels up to
45 feet in length. The community is actively working on the purchase of a Marine Travelift.

6. Craig Harbor & Services

Craig has a private dockside hoist and a crane with 3,700-pound capacity, both available at the city
dock for haul-outs. Four tidal grids are available: two can handle vessels up to 40 feet in length, one
can handle vessels up to 50 feet in length, and one can handle vessels up to 100 feet in length. Prince
of Whales Marina has a Marine Travelift that provides mobile haul-outs. Outboard sales, engine
repair and welding services are available.

Prince of Whales Marina is a private 60-ton Marine Travelift facility. The yard covers approximately
5 acres. The yard services vessels from Craig and from outside markets. A large percentage of
business comes from Ketchikan and from pleasure boats from other outside markets. The yard
depends on the tide to pull all vessels.

A summary of resources available within these competing communities follows:

City of Wrangell
Marine Services Center Business Plan
Page 22




Competing Facilities’ Boat Haul-out Fees & Boatyard Services
Southeast Alaska Harbors

Harbor Equipment Capacity Haul-out Owner Boat
Facility Fee Repairs Yard
Petersburg  Cranes 5and 2.5 ton $15/hour Some City &
Tidal Grids (2) 200 tons $.50/ft — wood and $.80/ft - steel Private
Matine railway 300 tons $5/foot up to 58 and $6.5/foot if >
Travelift N/A N/A
Ketchikan = Dry Dock 50/50 City
Tidal Grids 75’ and 80’
Marine Way 200 & 300 ton Private
Travelift 30 ton $8/foot + $85 for blocking
150 ton $11/foot + $125/lay day
Juneau 6 cranes Yes
Tidal grids City &
Travelift 15 ton $6.25/ft/rt Private
35 ton $12.50/ft/rt includes blocking & wash
Sitka Tidal grids Up to 58 Yes
Has publicly announced closure of Private
Travelift 30 & 88 ton business
Hoonah Trailer System Up to 45 Yes Private
Craig Crane 10 ton Yes Private
Tidal Grids 40’ & 100
Trailer 28
Travelift 60 ton N/A

Soutce: Alaska Fisherman’s Journal, harbor internet sites and personal communications.

The City of Wrangell has reviewed these competing communities to better understand the strengths
and weaknesses of their facilities, and to prepare itself for any challenges. It is important to note that
the majority of these competing facilities are privately owned. It is unlikely that any of the competing
facilities will significantly change their pricing structure to maintain market share. Likewise, based on
known operating expenses and resulting margins, it is highly unlikely that any of these facilities has
enough money to battle for market predominance. Furthermore, the City of Wrangell’s entrance
into the marine service center marketplace should not significantly impact the financial performance
of any of the competing facilities. The number of vessels within the Southeast area has grown,
primarily in the recreational vessel market, and both commercial and recreational vessel owners have
expressed a desire for greater marine service center choices within the region.

In reviewing the region’s competing facilities, one notes that the City of Wrangell has specific
advantages entering the marketplace. First, most of the competing facilities” Marine Travelifts are
smaller than the 150-ton Marine Travelift proposed for the City of Wrangell. This makes Wrangell
better equipped to deal with the increasing size of some commercial fishing vessels, specifically limit
seiners. Second, the Wrangell marine service center’s downtown location will provide access to a
wide variety of support amenities not available in other service center areas. The Wrangell center’s
favorable location will attract commercial and recreational vessel owners who look for a breadth of
amenities, in addition to well-appointed lift and boatyard facilities.

C. SUBSTITUTE PRODUCT THREATS

As previously reviewed, vessel owners have several options regarding how their vessels are pulled
from the water for servicing and repairs within the Southeast region. Within Wrangell, current lift
options include tidal grids, a crane, boat launches and two railways. The Wrangell marine service
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center will offer haul-outs via a Marine Travelift and land transportation via the Travelift or hydraulic
trailer. The City of Wrangell has intentionally positioned itself such that a wide variety of vessel haul-
out options are available to vessel owners. These vessel options may compete with the Travelift,
although in many cases, are not direct competitors due to the superior attributes associated with
puling a vessel via a Travelift. Vessel owners desire a variety of vessel pulling options available to
them when picking a haul-out location. A Marine Travelift will assist with positioning Wrangell as a
superior vessel haul-out location.

D. SUPPLIER/BUYER POWER

The City of Wrangell recognizes that sustaining a pool of skilled and talented shipwrights is critical to
the success of its marine service center. Vessel owners have stated they want a facility that encourages
self-work while providing access to shipwrights. As planned, the City of Wrangell marine service
center will rely on local businesses to provide repair and maintenance services, including aluminum
fabrication, welding, fiberglassing, woodworking, diesel mechanic services, and painting. If these
businesses decide not to provide services, the success of the facility will be jeopardized. The City of
Wrangell has and will continue to make great efforts to involve local shipwright businesses in the
planning and development of the marine service center. The City of Wrangell recognizes that its
marine service center is not highly differentiated from competing marine service centers. To increase
differentiation, careful attention has been given to the site layout of vessel storage and work stalls,
and to planning for long-term growth of the facility. The City of Wrangell will continue to focus on
ways to differentiate its marine service center, and to look for ways to improve its overall customer
service practices.

E. SWOT ANALYSIS

Based on the preceding analyses, the Wrangell Marine Services Center’s strengths, weaknesses,
opportunities, and threats were identified as follows. Strengths and weaknesses are internal to the
organization, while opportunities and threats are external to the organization.

1. Strengths

Strengths on which the Wrangell Marine Services Center can capitalize:

% Access to the capital required to make a significant investment in the necessary
infrastructure to develop a marine service center. (Lack of access to capital is a significant
barrier even to operators of existing facilities.)

¢ Decreased overall operational costs due to City ownership and operation, and the ability
to benefit from existing economies of scale.

¢ The Wrangell labor pool is stable and residents have a wide diversity of training in marine
service center skills.

% Wrangell shipwrights are recognized by commercial fishing and charter vessel operators
as having high levels of expertise and talent.

% Wrangell has a positive history of providing marine-related services to public and private

entities, and has established markets from which to draw support.

Wrangell has a convenient and strategic location within Southeast Alaska.

Commercial fishing and charter vessel operators are familiar with the Wrangell

community and the area of Southeast Alaska.

% Wrangell has a maturing visitor industry with which to attract recreational and charter
vessel visitors.
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2. Weaknesses
Weaknesses the Wrangell Marine Services Center will minimize or eliminate:

The local Wrangell market demand is relatively small and highly seasonal.
Reaching and attracting customers will be challenging within this heavily marketed
business sector.

