
 

DOCKS AND HARBORS BOARD RETREAT AGENDA 

November 13, 2024 at 5:00 PM 

Port Director's Conference Room/Zoom Webinar 

https://juneau.zoom.us/j/81569794359 or (253)215-8782 Webinar ID: 815 6979 4359 Passcode: 612073 

A. CALL TO ORDER 

B. ROLL CALL: James Becker, Tyler Emerson, Clayton Hamilton, Debbie Hart, Matthew Leither, Nick Orr, 
Annette Smith, Shem Sooter and Don Etheridge. 

C. PORT DIRECTOR REQUESTS FOR AGENDA CHANGES 

D. PUBLIC PARTICIPATION ON NON-AGENDA ITEMS (not to exceed five minutes per person, or twenty minutes 
total time) 

E. ITEMS FOR INFORMATION/DISCUSSION 

1. Continuation of Board Retreat from November 12th  

F. ASSEMBLY LIAISON REPORT 

G. BOARD ADMINISTRATIVE MATTERS 

a.  November Operations-Planning Committee Meeting immediately follows adjournment. 

H. ADJOURNMENT 

ADA accommodations available upon request: Please contact the Clerk's office 36 hours prior to any meeting so 
arrangements can be made for closed captioning or sign language interpreter services depending on the meeting 
format. The Clerk's office telephone number is 586-5278, TDD 586-5351, e-mail: city.clerk@juneau.gov. 
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2024 Docks & Harbors Board Retreat 
November 12th &  13th 

Goals:  
1. Board members’ background, philosophy and strategic vision 

2. Prioritization of Capital Improvement Projects (CIP) and Docks & Harbors “needs” 
 

Tuesday, November 12th  
30,000 Foot View  

1700 Call to Order – Opening Remarks by Chair Etheridge/Port Director/Assembly Liaison 

1710 Introduction of each Board Member (4 minutes) each 
 a. Background 
 b. Motivation to serve on Board 
 c. Desired course for Board (the good, the bad and otherwise) 
1800  Port Director – Fund balances, fee increases, resources & execution 

1815 Commercial Fisheries Brainstorming 
 a.  Port Director on past accomplishment 
 b.  Fishermen’s Perspective:  Board members Becker/Hamilton/Emerson 
  c.   SWOT analysis (Strength, Weakness/Opportunity/Threats)  
1845 Commercial Property Policy Position – Port Director 

1915 2018 Strategic Retreat Project List and  Board guidance for November 13th 

1930 Law 101  

 

 

Wednesday, November 13th  
Sea Level View (+ 20 foot tidal range) 

1700 Call to Order – Opening Remarks by Chair Etheridge/Port Director/Assembly Liaison 

1710 Docks & Harbors – Project Efforts – Port Engineer 

1800  Docks & Harbors – Internal/public improvements - Harbormaster 

1830 Priorization 

 a.  CIP 
 b.  Legislative Priorities 
  c.   MPF 

d. Projects (maintenance/legislative/other) 
 
2000 Adjournment 
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Port of Juneau 
 
 
                 

155 Heritage Way • Juneau, AK 99801 
(907) 586-0292 Phone • (907) 586-0295 Fax 

 
From: Port Director 

To: Docks & Harbor Board 

Via: Operations-Planning Committee 

Date: September 16th, 2024 

Re: POTENTIAL COMMERCIAL USE WITHIN STATTER HARBOR  

At a recent Docks & Harbors board meeting, a member of the public spoke on a non-agenda item asking for 
permission to operate a commercial business within the boundaries of Statter Harbors.  I am redacting the 
specifics of his request for proprietary reasons.  He indicated a desire to operate a floating business on which he 
would cater to pedestrians passing by enroute to their vessels.   The consensus of the board was positive and 
directed me to meet and discuss with the individual. 
 
Myself, Harbormaster Creswell and Deputy Harbormaster Norbryhn met with the individual at Statter Harbor 
on September 3rd.  The individual explained his seasonal business plan and we asked him questions.  Here is a  
bulletized summary of that conversation: 

• Individual would build 16 foot by 16 foot to be moored within the skiff zone of Statter Harbor 
• The float would support a small building structure for his envisioned business 
• After checking with the USCG, individual indicated that the float does not require Coast Guard 

inspection or approval because it would never leave the harbor 
• Individual would like power and water but could provide small generator and hand carry water, if need 

be.  
• After individual checked with ADEC, there are no sanitary requirement needing special attention.  

 
After code review, the following are relevant to the discussion: 
 

85.25.050 - Commercial operations. 
No moorage space shall be sublet or rented to any firm or individual for the purpose of conducting any 
commercially oriented business enterprises at the facilities unless specifically authorized by the state and 
by the terms of the lease of the facilities from the state to the City and Borough, except that charter 
vessels, including aircraft, may pick up and discharge passengers at any space rented to such vessel or 
aircraft, but may not pick up or discharge cargo at any space or any other part of the facilities of the boat 
harbor, except as authorized by the port director pursuant to section 85.15.010. 
 
05 CBJAC 01.030 - Permit required. 
 
(a)No person may conduct commercial activities on docks and harbors department lands and facilities 
subject to these regulations except as authorized by a permit issued by the director. A permit under this 
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chapter is not required for activities conducted under a permit issued pursuant to other chapters in this 
title. 
(b)The director may issue a permit for commercial activities within a docks and harbors department land 
or facility as subject to such conditions as the director may impose and only upon a determination that 
the use as proposed: 

(1)Will not unreasonably impact the resources and facilities of the docks and harbors 
department; 
(2)Will not endanger the public health, safety, and welfare; and 
(3)Is not inconsistent with the docks and harbors department master plan and all subsidiary 
plans. 

(c)A permit may contain conditions reasonably required for the protection and use of the docks and 
harbors department land or facility for which the permit is granted, including limitations as to time, area, 
equipment, user loading, traffic, parking, discharges, noise, and other factors. 
(d)The director may deny a proposed use upon a reasonable determination that the use, alone or in 
combination with other uses, would exceed the carrying capacity of the area. The director shall 
determine the carrying capacity of an area taking into account the nature and extent of the use, the 
number of users, and the impacts likely to result from the use, including traffic, noise, public access, 
loading, the availability of parking and other factors. The director shall find that the carrying capacity of 
an area would be exceeded if it were more likely than not that the proposed use would unreasonably 
impact the resources and facilities of the docks and harbors department. 
If the cumulative impact of proposed uses would exceed the carrying capacity of the area, the director 
shall not award any permits for that area until the following procedure is followed: 

(1)The director shall notify all members of any group of applicants whose applications, taken 
together, propose uses in excess of the carrying capacity of an area. The notice shall identify the 
nature and extent of the impacts exceeding the carrying capacity, and shall invite the applicants 
to confer among themselves for the purpose of negotiating a resolution to the excess impacts 
issues. 
(2)The applicants may re-submit their applications which shall be granted if the director finds 
that the excess impact issues have been resolved and the applications otherwise meet the 
requirements of this section. If excess use issues remain unresolved, the director shall grant 
permits by lottery to the extent that such uses do not exceed the carrying capacity of the area. 