R/
0.0
R/
0.0

3. Opportunities
Opportunities the Wrangell Marine Services Center can exploit:

% Southeast Alaska has a vibrant and growing marine vessel market.
% Charter and recreational vessel numbers are growing.

4. Threats

Threats the Wrangell Marine Services Center will counter:

There is strong competition from other harbor facilities within Southeast Alaska.

The Wrangell Marine Service Center is not significantly differentiated from other marine
service centers.

Wrangell shipwrights may decide not to develop businesses within the marine service
center site, and may choose not to support vessels at the site.

Growth in the fishing and visitor markets is flattening.

The U.S. economy has been weakening.

7
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7
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F. OVERALL POSITION OF THE WRANGELL MARINE SERVICES CENTER

The primary strength of the Wrangell Marine Services Center is its position within Southeast Alaska
as an established marine destination for commercial fishing, charter and recreational vessel markets.
Wrangell’s high profile among vessel owners diminishes the center’s need to invest in a large-scale,
external promotion campaign. Instead, the center can promote its off-season vessel storage ability to
owners who currently head south after season’s end. These strengths will help offset weaknesses
faced by the facility.
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VIII. MARKETING STRATEGIES

The primary target markets for the Wrangell Marine Services Center include commercial fishing,
charter and recreational vessel operators. Though critical to the center’s success, Wrangell residents
are not included in the market strategies outlined below because it is assumed that local marketing
will be primarily by word of mouth.

Initially, the basic marketing strategy for the Wrangell Marine Services Center will be to focus on
luring existing commercial fishing operators, as well as charter and recreational vessel operators, to
use the marine service center. In general, these vessel operators are already coming to the Wrangell
harbors and using some level of harbor services: selling to processors, purchasing fuel, utilizing dock
facilities, staying overnight or stopping to take advantage of visitor services. Marketing Wrangell’s
ability to provide comprehensive marine services will be the first part of the strategy, linked closely
with providing competitively priced quality services. The following marketing strategies have been
developed with this dynamic in mind.

A. MARKET PENETRATION GOALS

For first-year operations the facility will strive to haul out approximately 60 vessels. Currently, 29
vessels are hauled out and stored within the existing yard area. In addition to haul-outs, the facility
will plan to store a minimum of 50 vessels and approximately 32,000 square feet of gear and/or
marine-related equipment for at least 6 months of the year. The Wrangell Harbor Department
currently stores nearly 30,000 square feet of gear.

These first-year market penetration goals are intentionally conservative. In planning for first-year
operations, the Port Commission and Wrangell Harbor Master prefer to underestimate revenue
projections.

B. PRODUCT STRATEGIES

The primary products that the Wrangell Marine Services Center can offer to customers are a
complete and convenient selection of marine center services, competitive prices, and high-quality
levels of service.

The specific marine services center product elements to be owned and operated by the City are:

/7
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the Marine Travelift,
year-round vessel and gear storage,
waste disposal, electricity and water services, and

/7
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transient moorage.

On-site or nearby ancillary services will be marketed as partnership businesses supporting the facility.
Such marketing will tell potential users that Wrangell has the capacity and skill to provide a wide
range of desirable products and services. Complementary products and services to be marketed in
conjunction with the facility include:

Skilled shipwright services
Vessel supply and equipment providers

/7
L X4
R/
0.0
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Fuel
Telephone/telecommunications
Showers/laundry

Groceries and restaurant services

X3
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Lodging
Tour products

K/
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Once a viable market for the marine services center is developed, additional products and services
will be added as warranted. The City will not provide these products and services, but will support
existing private industry and entrepreneurs through the development and lease-back of buildings and
equipment. Additional on-site products and services might include:

% Vessel repair setvices

% Vessel supply and equipment

C. SERVICE STRATEGIES

Competitive pricing and good service are recognized as critical to the success of the Wrangell Marine
Services Center. Once a customer has been attracted to the Wrangell Marine Services Center through
promotional strategies, competitive pricing and good service will determine whether the customer
returns and whether he or she recommends the facility to others. A significant number of charter
and recreational vessel operators are willing to visit the Wrangell Marine Services Center, but will only
revisit the facility if their experience is pleasant, welcoming and safe. The marine service center will
maintain high-quality facilities and services, and will employ well-trained, high-caliber staff. Word-of-
mouth referrals will be the facility’s most effective and least costly advertising tool.

Key service delivery elements will include:

% Consistent availability of services
=  Equipment and facilities operational
% Consistent hours of operation
=  Convenient
®= As published
¢ Clear and easy access to setvices
® Procedures and policies published and posted
= Fasy to access — no hassles
% Friendly environment
= Staff welcoming and courteous

The bottom line for the Wrangell Marine Services Center is: potential customers bave other
choices. To attract market share, therefore, the facility will position itself to be the most attractive
choice in terms of convenience and ease of operation, while keeping prices as competitive as
possible.
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D. PRICING STRATEGIES

Pricing will be a critical issue for the proposed Wrangell Marine Services Center for residents and
nonresidents. For nonresidents, it is imperative that the marine services center price its products
competitively with products found at competing harbor facilities within the Southeast marketplace.
Extreme price sensitivity exists among potential user groups, particularly commercial fishing and
charter vessel operators. In both cases, the economic pressures of highly competitive industries
mandate that operators keep their operating expenses as low as possible.

During the initial stages of operation, the Wrangell Marine Services Center will establish competitive
pricing levels. The overall intent will be to garner positive word-of-mouth and repeat business and to
remain competitively priced with other harbor facilities.

E. ADVERTISING, PUBLIC RELATIONS & PROMOTIONAL STRATEGIES

1. Commercial Fishing Vessels

A variety of promotional and advertising activities will be combined to reach the commercial fishing
market. The common message delivered will be that the fishing industry is an important component
of the Wrangell community and, as such, the community has positioned itself to meet a wider variety
of commercial fishing needs through the marine service center. Once awareness is developed and
fishers are utilizing the Wrangell Marine Service Center, word-of-mouth advertising will become vital
to the facility’s ultimate success. Strong efforts will be made to ensure that commercial fishing vessel
operator needs are met, high-quality levels of service are provided, and facility prices remain
competitive. A mix of the following activities will be used in a comprehensive strategy to attract the
commercial fishing vessel users:

R/
A X4

Advertising through a variety of print media

Direct-mail solicitations

Brochures/flyers strategically placed at other harbors

Promotions at various trade shows such as ComFish Alaska, and Fish Expo Workboat
Northwest

R/
A X4
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Print media will be an effective advertising tool if careful consideration is given to the print materials
the target audience is most likely to read. Community newspapers within competing areas such as
Petersburg, Ketchikan, Sitka and Juneau are examples of print media choices that will be utilized.
Trade journals such as the Alaska Commercial Fisherman, Alaska Fisherman’s Journal and Pacific Fishing are
also all high-potential advertising vehicles.

Direct-mail solicitation is another low-cost means of placing brochures or informational pieces
directly into the hands of the intended audience. A targeted mailing list will be generated through the
Commercial Fisheries Entry Commission (CFEC), located in Juneau. The CFEC database can be
sorted by various means such as type of fishery (i.e. purse seine), permit area fished, and/or zip code
of permit holders. This sorting allows different messages to be sent to different fishers. Out-of-state
fishers, for instance, will be sold on the benefits of year-round storage in Wrangell. The primary
drawback to direct-mail advertising is that the mailing may never be opened. Thus, direct-mail
advertising will make up only a part of the overall marketing strategy for this segment.

Brochures, notices and flyers will be posted on bulletin/informational boards at targeted locations
such as processing facilities, community stores, post offices, harbor masters’ offices and other
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popular establishments within the communities of Petersburg, Ketchikan, Juneau and Seward. This
effort is anticipated to draw attention to the Wrangell facility. This is being considered as another
low-cost method of reaching the intended market and will be a means of generating additional
product awareness. In utilizing this strategy, it is recognized that bulletin/informational boards can
become cluttered and marketing pieces can be buried. Thus, the advertising piece will be eye-
catching and will be able to be relocated.

Targeted trade shows such as the Pacific Marine Expo and Fish Expo WorkBoat Northwest in
Seattle and the Comm Fish Alaska Expo in Kodiak are additional potential locations to exhibit
marketing information. Trade shows will provide Wrangell marine service center personnel an
opportunity for in-person contact with the intended audience, and an opportunity to investigate what
other harbors or competing facilities are doing.

Each of the major Southeast Alaska harbors has an Internet site that provides valuable information
to commercial fishing vessel operators. The Wrangell Marine Services Center will be incorporated
into the existing Wrangell Port and Harbor Internet site that informs visiting commercial fishing
vessels about the location of the boat harbors, the availability of temporary moorage, whom to radio
before coming into the harbor and dock, all available services at the dock and the fees for utilizing
the services, all available services in the community and contact information, and harbor policies for
disposing of sewage, garbage, oil and other waste.

2. Charter and Recreational Visitors

No single marketing campaign will effectively reach all of the individual charter and recreational
vessel market segments. Therefore, a separate strategy will be developed for each segment. However,
the campaigns for both segments must emphasize the marine services center’s cost-effectiveness and
high-quality service. Convincing charter vessel operators to include Wrangell in their schedule is the
most important promotional activity the facility can undertake. This effort should be made in
conjunction with other City of Wrangell visitor marketing campaigns specifically directed to these
market segments.

Promotional strategies for recreational vessel operators follow:
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Word of mouth

* Advertising in published/printed cruising guides for the Southeast

Direct-mail to vessel owners or through newsletters of recreational vessel owner
associations

¢ Website

G

R/
%*

Promotional strategies for charter vessel operators follow:
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Membership and participation in regional charter associations
Direct-mail campaign
Development of incentive program for charter vessel operators
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Promotion at outdoor show

Each of the major harbors in Southeast has an Internet site that provides valuable information to
vessel owners. The Internet is an important marketing tool for reaching charter and recreational
vessel operators. The Wrangell Marine Services Center will be highlighted on the existing Wrangell
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Port and Harbor Internet site that informs visiting vessels of the center’s services, the location of
these services, and the fees for these services. The Internet site already covers the other harbor
services, such as availability of transient moorage, to whom operators should radio before coming
into the harbor and dock, all available services in the community and contact information, and harbor
policies for disposal of sewage, garbage, oil and other waste.

Of additional consideration will be existing state-level marketing efforts. Alaska is marketed as a
travel destination by the Alaska Travel Industry Association (ATIA), which targets the primary
markets of the U.S. and Canada, and the key international markets. The ATIA produces the Alaska
State Vacation Planner, carries out media advertising, produces special niche programs targeting
sport-fishing and eco-adventure tourism, provides public relations, and conducts market research.
Marketing for the Southeast region is achieved through organizations such as the Southeast
convention and visitors bureaus and chambers of commerce, and visitor centers of various Southeast
communities. The overall promotional strategy for the Wrangell Marine Services Center will
complement these important statewide and regional marketing efforts and, when relevant, the marine
service center will cooperate with existing marketing campaigns to best benefit from a small overall
marketing budget.
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IX. FINANCIAL PROJECTIONS

The following annual budget assumptions and anticipated cash flows for the Wrangell Marine Service
Center are based on the previously discussed improvements and investments. These budget
assumptions have been derived from business operating experience and/or discussions with owners
of similar marine service centers.

A. REVENUES

The ultimate success of the marine service center will depend heavily on two elements: 1)
encouraging existing transient vessels to utilize the marine service center products and services, and
2) attracting new vessels to Wrangell, specifically for marine service center products and services.
Due to the highly competitive nature of the marine service center industry and to the fact that vessels
receive the majority of their marine services from the community in which they are home-ported, it is
unrealistic to assume a large percentage of the vessel market will initially utilize the Wrangell Marine
Service Center.

A portion of revenue estimates are made based on the vessel lift rate. This lift rate will be $12 per
foot for round-trip Marine Travelift services. The rate was chosen following a review of Marine
Travelift rates in Southeast Alaska and statewide. The fee is a conservative estimate and is highly
competitive. Given the current industry conditions and marine service center practices, it is unlikely
the rate will ever need to be reduced.

Additional revenue estimates are made based on vessel and gear storage. These projections assume
that the uplands will be developed such that “stalls” are marketed for vessel and gear storage rental.
Stalls will vary in size and will offer vessel owners a variety of options. The leasing of stalls as
compared to the leasing of space based upon a vessel or gears square footage is a relatively new trend
this trend is becoming increasingly more popular.

B. ESTIMATED COSTS

The anticipated costs associated with the operation of the Wrangell Marine Service Center include
insurance, payroll, and maintenance and repair expenses. The City benefits from its ability to insure
the marine service center through its existing harbor insurance policy. Additionally, the City of
Wrangell will utilize its existing harbor offices, further reducing its overall operating expenditures.
The City of Wrangell also benefits from the ability to utilize the excess capacity of already employed
harbor personnel.