(e)A permit is transferable only with the permittee's entire business interest in activities conducted under 
the permit and only to a person who has successfully completed the permit application process. No 
credit will be given for any permit payments made by the previous holder of the permit. 
 
05 CBJAC 10.020 - Prohibitions. 
(a)A person shall not conduct any commercial activity within the downtown waterfront area except as 
authorized by a permit issued under this chapter by the director. Except as authorized by a permit, a 
person shall not within the downtown waterfront area: 

(1)Sell or offer to sell goods or services, 
(2)Construct, maintain, or use any structure, or 
(3)Use any loading zone. 

(b)Solicitation, advertisement, sales, use of loading zones or any other commercial activities without a 
permit issued pursuant to this chapter is a violation of CBJ 85.25.090 (11). 
(c)A person delinquent in the payment of fines, taxes, judgments or other monies owed to the city may 
not receive a permit. 
(d)No permit may be issued or reissued to any person whose prior permit hereunder was revoked. 
 

My staff and I are generally very support of enterprises which drive economic development within the City & 
Borough; however, we are also very prescriptive to the use of our facilities when it impacts primary users.   
Pros:  

• Opportunity for private entrepreneur to open new business 
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• Provided service may be well received by harbor patrons 

Cons:  
• Precedent setting 
• Loss of moorage 
• Potential pedestrian congestion  
• Inability to provide power & water to business  
• Should provide open & fair opportunity for other businesses to compete (i.e. not sole source) 
• Need to determine methodology for permit fee 

 
In summary, Docks & Harbors staff sees more challenges in the management of Statter Harbor than the net 
benefit to the Harbor Enterprise or benefit to harbor patrons. 

 
# 

 
Encl (1):  Statter Harbor map 
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Port of Juneau – Docks & Harbors
Rate Setting Project
City and Borough of Juneau

September 1, 2022

Section I, Item 6.
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Port of Juneau Rate Setting Project | City and Bureau of Juneau | 2 | September 1, 2022

Executive Summary
The City and Borough of Juneau Docks and Harbors (D&H)1  contracted HDR Engineering Inc. (HDR) to conduct a study 
of the D&H enterprise’s rate fee structure and on the impact of any potential rate changes to D&H stakeholders.

Key findings include: 

• Stakeholders are not likely sensitive to modest changes in rates.

• Based on anecdotal information provided by stakeholders selected by D&H, overall Rates are a small fraction of
users’ overall costs

• The use of the consumer price index for rate indexing should be re-assessed. Wage rates, which represent about
one half of D&H expenditures, have greatly outpaced CPI over the last decade. The current indexation may be
inadequate to keep up with cost pressures for D&H.

• To ensure alignment with the established rate setting principles, D&H’s rates should be increased to ensure
D&H assets are maintained in a state of good repair. Existing reserve balances are inadequate to maintain these
assets.

• The magnitude of the required rate increases is dependent on D&H’s future capital program for expansion /
new assets. The greater the capital requirements, the higher the rate increase.

• Docks and Harbors should maintain a replacement reserve analysis and forward-looking capital plan to
determine the degree to which Funds balances and rates are sufficient to deal with ongoing maintenance and
future capital investment requirements.

• Future increases would be tied to any needs identified by the ongoing replacement reserve analysis plus reflect
any investments in new assets.

• Based on the replacement reserve analysis conducted through this study, current D&H funding is insufficient to
maintain assets in a state of good repair.

• The funding gap could be narrowed or eliminated in at least two different ways:

1. Additional funding from CBJ.
2. Increasing rates – D&H rates would have to increase about 9 percent to eliminate the gap.
3. Some combination of the above.

• Overall Rates are a small fraction of users’ overall costs which suggests a 9 percent rate increase could be
obtained without any deleterious user impacts.

1		 D&H will be used in this report

Section I, Item 6.
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1
Introduction & Purpose

The City and Borough of Juneau Docks and Harbors (D&H) is an Assembly administered Enterprise that serves 
recreational users, commercial fishers, commercial charter operators, live-aboard vessels, commercial boat yard use, 
and cruise ship passengers and crews. D&H oversees several harbors and the two downtown cruise berths. 

The Docks enterprise oversees the cruise ship terminal docks. The primary stakeholders are the cruise lines that visit 
Juneau. The Harbors enterprise is responsible for several harbors used by commercial, recreational, and live-aboard 
vessel owners. These include Douglas Harbor, Harris Harbor, Aurora Harbor, and Statter Harbor. Users at these harbors 
include recreational vessels, commercial fishing vessels, and live-aboard vessel owners. Charter operators also use 
Statter Harbor, Auke Bay, and the downtown facilities. Harbor enterprise assets also includes launch ramps for vessels, 
parking, and other revenue generating assets.

D&H contracted HDR Engineering Inc. (HDR) to conduct a study of D&H Enterprise’s rate fee structure. The current 
rates cover the full range of services, including permits (e.g., loading permits and tour sales permits), dockage, port 
maintenance, port development, moorage, passenger, and several other fees. D&H receives little support from other 
sources (e.g., state) so the revenue from these rates needs to cover current operating expenses as well as future 
capital expenditures.  D&H faces a potential revenue shortfall as costs have increased in recent years and assets need 
to be maintained in a state of good repair in future years. Consequently, D&H will need to explore both mitigating 
expenditures and augmenting revenues. 

As part of this effort, HDR considered both cost-based (i.e., based on costs of providing services) and market-based 
approaches. The latter includes both looking at market comparable metrics, as well as marked demand-based 
approaches (e.g., increasing rates in cases where demand outstrips supply). HDR performed the following services.

• Conducted a thorough review of applicable documents related to current tariffs, facilities, users, and D&H
budget.

• Facilitated stakeholder outreach to tenants, key stakeholders, and other user groups. Meetings provided insights
to sensitivity to rate changes and the potential effects of those changes on usage. Meetings also provided
information for later tasks such as the tariff review and proposed harbor rate schedule.

• Review of D&H’s current tariff structure with an emphasis on potential pricing anomalies and rates creating
potential market distortions.

• Developed a rate methodology for proposed types of adjustments to rates to address revenue objectives to
recoup costs (operating and future capital projects to maintain assets in a state of good repair and for any
improvements). Per discussions with D&H, HDR was to focus on the largest revenue generating user categories,
generally those revenue sources that accounted for about 80 percent of total revenues.

• The rate methodology is founded on a “replacement reserve” type of analysis to identify the level of annual
cashflow needed to appropriately maintain D&H’s assets to ensure they are maintained in a state of good repair
and additional reserves are available for new capital assets.2  The details of the analysis are documented in an
MS Excel proforma financial model that is provided as a project deliverable. The model can be updated over
time to ensure that sufficient reserves are available in the future.

2	 Based on cost information provided by D&H as opposed to an independent assessment of needs as would be the case in a rigorous replacement reserve analysis.

Section I, Item 6.
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2
D&H Revenues & Expenditures3

Revenues
D&H has revenue streams for each of the Docks Enterprise and Harbor Enterprise. Revenues are not commingled 
between Docks and Harbors. Revenues for Docks in fiscal year (FY) 2021 was historically low due to COVID and 
its impact on the cruise line industry worldwide. Juneau is the Southeast Alaska cruise hub and the largest cruise 
destination for the state. 99% of all cruise visitors in the region visit Juneau compared to 90 percent for Ketchikan.4  
Historically, revenues have been nearly $2 million per year, with a positive spike in FY2019. Dock revenue comes from 
moorage and vessel weight-based charges for cruise ships. Head tax related charges for cruise passengers do not 
accrue to D&H but rather are received by D&H from CBJ to fund projects and to cover dock related debt service. Cruise 
related charges for the passenger head tax are lower than that of Ketchikan, the next largest cruise destination. 

Revenues for Harbors were nearly $4.1 million in FY2021 and in the previous five years were between $4.2 and $4.6 
million. Harbors revenues come from a more diverse set of sources and user groups. The largest sources of revenue by 
vessel user groups include recreation vessels, commercial fishing, luxury charters, launch ramp users, and the live-
aboard community. At about $1.7 million, recreational vessels are the largest source of revenue by far. Other important 
user groups include commercial leases, vendor booth permits, and parking.5 

COVID-19 had a major impact on the distribution of D&H revenues by source. Examining pre-COVID revenues (2019 
CY (calendar year)) provides a better picture for rate planning purposes. Revenues derived from recreational vessels 
and cruise ships accounted for 56.6 percent of total D&H revenues in 2019. Commercial leases are the next largest 
source at 16.1 percent. More than 80% of D&H revenues are concentrated from recreation vessels, cruise ships, 
commercial leases, commercial fishing, and vendor booth permits. A myriad of other revenues sources comprises the 
remaining revenue base. 

For the vessel user groups, revenue from moorage 
fees at the four primary harbors (Statter Harbor, 
Douglas Harbor, Harris Harbor, and Aurora 
Harbor) are the largest source of revenues.  D&H 
does not differentiate between user types but 
does set differential charges for daily, monthly, bi-
annual, and annual.  One can also pay for reserved 
space at Statter Harbor. In addition to moorage 
fees, there is also a residence surcharge for live-
aboard users. Launch ramp users pay for either a 
daily or annual permit and D&H has different rates 
for recreational and commercial users.

An important issue to note is that there is 
common usage at many of the harbors thus D&H 
is not able to differentiate charges by type of user. It is also not certain based on our financial review if costs of providing 
services (especially at Douglas Harbor, Harris Harbor, and Aurora Harbor) are different at each of the relevant harbors. 
This would also apply to different ramps used by ramp users.

3	 Revenue and expenditure data provided by D&H to HDR on December 15, 2021, email attachments “Docks Funds Balance Overview” and Harbor Fund Balance Overview’.
4	 Economic Impact Report, Cruise Lines International Association – Alaska. https://akcruise.org/economy/economic-impact-by-region/
5	 An October 8, 2021, memo from the Port Director to the Dock and Harbors Finance Sub-Committee (Defining Docks & Harbors User Groups) lists revenues by user groups.

Figure 1.	 Distribution of CBJ Revenues, 2019 CY 
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D&H moorage rates for daily and monthly are in general much lower than that from other Alaska port facilities (see 
Figure 2 and Figure 3). D&H differentiates moorage rates by facility for monthly (and annual) for downtown harbors 
versus Auke Bay which is remote.

Figure 2.	 2020 Comparison of Daily Moorage Rates, dollars per foot, 2020
Light blue area reflects the difference between the pre-paid rates at Wrangell ($0.48/foot) and the invoiced rates at Wrangell ($0.98/foot)

Figure 3.	 Comparison of Monthly Moorage Rates, dollars per foot, 2020
Light blue area reflects the difference between the reserved rates at Seward ($9.97/foot) and the transient rates at Seward ($10.92/foot)

Section I, Item 6.
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When annual moorage rates are examined, D&H downtown rates are higher than most other facilities, with the 
exception of Homer, Whittier and D&H’s Auke Bay facility. 

In general, about half of D&H moorage revenues for both downtown harbors and Statter Harbor are based on the 
monthly tariff. For downtown, less than 10 percent of revenues are based on the daily tariff whereas for Statter Harbor, 
about 27% of revenues are based on the daily tariff. 6

Port Expenditures
Use of revenues from Docks and Harbors users is not commingled and goes to providing services and maintaining 
assets in a state of good repair for each area, respectively. 

COVID had a significant negative impact on cruise ship passenger counts which form the basis of revenues for Docks. 
Pre-COVID, the budgeted expenses for Docks were $1.95 million and actual expenses were $1.71 million. In the previous 
five years actual expenses ranged from about $1.19 million to about $1.73 million.  While in most years actual expenses 
were less than budgeted expenses, there was a shortfall in FY 2021.  Combined with reduced revenue due to COVID, 
the Docks funds balance decreased substantially in FY 2021.  The FY 2021 fund balance is about $1.82 million.  The 
Dock Fund balance in 2021 is less than half of 2018 levels due to COVID-19 and capital investments in 2019. 

COVID did not have much of an impact on Harbor revenues as most of the user base is local. As noted above, revenues 
have been steadily increasing from about $3.4 million in FY 2013 to nearly $4.6 million in FY 2021.  During this time, 
budgeted expenses have also gone up proportionally with actual expenses increasing somewhat less.  Harbors fund 
balances have also declined materially since 2013, amounting to $1.4M at the end of FY2021, of which $791,900 is 
restricted for debt service. The drawdown in balances mainly relates to capital outlays of about $7.4M over that time-
period.  As with Docks, Harbors needs to set aside these funds for future contingencies.  Unlike Docks, Harbors serve a 
wider range of stakeholders. As such, there is a more diverse set of possible issues to deal with in the future.  