C. FINANCIAL SUMMARY

The undertaking of development of a mobile boat hoist and boat yard facility will be great. One of
the greatest obstacles, obtaining grant funding for Travelift purchase and initial site development, has
been addressed. Further obstacles include obtaining market support and a correct community level
fit. The potential demand for such a facility appears to be in place and the need for Wrangell to
diversify itself has been proven. Now appears to be the correct time for the development of a
Marine Service Center within Wrangell. Following is a cash flow analysis and a break down of
revenue and expense assumptions.
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Stall or Set SQFT
Space Lease Option

D. CASH FLOW ANALYSIS
1. Income & Cash Flow Assumptions
Annual Operation

Revenue
Round-trip Haul-out, & Blocking
Vessel Storage
Gear Storage
Utility and Miscellaneous Revenues
Gross Revenue
General/Administrative Expenses
Direct Labor
Staff Training
Site Use Tax
Utilities
Insurance
Promotion and Advertising
Equipment Maintenance
Depreciation
Amortization
Total General/Administrative Expenses

Operating Income Before Taxes
Cash Flow

Depreciation

Amortization

Cash Flow Before Taxes

Starting Year

$

p |5
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38,280
77,345
39,821

3,000

158,446

28,920
1,446
50,000
8,400
30,000
3,961
7,922
35,333
54,286

220,269

(61,823)

35,333
54,286

27,797




2. Annual Operating Assumptions

Stall or Set SQFT
Space Lease Option

a. REVENUES

Vessel Haulouts

36 - 50 foot
51 - 60 foot
61 - 70 foot
71 - 80 foot

greater than 81 foot
total

Vessel Storage

less than 21 foot
21 - 30 foot
31 - 40 foot
41 - 50 foot
51 - 60 foot

greater than 61 foot
total

Gear Storage

Crab

Shrimp Pot

Shrimp Beam Trawl
Long Line

Sein Nets

Gillnet

Troll

Fish Packer Equip

Utility Sales

Electricity

Est #

Avg. Size/ Foot

45
56
62
72
82

Space SOFT
240
312
700
900
2320
2440

Rate
$12/ft/rt
$12/ft/rt
$12/ft/rt
$12/ft/rt
$12/ft/rt

L hH B B H B

Revenues
14,040
15,456

5,208
2,592
984

38,280

Rate/ Month  Avg. # Months

$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft

Avg. SOFT  Avg. # Months Rate/ Month

4,534
420
1800

4453
576

19,493
128
200

L | © Ol o) B o B |

$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft
$0.18/sqft

# Vessel Use  Avg. # Months Rate/ Motnb

25

6
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Revenues

5,713

529

2,268
5,611

726

24,561

161

252

39,821

3,000

6 hH B H B B A

Revenues
2,765
2,696
13,104
11,664
40,090

7,027

77,345




Stall or Set SQFT
Space Lease Option
b. EXPENSES
Direct Labor

Harbor Department
Wage/ Hr Fringe Rate Total/ Hr Hrs/Year Annually

Supervisor $ 26.00 58% $ 4108 416 § 17,089
Laborer 18.00 33% 28.44 416 11,831
¢ 28920
Training
Annual Costs 3 1,446
Utilities
Utilities Per Month Months Annually
Electric/Oil/Gas $ 300 12 $ 3,600
Water 200 12 2,400
Septic 200 12 2,400
$ 8,400

Site Use Tax

Annual Costs 3 50,000
Insurance
Annual Costs $ 30,000

Promotion & Advertising

Annual Costs $ 3,961

Equipment & Facility Maintenance
Annual Costs $ 1.922

Depreciation
New Assets $ 35,335

Amortization
New Assets $ 54,286
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Stall or Set SQFT
Space Lease Option

3. Depreciation and Amortization Assumptions
L

NEW PURCHASES
1. Equipment Depreciation Cost Useful Life S/L
Years Depreciation
Marine Travelift $ 430,000 15 $ 28,667
Hydraulic Trailer 100,000 15 6,667
$ 530,000 $ 35,333
FACILITY IMPROVEMENTS
2. Amortization Cost Useful Life Amortization
Years
Construction Estimate $ 1,900,000 35 $ 54,286
$ 1,900,000 $ 54,286
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APPENDIX I: CITY OF WRANGELL OVERVIEW

1. Community Location & History

The City of Wrangell is located on the northwest tip of Wrangell Island, 155 miles south of Juneau,
approximately 90 nautical miles northwest of Ketchikan and 30 nautical miles south of Petersburg.
The community sits near the mouth of the Stikine River, a historic trade route to the Canadian
Interior.

Wrangell is one of the oldest non-Native settlements in Alaska, the second-oldest community in
Southeast Alaska, and the only Alaska city that has flown the flags of three nations: Russia, the
United Kingdom and the United States. Wrangell is located in the Wrangell Recording District and is
not part of an organized borough. The option of creating a borough is under investigation by the

City.

Wrangell is a Home Rule City with a Council-Manager form of government. It was incorporated in
1903. There is a seven-member city council, including an elected mayor. The current council
members and their term expirations are listed below.

CITY OF WRANGELL
FY2004 Crty COUNCIL MEMBERS
Valery McCandless, Mayor (2005)

Donald McConachie (2004) Mark Robinson (20006)
Gary Lewis (2005) William McMurren (2006)
Patricia Gilbert (2005) Judith Bakeberg (2004)

2. Community Population & Housing

The population of Wrangell has been slowly declining since the APC closure in 1994. In contrast,
Alaska’s population has increased 18.2 percent since the 1990 census. In 2003, according to the
Alaska Department of Commerce and Economic Development, the Wrangell population was 2,113,
approximately 51 percent male and 49 percent female. The majority of the population is white and
an estimated 20 percent are Native Alaskan. An estimated 31 percent of the population is under 19
years of age and 12 percent are 65 or older. According to 2000 Census data, a total of 1,092 housing
units exist, with 907 of them occupied. The median home value is $132,100. The labor force---
persons 16 years and older---consists of 1,711 persons. According to the Alaska Department of
Labor, unemployment is estimated at 8.5 percent. As of 1995, the state no longer collects or tracks
unemployment information for cities outside of organized boroughs. Thus, Wrangell’s current
unemployment statistic is combined with Petersburg’s. The median family income as of the 2000
census report was $54,167.

3. Economy

Wrangell’s economy has historically been based on natural resources, with emphasis placed on
mining, timber harvesting, manufacturing, fishing and fish processing. Today the local economy
relies largely on fishing and fish processing and, not unlike the rest of Alaska, tourism and related
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visitor industry products and services. Diver fisheries are also under development with the
harvesting of sea urchins, sea cucumbers, and geoducks. The local economy, again similar to the rest
of Alaska, has experienced several boom and bust periods. Likewise, the fishing industry is known
for its cyclical ups and downs. Timber industries have also been severely impacted by national policy
decisions and environmental issues.