6	 Based on 2019 fiscal year data.

Figure 4.	 Comparison of Annual Moorage Rates, dollars per foot, 2020
Light blue area for Seward reflects the difference between the reserved rates at Seward ($26.97/foot) and the transient rates at Seward 
($58.94/foot). Light blue area for Ketchikan reflects the difference between the Inside City rates at Ketchikan ($34.48/foot) and the Outside 
City rates at Ketchikan ($40.98/foot). 
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D&H needs to set aside these funds for future contingencies.  This includes years with poor financial results (e.g., FY 
2021) and years when D&H incurs additional costs to maintain assets in a state of good repair.  As assets age, these 
expenses can increase exponentially.  This is especially so for higher valued assets used for servicing cruise vessels.  
As such, it is especially important to maintain a robust funds balance to be able to service and replace assets at their 
scheduled time.

Almost half7 of D&H expenditures (excluding capital) are related to personnel. While D&H rates are now indexed to 
inflation, we have seen that general wage inflation has far exceeded that of the Consumer Price Index. If these trends 
continue, the indexation of D&H rates will likely be insufficient to keep up with changes to labor rates. Other measures 
of inflation may be more suitable for indexing D&H rates.

Figure 5 and Figure 6 provide a summary of revenue, expenditure, and fund balances from 2013 to 2021. 

Figure 6.	 CBJ Docks Fund Balance, 2013 to 2021 

7	 From FY2013 to FY 2021, personnel expenditures were 48% of non-capital expenditures. This data was provided by D&H for 2013-2021.

Figure 5.	 Wage versus CPI Inflation, 2012 - 2021
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Figure 7.	 CBJ Harbors Fund Balance, 2013 - 2021

Expenditures for both Docks and Harbors consist of fixed personnel and building costs and some generally fixed 
operations and maintenance costs. As noted above, maintaining assets in a state of good repair also requires variable 
costs that occur every few years and can result in spikes in expenditures.8  Additionally, some of the variable costs will 
be for major rehabilitation and even entire replacement of assets that require a significant infusion of funds that require 
setting aside money in reserves. This would also apply to any proposed new assets. 

As such, HDR recommends that D&H maintain a rigorous replacement reserve analysis to determine the amount of 
funds needed to deal with these state of good repair issues. This would allow D&H to establish rates to accumulate 
adequate reserves every year to have these funds (i.e., escrow funds annually to pay for major expenses when they 
occur). Part of this exercise would include assigning annual cost schedules for each of the facilities D&H maintains. 
Some of the costs are specific to maintaining the infrastructure and others are shared costs (e.g., general D&H 
personnel costs). Having a better idea of future expenditures is essential for establishing the revenues required to 
fund these expenditures. Once that is established, it also provides a better framework for establish rates to meet these 
revenue targets. 

Through this rate setting project, HDR developed a financial model to estimate to establish a replacement reserve 
analysis that can be used to determine the level of rates required to maintain D&H’s assets in a state of good repair and 
to provide for future capital needs. Using D&H asset and cost inputs9, HDR has estimated the rate increase necessary to 
fund D&H’s financial needs. 

8	 A November 19, 2021, memo from the Port Director to the Board and City Manager (FY2021 Review – Docks & Harbors Operations) highlights several recent projects  
(see item #5).

9	 The cost information was exogenous to this study and provided by D&H. HDR has not independently validated these inputs.
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3
Stakeholder Perspectives

Between April 5th and 9th, 2022, HDR conducted outreach with different D&H user groups. HDR conducted the 
outreach to ascertain sensitivity to any changes in rates and services and how any changes might affect their business 
model (commercial users) and harbor usage (non-commercial users). The responses are confidential and as such are 
not included in the report. 10 

Outreach User Group participants were:

10	 Responses are not to be interpreted as results from a census of all users, but rather responses from groups of individuals selected by D&H.

• Cruise Lines
• Charter Operators

• Recreation Boaters
• Launch Ramp Users

• Live-Aboard Community
• Commercial Fishing

General points raised during the outreach included:

Docks
• Alaska is a world class cruise line destination and the stop at Juneau is an integral part of the cruise (e.g., taking

in a whale watching charter).

• Current cruise related taxes and fees (D&H, state, etc.) are a small part of total Cruise trip costs for passengers
(cruise, airfare to Seattle, charters, and other expenses). Any modest changes to these taxes are not likely to
alter a decision to take a cruise to Alaska.

» However, D&H needs to take into consideration any rate change at other ports.

• Cruise lines would value certainty in any potential rate increase and would prefer any increase to be set 12 to 18
months in advance to adequately incorporate into their business model and itineraries.

Harbors
• For recreational boaters in general, the fees paid to D&H are only a small component of the total costs of

boating. The major cost drivers include the costs of the boat, fuel, insurance, etc. Boating is a way of life for
recreational boaters. The more price sensitive recreational boaters may opt for using launch ramps instead of
paying moorage, but this also implies that they bear the costs of storing and transporting the boat (truck, and
trailer chassis). In some cases, a recreational boater may both moor a vessel and use launch ramps depending
on a variety of circumstances.

• There are not many substitutes to the services D&H offers recreational boaters and most are pleased with
existing service levels. Given this and that D&H related costs are not a large component of total costs,
recreational boaters would not likely change their behavior much if there were a modest fee increase.

• Nearly all charter boat customers are out-of-state visitors disembarking from cruise lines. The Juneau cruise is
often an integral component of their trip. If you take a cruise to Alaska, you are likely going to take a charter in
Juneau unless price points change drastically for them.

• Moorage is not one of the top cost drivers for charter operators. That being said, typical charter rates range from
$140-$200 so there is relatively more price sensitivity to D&H rates than for cruise lines. This presents more of
an issue if the rate in question were a head tax rather than a moorage rates; the latter being a small component

Section I, Item 6.
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of total costs for charter operators.

• D&H related costs are not a top cost driver for commercial fishing vessels. Primary cost drivers are vessel
costs, crew, fuel, etc. However, they may be price takes (i.e., accept what processors offer) and their ability to
pass along costs may depend as much on general prices for their products increasing. In the case of vertically
integrated fisheries/processors this is less of an issue.

• The live-aboard community use their vessels as both house boats and for recreational boating. Boating
is more than just a way of life (i.e., primary hobby) but also where they live. Since there is also a monthly
residence surcharge (in addition to moorage), D&H fees make up a higher share of costs than for purely
recreation vessels. However, as these vessels are also house boats, D&H fees not only need to be put in
context of recreational vessels costs but also costs of housing. As such, one can consider D&H related fees as
a percentage of recreational boating and housing costs. In many cases, these house boats are somewhat larger
than a purely recreational vessel and entail greater operational costs than a purely recreational vessel due to
their dual purpose. The live-aboard option represents a lower-cost housing option for the community which
may be in the interest of the municipality. However, the community shares and competes for space with other
users and as such are not any different from that standpoint to D&H with respect to setting fair and equitable
rates for D&H services.

• The demand for parking at Statter Harbor is greater than supply.

• The demand for reserved spaces is greater than supply.

• Nearly all stakeholders would rather not have a cut in service levels, and many would be willing to pay a modest
amount more to maintain or increase service levels.
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4
Perspectives on Changing Rates and Elasticity of Demand

When setting rates (and any prices in general), gauging the sensitivity of users to price changes is paramount. 
The economic term for this sensitivity is “price elasticity.” Changes that reduce output less (less elastic) are more 
economically efficient than those that lead to larger changes in the demand for services. Often this entails charging 
different prices for different users or differential pricing based on quantity or quality. This exercise becomes more 
challenging when pricing for shared facilities so differential pricing by group is not practical and often politically 
risky. D&H’s current rate structure does provide for discounts based on quantity, or to be precise duration (daily, 
monthly, semi-annual, and annual). Moving forward there are a few points to consider that are useful in providing rate 
recommendations.

•	 The more substitutes are available for a product or service, the more “elastic” or sensitive demand is to changes
in prices. Conversely, when fewer substitutes are available prices are less elastic.

•	 When the cost of the service in question is only a small component of total user costs, changes in the costs of
that service matter less to the overall usage of the overall service (e.g., costs of state license plates as a ratio of
costs to operating a vehicle).

•	 A product or service is currently underpriced if demand for it is greater than the available supply.

•	 Products or services that provide more value should be priced higher than services that provide less value.

•	 Differential pricing (by group, quantity, or quality) that increases overall demand the most is more economically
efficient. Conversely, rate increases that decrease output the least are more efficient than rate increases that
decrease output more.

•	 Economically efficient differential pricing is based on charging lower elasticity groups relatively more. This is the
essence of “Ramsey pricing” that is used in rate setting by utilities and other similar entities.

•	 Providing better (lower per unit) pricing when buying in bulk or for longer-term contracts makes economic
sense if it increases demand more than uniform pricing.

	» However, these discounts need to be put in context of the user. For example, if the longer-term contract
also provides more value (over and above the price break) to the user (e.g., improved certainty of having
a parking spot in your office building’s garage) then D&H needs to be cautious in providing too large a
price break.

	» Similarly, longer-term users may be less price elastic to changes in rates since the overall service (e.g.,
less uncertainty on finding a space, less hassle compared to getting daily permits, etc.) is of great value.
As above, D&H needs to exercise caution in setting too large a price break. Further, given the likelihood
of the group being less price elastic to changes in rates, one would expect to see less changes to demand
than with changes to relatively more elastic daily users.

	» A review of moorage rates shows that in many cases the implied daily rate of paying monthly (assuming
you use the service daily) is only about a ¼ of the daily rate. This appears to be a steep discount. For
launch ramp users the implied daily rate is much lower.
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5
Rate Setting Principles

When reviewing potential rate setting actions, it is critical to review and understand not just the users of the service 
but also the principles or objectives that the rate setter has established. It is important to note that the D&H Enterprise 
funds are operated and financed in a manner similar to private business with the objective to provide goods and 
services to the general public on a continuing basis and be financed or recovered primarily through user charges. 

D&H Docks and Harbors has a well-articulated set of principles/criteria and are documented in the Docks & Harbors - 
Rate Setting Policy that we summarize and paraphrase below. Any rate changes or restructuring must be aligned with 
these principles.

4. Rates must be fair and reasonable – a defined and consistent approach and striving to allocate an equitable
share of the cost to every user.

5. Rates must be consistent - establishing this rate setting policy we will have a consistent approach to every rate
and rate change.

6. Rates must be supported by data and an explanation of how the data justifies the rate.
7. Rates must be sufficient to support the operations of docks and harbors.
8. Rates must replace capital investments.
9. Rates must build reserves for contingencies and future growth.
10. Where currently significant disparity exists between the cost allocation to user groups these need to be

adjusted in a fair and appropriate manner.

The rate setting policy is quite robust and broadly consistent with policies applied in other ports. The policy is set with a 
focus of the D&H Enterprise to operate as a business entity and not as a public entity with broader societal objectives; 
that purpose rests at the municipality itself. The D&H Enterprises must set rates to cover operational costs, maintain 
existing assets and to build reserves to fund future growth. In establishing new rates, care must be taken to ensure that 
the rates are fair, consistent, and equitable across user groups.     

In assessing how the current rates align with the Docks & Harbors - Rate Setting Policy, we offer the following:

1. Rates must be fair and reasonable:

a. Passenger head tax rates for Docks apply to cruise passengers are lower than that charged at
Ketchikan but higher than that charged at Skagway. Juneau is the featured Alaska cruise destination
and has the largest number of cruise visitors per year than any other Alaska destination. The rates are
in general a very small share of a passenger’s total cost for that cruise.

b. Rates for Harbors are established without differentiation between individual user groups and can
therefore be considered fair. The equity and value of having such large discounts provided for longer
term users relative to daily users is an issue worth exploring further. Overall Harbor rates are a small
portion of any one user’s total usage cost.

2. Rates must be consistent.

a. D&H have now established rates to be inflation adjusted going forward to facilitate consistency.
Existing rates are now indexed to consumer inflation. Other inflation indices may be better aligned with
port related cost drivers and should be considered.
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3. Rates must be supported by data and an explanation of how the data justifies the rate.

a. From a market-oriented viewpoint existing rates are well supported.
b. Rates are a small fraction of users’ overall costs.
c. Facility utilization is high.
d. There are no real competitive alternatives.
e. Users have indicated that they are not sensitive to modest price changes which is consistent with the

evidence in a-to-d above.
f. From a cost orientation viewpoint, there is not well documented evidence of the cost by service or a

projection of the future costs for asset renewal and new infrastructure.

4. Rates must be sufficient to support the operations of docks and harbors.

a. Rates currently do cover annual operational expenses for Harbors and pre-COVID covered Docks
operational expenses.

5. Rates must replace capital investments.

a. It is unclear from existing financial data and reports that existing rates are sufficient to build reserves
to fund new assets and existing asset replacement. Existing fund balances for both Docks and Harbors
are significantly lower than previous levels. The replacement reserve analysis that follows indicates
that existing rates are not sufficient.

6. Rates must build reserves for contingencies and future growth.

a. It is unclear from existing financial data and reports that existing rates are sufficient to build reserves
to fund new assets and existing asset replacement. Existing fund balances for both Docks and Harbors
are significantly lower than previous levels. The replacement reserve analysis that follows indicates
that existing rates are not sufficient.

7. Where currently significant disparity exists between the cost allocation to user groups these need to be
adjusted in a fair and appropriate manner.

a. For Harbors, the rate approach does not distinguish between user groups. There is a large price
differential between daily rates versus the implicit daily rate associated with the longer-term rates. This
equity related to this disparity should be explored further.