4. Employment

The most noticeable change in Wrangell employment since the closure of APC has been the
diversification of industries and annual wage earnings. Specifically, the community has experienced a
decline in the number of manufacturing jobs and a noticeable increase in the number of local
government positions held. Prior to 1995, APC represented approximately 30 percent of the wage
earnings and 20 percent of the Wrangell jobs. In 2000, manufacturing represented 17 percent of
wage earnings or an estimated 78 jobs. Annual employee earning figures are in marked decline. State
records note a loss of $9 million in employee earnings between 1994 and 1995. In 2002, annual
employee figures showed gains of nearly $3 million over the low point of 1995, but total payroll
earnings have never returned to 1994 levels.

As of the 2000 census, 1,081 persons were employed. Of these 1,079 benefited from civilian
employment and 2 benefited from military employment. Unemployment was 8.5 percent and 530

persons were not in the labor force and were not seeking work.

Selected demographic and historical data for the community is provided below:

Wrangell Demographic and Historical Data

Population
2000 Census 2,308
1998 State of Alaska 2,589
1996 State of Alaska 2,595
1994 State of Alaska 2,659
1990 Census 2,479
1980 Census 2,184
1970 Census 2,029
1960 Census 1,315
1950 Census 1,263
Housing (2000 Census Data)
Occupied Housing 907
Vacant Housing Due to Seasonal Use 11
Other Vacant Housing 185
Economic Data (2000 Census Data)
Percent Unemployment 8.5%
Median Household Income $43,250
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5. Transportation

Wrangell is accessible via air and water. The state owns and runs the airport facility which consists of
a 6,000-foot-long by 150-foot-wide paved and lighted runway. Regular Alaska Airlines jet service
from Seattle and Juneau is available. Several local air charter services are also available. A seaplane
base is adjacent to the runway. Marine amenities include a breakwater, deep-draft dock, state ferry
terminal and mainline ferry services, two small boat harbors with neatly 500 slips total, and a boat
launch. Freight arrives via barge, ship, ferry, and cargo plane.

6. Utilities and Services

Water, electricity, wastewater service, and refuse collection are provided by the City of Wrangell. The
City also maintains roads. Water is delivered from two surface reservoirs south of town that supply
64 million gallons of filtered and treated water. The water is filtered through a state-of-the-art sand
filtration and ozonation plant. Wastewater is piped and treated at a state-of-the-art wastewater
treatment plant that provides service to most homes. An estimated 15 percent of residents have
individual septic systems. Nearly all homes are fully plumbed. The City-owned Wrangell Municipal
Light and Power supplies power to residents and businesses. Electricity is purchased from the state-
owned Tyee Lake Hydro Facility located 40 miles southeast. The City also has an 8+ megawatt diesel
generating facility as a backup source of power.
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APPENDIX II: COMPETITIVE ANALYSIS

The Wrangell Marine Service Center will provide a Marine Travelift and hydraulic trailer to meet the
needs of vessel owners. Additionally, a crane, boat launches and two railways to access the privately
owned boat repair facility---Wrangell Shipyard---are available within the community. Local
businesses will provide repair and maintenance services, including aluminum fabrication, welding,
fiberglassing, woodworking, diesel mechanic, and painting.

A. SOUTHEAST COMPETING HARBORS

Southeast Alaska is home to several ports with haul-out facilities and numerous repair and marine-
related service providers. The most directly competing marine service centers within the Southeast
region are in Petersburg, Ketchikan, Juneau, Sitka, Hoonah and Craig,.

1. Petersburg Harbor & Services

Petersburg has a large fishing fleet which competes with the Wrangell fishing fleet. The proximity of
the Petersburg marine service center to Wrangell makes it the closest and strongest competitor to the
Wrangell marine service center. Petersburg offers 499 berths and 105 transient spaces. As of 2003,
there were approximately 200 boats on the waiting list. The city has a 5-ton and a 2.5-ton crane at
the city dock, as well as two tidal grids that handle up to 200 tons. Several shipwrights are located
within the community and able to provide assistance to vessel owners and/or perform repairs. These
shipwrights can provide aluminum welding and repair, fiberglass and wood repairs, engine repairs,
and sales and servicing of marine electronics. Two private haul-out facilities are available: Petersburg
Shipwrights, Inc. and an operator of a Marine Travelift outside of the harbor.

Petersburg Shipwrights, located on the waterfront, performs the majority of Petersburg repairs and
services. On average, 300 vessels are pulled for work each year. The yard has a two-cradle, 300-ton
marine railway, which is able to let down and pull two boats each way per tide. There is also a
floating dry dock able to handle vessels up to 38 feet in length. The yard has a ship’s store offering
hardware and fishing supplies. The yard’s employees perform the majority of work on the vessels;
self-work is permitted but discouraged.

2. Ketchikan Harbor & Services

Ketchikan has six harbor facilities which offer 1,068 berths for moorage and space for approximately
250 transient vessels. Approximately 213 vessels are on the waiting list. There is a 70-foot by 90-
foot fishing gear float at Bar Harbor. The city offers four tidal grids. Three of them are at Thomas
Basin, which handles boats up to 80 feet long, and one is at Bar Harbor, which handles boats up to
75 feet long. Two repair yards provide service for aluminum, glass and wood boats as well as a
mobile welding service for dockside repairs. A variety of equipment and supply centers are available.
The community underwent a comprehensive study of its marine infrastructure and plans to make
improvements. There are two private haul-out facilities: Seaborne Marine and Refuge Cove Marina.

Seaborne Marine, a privately owned and operated facility, has a 150-ton Marine Travelift. The yard
covers approximately 2.5 acres and offers a work area for four vessels at a time. Vessel owners can
do their own work, or can contract outside labor. The yard charges a 10 percent fee on all outside
labor. No winter storage is provided and there is no interest in providing storage at this time
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Refuge Cove Marina is privately owned and operated. The facility has a 30-ton Marine Travelift, a
300-ton marine railway and a plane elevator. The yard covers approximately 7 acres and can
accommodate the storage of approximately 115 vessels with gear. Some services are provided within
the yard via private shipwrights. These shipwrights provide service to the vessel owners and pay the
marina a percentage of their fee to operate within the yard. Approximately 50 percent of the vessel
owners perform their own work and the remainder contract with shipwrights. A machine shop, a
diesel engine mechanic, hydraulic repair, and steel and aluminum fabrication are available.

Air Marine Company, Inc. also provides haul-out services with a 50-ton Marine Travelift and a
marine railway with 200-ton maximum capacity.

3. Juneau Harbor & Services

Juneau offers 864 berths and 500 spaces for transient vessels. The waiting list is now at 175 boats.
The downtown public harbor contains 800 feet of transient moorage for vessels up to 250 feet in
length. Three tidal grids are available at Auke Bay, Douglas Harbor and Harris Harbor. Six cranes
are available at the docks. The community is equipped to deal with vessels requiring minor repairs.
There are two private haul-out facilities: Deharts Marina and Juneau Marine Services.

Deharts Marina is privately owned and operates a 15-ton Marine Travelift. The yard covers
approximately 2 acres. Service is provided primarily for the local fleet. The yard stays busy in the
spring and does only emergency work in the winter months. The main operating months are from
April to September. The work provided is primarily bottom cleaning and painting or replacement of
zinc. Most of the work is done by vessel owners.

Juneau Marine Services leases a 35-ton Marine Travelift. The lift is owned jointly by the city of
Juneau and the University of Alaska Juneau, and is leased to a ptrivate owner/operator partnership.
The yard covers approximately 2 acres and has no space to store boats. The lift can pull three boats
per tide.

4. Sitka Harbor & Services

Sitka offers 1,500 berths and approximately 3,000 linear feet of transient moorage. The waiting list is
greater than 380 vessels. There are four tidal grids which can handle up to 58-foot-long seiners.
Many shipwrights are located within the community and able to provide assistance to vessel owners
and/or petform repairs. A variety of hardware stores and supply centers are available, as are two
repair yards---Halibut Point Marine and Allen Marine Way--- for aluminum, glass, and wood work.

Halibut Point Marine pulls vessels via a dockside crane or 88-ton-capacity Marine Travelift. The
facility has historically been operational year-round. The yard is approximately two acres in size and
is used primarily by owners doing their own work. Storage is available for net and gear as well as for
12 to 15 boats. The company has announced it will be closing shortly.

Allen Marine Way operates a 30-ton Marine Travelift. The lift is solely used for the vessels the
company manufactures and is not open to the public.
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5. Hoonab Harbor & Services

Hoonah has a variety of berth sizes and approximately 100 transient moorage spaces. There are two
tidal grids and a dockside hoist. General marine services and supplies are available within the
community. Harbor Marine purchased a trailer system to handle haul-outs of vessels up to 45 feet in
length. The community is actively working on the purchase of a Marine Travelift.

6. Craig Harbor & Services

Craig has 220 berths and 45 spaces for transient moorage. The waiting list totals 85 vessels. Some
private dryland storage is also available. There is a private dockside hoist and a crane with 3,700-
pound capacity, both available at the city dock for haul-outs. Four tidal grids are available: two can
handle vessels up to 40 feet in length, one can handle vessels up to 50 feet in length, and one can
handle vessels up to 100 feet in length. Prince of Whales Marina has a Marine Travelift that provides
mobile haul-outs. Outboard sales, engine repair and welding services are available.

Prince of Whales Marina is a private 60-ton Marine Travelift facility. The yard covers approximately
5 acres. The yard services vessels from Craig and from outside markets. A large percentage of
business comes from Ketchikan and from pleasure boats from other outside markets. The yard
depends on the tide to pull all vessels.

B. OTHER ALASKA COMPETING HARBORS

Commercial fishing vessels compete statewide, so facilities in regions outside of Southeast Alaska are
also considered to be rivals. Competing marine service centers within Southcentral Alaska are in
Anchorage, Whittier, Seward, Homer, the Kenai Peninsula and Kodiak. Additionally, marine service
center options and/or facilities are located in Valdez, Cordova, Sand Point and King Cove.

1. Anchorage Harbor & Services

In Anchorage, berths are available as space permits; fishing vessels must yield berths to cargo vessels.
Some dock space is available for transient boats. There is an area for dry storage at the mouth of
Ship Creek Point. This fenced area is served by a 50-ton mobile crane. Owners are permitted to
work on their vessels at the facility. Additional storage is available in private yards for 30-foot to 40-
foot vessels.

2. Whittier Harbor & Services

The Whittier Small Boat Harbor has 322 slips to accommodate vessels up to 54 feet in length.
Storage for dry gear and equipment is also available. The city provides a short-term, self-service
boatyard, and some marine services are available at local businesses and stores. Two tidal grids, a
crane hoist and a 25-ton Marine Travelift are available. A private boatyard provides skilled labor, but
vessels must be placed on a trailer to reach the boatyard.

3. Seward Harbor & Services

The Seward Small Boat Harbor completed an upgrade of the northern part of the harbor float system
during the winter of 2000-2001. The aging wood float system was replaced with state-of-the-art
concrete floats, utilities were upgraded and new ramps and fish-cleaning stations were added. The
harbor offers 565 berths, and 2,988 linear feet for transient vessels. Additional amenities include two
boat launch ramps, electricity, phones, potable water and fuel. Marine services include repairs for
aluminum, fiberglass and wood done by private businesses with mobile repair units. Boat owners
may do their own repairs or may hire services at all harbor haul-out stations, except on the Syncrolift.
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In two to five years, the city of Seward, in partnership with the U.S. Army Corps of Engineers, plans
an eastward expansion of the harbor, adding 300 to 350 slips. The city has secured $2.9 million from
the Department of Transportation and Public Facilities and a $1.3 million grant from the U.S.
Department of Commerce Economic Development Administration. The city anticipates that
revenue bonds will cover a majority of the slip construction costs. In conjunction with the harbor
expansion, the southern part of the harbor float system will be upgraded to concrete floats and
utilities.

4. Homer Harbor & Services

The Homer Port and Harbor has 920 berths and transient moorage for vessels up to 150 feet in
length. At the city dock, a private dockside hoist and a crane with 3,700 pound capacity are available
for haul-outs. A 400-ton commercial tidal grid is available, as is a private mobile crane for pulling
engines and gear. Marine services include repairs for aluminum, fiberglass and wood done by private
businesses with mobile repair units. Two private boatyards operate in Homer and provide skilled
labor or self-service yards. Northern Marine Enterprises has capacity for approximately 500 vessels
in its 22-acre gravel storage area. The facility is served by a 60-ton and 70-ton Marine Travelift.

5. Seldovia Harbor & Services

The Seldovia Small Boat Harbor has 149 berths and 125 feet of transient space. Amenities include a
new haul-out and wash-down facility, two tidal grids for vessels under 80 feet, dry-dock storage and

fenced uplands storage for vessels. The city provides an upland self-service boatyard charging $0.70
per foot for slip holders and $1.40 per foot for non-slip holders.