The following observations/reservations are based on the above:

1. D&H should continue to view their rate setting philosophy with a business-oriented philosophy.
2. D&H could raise rates from existing levels without any deleterious impacts on users or any negative competitive

consequences for Docks and Harbors.
3. D&H should assess the relative price differentials and implied “volume” discounts between daily and long-term

moorage rates.
4. D&H should set future rates to augment fund balances so that funds are available to maintain existing

infrastructure and support the acquisition of future assets.
5. The reserve analysis that follows indicates that current rates are inadequate to maintain assets in a state of

good repair and support future growth.
6. D&H should consider other mechanisms for indexing rates as opposed to consumer inflation.
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6
Replacement Reserve Analysis (RRA)

A replacement reserve analysis is a long run capital planning process that will help D&H anticipate the financial 
requirements for the repair and replacement of port facilities and the acquisition of additional assets. The output of the 
replacement reserve analysis is an estimate of the annual reserve that should be set aside to maintain D&H’s facilities in 
a state of good repair.11 

To conduct the RRA, the following inputs are required for each D&H facility:

• Average remaining life of the facility;
• The replacement cost of the facility; and,
• The potential external funding available for the asset replacement from non-D&H funding sources.

These inputs were collected for all D&H facilities and documented in the financial model provided as a project 
deliverable.12 The total replacement value in 2022 dollars for all D&H facilities is estimated to be $195.2 million.  

The annual profile of the required replacement expenditures over the next 40 years is provided below. These estimates 
are net of potential external funding that could be used to fund the facility replacements at least partially. These external 
funding sources include but are not limited to federal discretionary grant funding, passenger fees and ADOT Harbor 
Grants.

Figure 8.	 Annual reserve requirements by year, 2020

The RRA assumes that when an asset reaches the end of its “average remaining life”, it is fully replaced and therefore 
funding is required. As illustrated in Figure 8, there are some years in which there are no assets reach the end of 
their remaining life and no replacement expenditures required. In other years, some assets do reach the end of their 
remaining life and they are assumed to be replaced with large funding requirements such as in 2040 where $8.7M is 
required.  

The total reserve requirement by facility is provided below in 2022 dollars. Some of the replacements will receive 
funding from external sources and are therefore for D&H, the net expenditure estimates are the most relevant.

11	 HDR discussed the need to have such an analysis during monthly Board meetings. This exercise is a result of those suggestions and discussions with D&H during the 
development of the report.

12	 The data was provided by D&H staff. HDR did not independently verify these data.
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Table 1 – Reserve Requirement by Facility

GROSS EXPENDITURES FUNDING NET EXPENDITURES
Statter $31.0 M $15.2 M $15.8 M
S Aurora $24.3 M $11.6 M $12.7 M
Douglas $13.9 M $6.6 M $7.3 M
Harris $13.4 M $6.4 M $7.0 M
ABLF $7.0 M  $ 0 $7.0 M
N Aurora $7.2 M $3.6 M $3.6 M
Wayside Park Float $3.1 M  $ 0 $3.1 M
ABLF Uplands $3.0 M  $ 0 $3.0 M
Statter Uplands $2.4 M  $ 0 $2.4 M
Taku Harbor $4.3 M $2.1 M $2.3 M
ABMS $1.6 M  $ 0 $1.6 M
Seawalk $31.3 M $29.8 M $1.5 M
Norway Point Float $1.4 M  $ 0 $1.4 M
National Guard Dock $1.3 M  $ 0 $1.3 M
Port of Juneau Uplands $19.2 M $18.3 M $0.9 M
Harris Harbor Uplands $0.7 M  $ 0 $0.7 M
Amalga $2.2 M $1.6 M $0.6 M
AS Pontoon $11.8 M $11.2 M $0.6 M
CT Pontoon $10.0 M $9.5 M $0.5 M
N Douglas Boat Launch $0.8 M $0.4 M $0.4 M
Echo Cove $0.5 M $0.3 M $0.3 M
Aurora Harbor Uplands $0.3 M  $ 0 $0.3 M
Douglas Harbour Uplands $0.2 M  $ 0 $0.2 M
IVF $2.6 M $2.5 M $0.1 M
PFO $1.6 M $1.5 M $0.1 M

TOTAL $195.2 M $120.4 M $74.7 M

The RRA converts the 40 years of annual replacement related expenditures to an equivalent annual amount. To do this, the 40 
years of expenditures are discounted to a present value using a real discount rate of 3%.13   Then, this present value is converted 
into  an  annual equivalent amount reflecting the 40-year planning horizon. 

The annual amount required to maintain D&H facilities in a state of good repair going forward is $1.9M. That is, to maintain 
D&H’s existing facilities, D&H revenues must exceed expenditures by $1.9 M per year to be able to establish reserves that can be 
used to maintain and replace assets once they reach the end of their asset life. This $1.9 M estimate excludes any capital needs 
for new facilities or other assets. 

If we examine the three years prior to COVID-19, D&H revenues exceeded non-capital expenditures by about $1.2 M (in 2022$) 
per year which is about $0.7M less than that identified through the RRA. Existing fund balances can be used to contribute to the 
replacement of assets, but the total fund balance is only $3.3M at the end of fiscal 2021 which is equivalent to only $0.1 million 
per year over a 40-year horizon. D&H’s funding gap, excluding any net capital investment in new infrastructure, is about $0.6M a 
year. Any planned capital projects would have to also be funded which would add to this shortfall.

The RRA was conducted for the combined assets of D&H. Managing D&H assets and rates from a holistic perspective would 
provide D&H management greater flexibility in financial planning.

The details (e.g., data inputs, assumptions, and methods) of the RRA are provided as a separate deliverable – the D&H Financial 
Model coded in MS Excel.

13	 See OMB Circular A-4 p.33 https://www.whitehouse.gov/wp-content/uploads/legacy_drupal_files/omb/circulars/A4/a-4.pdf
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7
Rate Recommendations

Setting rates is a policy issue that must be determined by D&H. It must reflect D&H’s rate setting principles, policy 
objectives and future capital program. If we re-examine, D&H’s rating principles we note that it is core to principles that 
rates must be sufficient to support the operations of docks and harbors, rates must replace capital investments, and 
that rates must build reserves for contingencies and future growth. 

We find that based on the RRA, D&H’s existing funding is inadequate to achieve these objectives. To meet D&H’s policy 
objectives, additional funding is required to provide sufficient reserves to fund asset replacement to fund any capital 
investment in new infrastructure. The additional funding could come from: direct new funding from D&H, through 
increasing D&H rates, or through any combination of the above. 