6. Kodiak Harbor & Services

The Kodiak Port and Harbor has two harbors that provide 600 berths for vessels up to 150 feet in
length. Transients and larger vessels, including the state ferry, cruise ships and cargo vessels, are
moored at the three deep-water piers. Two additional inner-harbor docks are available for vessels up
to 120 feet in length; the docks may also be used for loading and maintenance activities. Amenities
include a 925-foot blacktop staging area, complete with web-mending facilities. Short-term storage
on land for equipment and a limited number of vessels is also available, as is an area for staging of
fishing gear. Marine services include repairs for aluminum, fiberglass and wood done by private
businesses. Two private boatyards operate in Kodiak and provide skilled labor or self-service yards.
Both boatyards are located at the north end of town and have the capacity to lift 150 to 200 tons.

7. Valdez Harbor & Services

The Valdez Small Boat Harbor has 525 berths and dryland storage capacity for 100 vessels. An
additional 600 feet of open moorage is available for transients. The dock is equipped with 4,000- and
10,000-pound marine hoists, and a boat launch ramp that is usable at all tides. A hydraulic boat
trailer is capable of handling vessels up to 41 feet long and not more than 33,000 pounds. In 2002,
seven new floating stations and two upland fish-cleaning stations were added to the harbor facilities.
In 2003, two new concrete wash-down pads will be operating with water and electricity for vessels,
gear and equipment. Marine services include repairs for aluminum, fiberglass and wood done by
private businesses with mobile repair units. Additional services include marine supply stores, welding
and fabrication shops and commercial motor carriers.
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8. Cordova Harbor and Services

The Cordova Harbor and Port has 850 berths for vessels up to 100 feet in length. Amenities include
160-foot and 180-foot tidal grids, two launch ramps, vessel haul-out and storage, and gear storage.
The city provides an upland, self-service boatyard. Warehousing of equipment and gear is also
available. Marine services include outboard motor and engine repair, welding and machine shops.
Marine hardware and electronics are provided by local businesses. The harbor’s industrial area is
located near the larger docks and contains two private boatyards, both with skilled labor or self-
service yards.

9. Sand Point Harbor and Services

The city of Sand Point offers 148 berths for moorage and 2,000 feet of space for transients.
Additional storage is available on land. The city has a tidal grid that will handle up to 100-foot vessels
as well as a 35-ton and 150-ton Marine Travelift. Additional mobile cranes are available through
private businesses. Facilities include a small engine repair shop, two welding shops, a carpenter shop,
a marine electronics shop, and a fiberglassing business.

The Marine Travelift and boatyard facility is owned and operated by the city of Sand Point. The
facility operates year-round, pulling approximately 155 boats annually and offering storage to about
43 vessels. The city is working towards expanding the facility but currently operates on 3 to 4 acres.
Very few boats outside of King Cove use the facility. The yard allows self-work and provides only
the lift and storage as services. Welding, wood, and fiberglass shipwrights regularly work within the
facility.

10. King Cove Harbor and Services

King Cove offers 86 berths for moorage and 1,500 feet of transient moorage space, as well as upland
storage and 4 acres for crab pot storage. A tidal grid is available for vessels up to 80 feet long. A
150-ton Marine Travelift is also available. Additionally, the city offers a forklift and other heavy
equipment for vessel owner use.

The city of King Cove owns and operates the 150-ton Marine Travelift. The lift operates all year, and
serves 75 local vessels, 45 transient vessels and a smaller fleet traveling to the Bering Sea. The yard
covers approximately one acre and has room to store about 35 smaller boats. No services other than
haul-out and storage are available. The local cannery handles most of the service on boats.

C. COMPARATIVE ANALYSIS OF COMPETING HARBORS

The Wrangell Marine Service Center recognizes strong competition exists within Southeast Alaska.
Communities with facilities that will compete with the Wrangell Marine Service Center include
Petersburg, Sitka, Ketchikan, and Juneau. Southcentral Alaska areas with competing facilities include
Anchorage, Homer, the Kenai Peninsula, Kodiak, and Seward. Other potential competitors include
marine service centers in Valdez, Sand Point and King Cove.

Commercial, charter, and recreational vessel operators decide to use a harbor based on whether it
contains a lift and boatyard facilities. Then they review the harbor’s amenities and the cost of using
the amenities. The following tables summarize moorage availability in competing facilities, plus the
facilities’ rates for moorage, electricity and water.
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1. Capacities and Waitlists of Competing Harbors

Moorage is in demand statewide. As the demand for moorage stays strong, so will the demand for
dryland storage. Most harbors keep waitlists containing significant numbers of vessel
owners/operators waiting for moorage space. Strong demand for moorage is anticipated to continue
as long as the number of recreational vessels continues to increase. Similatly, strong consumer
demand for harbor-based infrastructure is driving the growth and expansion of harbors throughout
the state. The following tables show the capacity, waitlist numbers and expansion plans of select
Southeast harbors and other Alaskan harbors.

Harbor Moorage Space and Expansion of Competing Facilities
Southeast Alaska Harbors

Harbor Total Transient Wait Future
Facility Slips Space List Expansion
Petersburg 499 105 spaces 200+ boats  Proposed development of

Marine Travelift facilities
Comprehensive studies
Ketchikan 1,081 250 spaces or 4,633 feet 213 boats recently completed for
feasibility of future projects
Juneau 864 500 spaces 175 boats Improvement and expansion
of existing facilities ongoing

Sitka 1,500 3,000 ft at dock > 380 boats
Hoonah 100 spaces none
Craig 220 45 spaces 85 boats

Source: Alaska Fisherman’s Journal and personal communications.
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Harbor Moorage Space and Future Expansion of Competing Facilities

Other Alaska Harbors
Harbor Total Transient Wait Future
Facility Slips Space List Expansion
Cordova 850 300 ft dock for unloading 85 boats 2002 transportation
408 ft outside dock bond for upgrades
213 ft dock for USCG
Homer 920 4,000 ft at dock Yes 2002 expansion of 150 slips
4-5 yrs. for
40-ft. to 75-ft.
King Cove 86 1,500 ft at dock None
Kodiak 650 3 piers for large vessels Yes Long-term plans to
2 docks for unloading Short List expand if demand exists.
Ongoing upgrades.
Sand Point 148 2,000 ft at dock None
Seldovia 149 125 ft at dock Yes No
2 yrs.
Seward 502 2,500 ft at dock Yes 2004/05 expansion
5-6 yis. 300-350 slips &
upgrades to existing slips
Valdez 525 600 ft at dock Yes 5 yrs plan to expand harbor.
300 ft dock for unloading 5-6 yrs. 2002/03 upgtrades.
Whittier 350 4-6 slips per float Yes Private expansion.
10 yrs. Ongoing upgrades.