To eliminate the funding gap solely through D&H rates, an average increase of about nine percent would be required. 
We do believe that a rate increase of that magnitude would not have any deleterious impacts on D&H users.

HDR makes the following recommendations:

1. D&H make a one-time increase for all rates to meet their capital replacement requirements as well as their
future capital program. Based on the Replacement Reserve Analysis, the magnitude of the increase would have
to be nine percent to for asset replacements. The actual rate increase should also reflect their capital plan for
new infrastructure investments.

2. D&H provide an advance notice to users of the one-time increase of 12 months.

3. D&H maintain the indexation of rates and fees. However, using consumer inflation to adjust rates is not
entirely reflective of D&H Docks and Harbors cost pressures (e.g., rising wage rates greater than the CPI) and
alternative cost indices more reflective of the D&H operating environment should be explored.

4. D&H should consider removing the firewall between docks and harbors to provide greater flexibility in meeting
financial obligations (i.e., balancing financial statements).

5. For the purposes of this study, HDR is proposing an across-the-board increase.  In the future, D&H may wish to
differentiate increases by source (facility) but that is outside the scope of this report.
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Port of Juneau 
 
 
                 

155 S. Seward Street • Juneau, AK 99801 
(907) 586-0292 Phone • (907) 586-0295 Fax 

 
 

From: Port Director  
 
To: Docks & Harbors Board  

Date: October 12th, 2022 

 
Re: SUMMARY OF RATE SETTING PROJECT REPORT  

1.  At the September 29th, 2022 regular Board meeting, I was directed to provide a summary of 
the HDR Rate Setting Project report dated September 1st, 2022.  To provide context to the 
requested summary, it may be helpful to review the process.  Early in 2021, Docks & Harbors 
staff proposed increases to certain fees in anticipation of significant future lease expenditure 
from the UAS property.  Staff’s recommendations included rate increases for resident surcharge 
which apply to live aboards and dockage charges which assesses fees to vessels for berthing at 
the Steamship Wharf, the Cruise Ship Terminal, the Intermediate Vessel Float, the Port Field 
Office Float, and the Inside of the Cruise Ship Terminal.  The genesis to pursue an outside 
consultant was due, partially, from the Board not advancing fee increase recommendations as 
well as the Assembly failing to adopt recommended fee increase regulations.   

 
2.  Key chronological timeline of the project include: 

• April-September, 2021 – Board, Committee & Sub-Committee discuss merits of 
outside consultant for harbor rate study  

• September 30th,  2021 – Board Approval for solicitation of RFP for Rate Study  
• November 9th, 2021 – Three consulting companies submitted RFP for consideration 
• November 18th,  2021 – Board approval of Docks & Harbor Rate Setting Policy 
• November 24th, 2021 – Selection Team short-lists two consultants for oral interviews 
• December 9th, 2021 – Selection Team completes oral interviews  
• December 9th, 2021 – Posting Notice issued selecting HDR as the successful proposer 
• December 13th, 2021 – Port Director begins contract negotiation with HDR 
• January 14th, 2022 – Port Director/HDR sign contractual agreement  
• January 27th, 2022 – Board approves contract execution with HDR-Alaska, Inc with 

requirement for HDR representation at Board meetings to answer questions 
• February 24th, 2022 – HDR representative at regular Board meeting 
• March 31th, 2022 - HDR representative at regular Board meeting 
• April 5th, 7th & 8th – HDR Conducts interviews with seven port/harbor user groups 
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• April 28th, 2022 - HDR representative at regular Board meeting 
• May 26th, 2022 - HDR representative at regular Board meeting 
• June 3rd, 2022 – First Rate Study iteration submitted 
• August 5th, 2022 – Second Rate Study iteration submitted 
• September 1st, 2022 – Third Rate Study iteration submitted  
• September 21st, 2022 – Port of Juneau – Docks & Harbors Rate Setting Project posted 

on Operations-Planning Committee Agenda  
 

3.  The intended purpose of the study, as stated in the Request for Proposal (RFP) was:  
 
The purpose of this document is to solicit proposals from qualified consultants to enter into a 
contract to conduct a study of the Docks & Harbors rate fee structure. The intent is to determine 
a sustainable, equitable rate structure based on the existing facility infrastructural and services 
to support commercial and recreational users of the harbor facilities. In addition to validating 
the financial planning for the Harbor Enterprise, the consultant will conduct a market study for 
the fees associated with the CBJ owned cruise ship docks. 
 
The HDR/CBJ agreement signed on January 14th, 2022 agreed to a contract for $36,169.   
 
CONTRACTUAL RELATIONSHIP. The parties intend that an independent Consultant/City 
relationship will be created by this Contract. City is interested only in the results to be achieved, 
and the conduct and control of the work will lie solely with the Consultant. Consultant is not 
considered an agent or employee of City for any purpose, and the employees of Consultant are 
not entitled to any benefits that City provides for City's employees.  

 
4. Specific Consultant tasks include: 
 
TASK DESCRIPTION  STATUS 
Task 1  
Project 
Management 

Consultant will provide general project 
management activities. This includes allocating 
and coordinating appropriate labor resources, 
maintaining project financials and scheduling, 
and preparing monthly invoices.  

On going 

Task 2  
Stakeholder 
Interviews  
 
 

Consultant will conduct up to eight interviews 
with City general management, tenants/ user 
groups, and other key stakeholders (e.g., cruise 
lines) as identified by City. These interviews will 
provide stakeholder input for subsequent tasks 
such as the tariff review (i.e., CBJ Docks and 
Harbors fees and rates recognizing that CBJ 
does not have a formal tariff document) and 
proposed adjustments to tariffs.  

Complete 

Task 3 
Document 
Review  
 

Consultant will conduct a review of applicable 
documents related to current tariffs, facilities, 
users, and City budget. This task will assist in 
the review of the tariff structure and 
recommendation of types of adjustments in 
later tasks.  

Complete 
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Task 4  
Tariff Review 

Consultant will conduct a review of City’s 
current tariff structure, including rates and 
provisions. HDR will give special emphasis to 
comparisons to general industry standards. 
Based on this analysis, Consultant will 
recommend adjustments in Task 5 to benefit 
City and meet their objectives.  

Complete 

Task 5  
Rate 
Methodology  
 

Consultant will recommend types of 
adjustments to tariffs. This will provide a basis 
for determining what essential changes should 
be made to meet City’s financial objectives 
(revenues and to recoup costs). Targets will 
include meeting desired annual operating 
expenses to support Enterprise budgets. 
Special consideration will be given to market 
rates that cruise lines can pay 

 

Task 6  
Draft Report 
and Review  
 

Consultant will prepare a draft report for review 
by CBJ officials and key stakeholders selected 
by them. Consultant will respond to comments 
on the written draft and to those provided during 
the presentation. As part of this task, consultant 
will develop key messaging and talking points 
to explain the methodology, findings, and 
recommendations. Consultant will also provide 
handouts and a PowerPoint presentation to the 
Board and the Port Director and prepare staff 
for meetings.  