Soutce: Alaska Fisherman’s Jonrnal, harbor Internet sites and personal communications.

2. Moorage Rates of Competing Harbors

Moorage rates for competing harbors are generally based on vessel length, regardless of the width of
vessel. As a general rule, the rate charged per foot tends to increase at fixed intervals. Rates average
$.25 per foot per day, in excess of $2.00 per foot per month, and more than $20.00 per foot per year.
The following tables show the capacity, waitlist numbers and expansion plans of select Southeast
harbors and other Alaskan harbors.

Harbor Moorage Rates of Southeast Alaska Harbors

Harbor Daily Monthly Annually
Facility
Petersburg  $.25/foot $2.00/foot $24.00/ foot
Ketchikan $.34/foot $1.51-$1.80/foot $16.08/foot
Juneau $.27/foot $5.25/foot $400.00/slip
Sitka $.30/foot to 80’
$.50/foot to 150 $3.50/foot to 80’ $14.00/foot or
$.75/foot > 150° $5.00/foot > 81’ $3.15/foot/ quartetly
Hoonah $8.00/day up to 25’ N/A $13.00/foot
$1.00/day for ea. 3’
Craig $5.00 to $50.00 $2.30/foot $4.38/foot (3-months)

Source: Alaska Fisherman’s Journal, harbor Internet sites and personal communications.
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Harbor Moorage Rates of Other Alaska Harbors

Harbor Daily Monthly Annually
Facility
Cordova $.50 - $.60/foot $7.22/foot $20.65/foot
Homer N/A N/A $26.40/foot/year + $49
Kodiak $8.00-$15.75/foot N/A $20.50/foot
Vessels less than 63 ft. Vessels less than 87 ft.
Seldovia $.65/foot or $4.75/foot $16.30/foot
$.85/foot
if billed
Seward $.40/foot $5.55/foot $30.83/foot
Valdez $.40/foot $5.00/foot $15.00 - $16.50/foot
Whittier $.50/ foot $9.75/foot $30.00/ foot

Source: Alaska Fisherman’s Journal, harbor Internet sites and personal communications.

3. Rates for Dock Electricity and Water in Competing Harbors

Generally, harbor rates for dock electricity and water are competitive.

Rates for Dock Electricity & Water in Southeast Alaska Harbors

Harbor Electricity Potable

Facility Water
Petersburg With moorage > 17 foot At loading zones
Ketchikan $.10/foot/day Available no charge
Juneau Available on floats Available on floats
Sitka $25 minimum

$.75 per 1,000

Craig Available at berths Available at berths

Source: Alaska Fisherman’s Jonrnal, harbor Internet sites and personal communications.
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Rates for Dock Electricity & Water in Other Alaska Harbors

Harbor Electricity Potable
Facility Water

Cordova Less than 42 feet $.66 per 1,000 gals
$10.00/day vessels
Longer than 42 feet
$25.00/day vessels

Homer 110v - $8.25/day $10.30 per 1,000 gals
220v - $16.25/day 5,000 gallon
208v - $36.50/day minimum

Kodiak 120v - $10.00/day No charge
208v - $20.00/day
208v3ph - $30.00/day
or $.19 per kilowatt/hr.

Seldovia $55.00 meter deposit Charter boats pay
$15.00 hookup fee $50.00 per season or
$10.80/month plus $.12 $5.00 per day.
kilowatt/ht. or $8.00/day No charge for

recreational boats.

Seward $20.00 connect fee No charge for less
per kilowatt @ 125% of cost  than 1,000 gals;
plus $15.00 customer fee additional water

$4.25/1,000 gals

Valdez $20.00 connect fee No charge
$10.00 minimum or
$.165 per kilowatt/hr.

Whittier Chugach Electric rates No charge
plus $.09 fee per (starting 2003, fees
kilowatt/hr. will be charged)

Source: Alaska Fisherman’s Jonrnal, harbor Internet sites and personal communications.

City of Wrangell

Marine Setrvices Center Business Plan

Appendix 11 Page 9




Competing Facilities’ Boat Haul-out Fees & Boatyard Services

Harbor Equipment Capacity Haul-out Owner Boat
Facility Fee Repairs Yard
Cordova  Private Crane 160 ton Tidal Grids: Yes City
Steel Tidal Grid 250 ton/160 ft $22.00/day under 30 ft
Timber Tidal Grid 90 ton/180 ft $33.00/day 31 to 50 ft
Private Mobile Lift $66.00/day 51 to 70 ft
Trailer $66.00/day plus $1.00 per ft over 70 ft
Homer Steel Tidal Grid 400 ton/60 ft Tidal Grids: Yes Private
Wood Tidal Grid 59 ft $.51/ft/tide O to 50 ft
Private Crane Engines & gear  $1.90/ft/tde 51 to 80 ft
Private Travelift 55 feet $2.37/ft/tide 81 to 100 ft

$2.78/ft/tide 101 to 120 ft
$3.14/ft/tide 121 to 140 ft

King Travelift 150 Ton $13.00/ft up and back Yes City
Cove $6.50/ft for quick looks
Kodiak Tidal Grid 350 ton $1.00/ft/tide up to 75 ft Yes Private
$1.50/ft/tide longer than 75 ft
Fork Lift 4 ton $85.00/hour
Fork Lift 12 ton $95.00/hour
Private Travelift 150 ton
Seldovia 2 Tidal Grids 80 ft $15.00/ft/tide up to 32 ft Yes City
$34.00/ft/tide up to 60 ft
$47.50/ft/tide over 60 ft
Seward Travelift 50 ton $225/hour up to 50 ft Yes City &
Travelift 250 ton $330/hour up to 55 ft Private
Private Syncrolift 5,280 ton $10.00/ ft
Dockside Hoist Engines & gear
Valdez Travelift 60 ton $90.00/hour Yes City
Tidal Grid 250 ton $.75 to $1.00/ ft
3 Dockside Hoists 10,000 Ibs. $12.00/hour
Whittier 2 Tidal Grids $1.00/ft/tide Yes City &
Travelift 25 ton $175 long lift; $150 short lift; Private
$135 cradle lift plus $55/ht.
Crane Hoist Engines & gear ~ $20.00/hour

(2003 fees will increase)

Source: Alaska Fisherman’s Jonrnal, harbor Internet sites and personal communications.
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