Report received for review; 
Pending Consultant 
PowerPoint Presentation 

Task 7  
Final Report  
 

Consultant will address comments on the draft 
report and produce a final report within seven 
days following receipt of comments.  

Pending 

Task 8 
As-Needed 
Tasks  
 

Consultant will provide as-needed tasks to 
support additional requests from CBJ such as 
facilitation of conversations with applicable 
Municipal leadership and during presentations 
to the Board and coaching to CBJ staff to 
present and in preparation to answer all 
potential questions related to the report and 
recommendations. Work under this task will be 
invoiced as Time and Materials and will only be 
performed with written approval from City. 
Consultant shall be compensated a lump sum 
amount of Amount for satisfactory performance 
of professional services described in this 
contract and in accordance with the 
Consultant’s Fee Proposal. 

This includes HDR 
representation at Docks & 
Harbors regular Board 
meeting.  
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4.  The Executive Summary provides the consultant’s findings.   Based on those comments, I 
make the following observations: 
 

a. The consultant’s interviews with seven user groups revealed that Juneau stakeholders 
would not be sensitive to modest rate increases.  Broadly speaking, this seems 
accurate as Juneauites are dependent on marine access whether for recreation or for 
small business operations.  The facilities which Docks & Harbors manages, although 
not a monopoly within the Borough, does provide maritime services which are 
typically better maintained and at a lower cost to user groups when compared to 
private like-facilities.  Certainly, it makes senses that those individuals interviewed 
would be willing to pay more when compared with alternatives including the private 
Juneau marinas or other SE Alaska community options.  

b. Harbor rates are a small fraction of vessel ownership is indeed a true statement.  This 
could have been made stronger with examples but the contractor is not obligated to do 
so.  Whether it be commercial fishermen with costs associated with vessel loans, fish 
permits, fuel, gear, crew, insurance, bait, maintenance & operating costs, moorage is 
a relatively small component.  The same would be true for charter operators or 
recreational launch ramp users.  In 2022, fuel costs most likely drove the vessel 
ownership costs over any other expenditure.  From a rational mind (or public policy 
perspective), harbor rates will generally yield contentious public discussion.  This is 
due to other operating costs generally being discretionary whereas harbor rates are 
known to be influenced by the local voting citizens. 

c. The identification that enacting CPI will not result in a sustainable revenue over time 
is correct.  As salaries are half of all annual operating costs, adjusting fees simply for 
inflation will not keep pace with raising personnel costs.  This is primarily due to 
longevity pay and triannual wage negotiations which typically outstrip CPI. 

d. Funding should be allocated to ensure Docks & Harbors assets are maintained in state 
of good repair.   Over the past decade, emphasis has been placed on recapitalization 
of facilities which exceeded 50 years and were well-past useful life.   With the future 
completion of Aurora Harbor, a majority of all small boat harbor floats will be have 
recently replaced.  Next in line for replacement will be old Statter floats at 35-years in 
service with Harris Harbor and old Douglas Harbor floats at both at 20-years in 
service.  During this past decade efforts have been made to extend the useful life of 
facilities: increasing the freeboard of floats, high quality material and installation of 
sacrificial zinc anodes will all contribute to a durable and long-lasting product.   
When Aurora Harbor is finished, the Harbor Enterprise should consider a healthy 
maintenance fund to keep harbor floats from falling into disrepair as well as upland 
needs such as parking lot lighting and paving. 

e. The magnitude of rate increase is proportionate to the desired capital expansion. As 
long as there are ideas for expanding new/repurposed marine infrastructure there will 
be projects.  Future “new-start” projects do not necessitate having full funding 
availability as there currently are grant opportunities for municipalities.  It is always 
helpful to have, say 10% of an estimated new CIP available for planning, permitting 
and design as well as demonstrating commitment with local grant match. 
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f. Maintaining Replacement Reserve Analysis (RRA).   The study encourages $1.9M 
per year as a benchmark, collectively for Docks Enterprise and Harbors Enterprise.  
This number is derived from 40 years of annual replacement of existing 
infrastructure, estimated at $195M and assuming availability of grant or passenger fee 
for recapitalization.  This reserve would provide a capital plan to assist in the 
maintenance and future investment requirements.   The report acknowledges that 
Docks & Harbors currently does not generate sufficient revenue to reach that 
benchmark and suggests increasing rated or additional funding from CBJ.  As an 
Enterprise operations, Docks & Harbors should not expect to receive additional fiscal 
support from the Assembly.  

g. The consultant proposes a 9% increase across all fees could be obtained without user 
impact. This modest fee increase could increase revenues approximately $700K.  The 
consultants reviewed pre-COVID revenues which suggested $1.2M as the net positive 
income flow.   Although it may have been beneficial to have recommendations for 
specific, individual fees from the consultant, the contractual language of the 
agreement is met.  From a pragmatic perspective, an increase of all fees managed by 
Docks & Harbors is cumbersome.   Perhaps increasing the largest of our fees should 
be increased (moorage, dockage, launch ramp, residential surcharges) with the 
smaller generated revenues (vessel salvage, passenger for hire, electrical fees, etc) be 
raised to effect public policy goals.  

# 
 

Encl:  Port of Juneau – Docks & Harbors Rate Setting Project dated September 1, 2022 
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CBJ Capital Improvement Program  Fiscal Years 2025-2030

Priority FY25 FY26 FY27 FY28 FY29 Future

SIX-YEAR DEPARTMENT IMPROVEMENT PLANS

Division - Project
Parking Garage 32 75,000,000$              
Relocate/Construct FAA ATCT 33 50,000,000$              

Airport Total:  4,300,000$            14,250,000$           7,700,000$             4,900,000$            21,150,000$           317,150,000$            

Deferred Maintenance 1 3,000,000$            3,000,000$             3,000,000$             3,000,000$            3,000,000$             
Bartlett Emergency Department (ED) 
Renovation/Expansion 2 12,000,000$          

15,000,000$          3,000,000$             3,000,000$             3,000,000$            3,000,000$             -$                               

Aurora Harbor Phase IV 1 8,500,000$            600,000$               
Aurora Harbor Improvements 2 1,500,000$            
Cost Share w/ACOE - Statter Breakwater 
Feasibility Study 3 500,000$               500,000$                500,000$                
Shore Power at 16B 4 5,000,000$            5,000,000$             5,000,000$             5,000,000$            5,000,000$             30,000,000$              
Statter Harbor Phase IIID - Paving 
(Docks Enterprise) 5 2,500,000$             1,500,000$             
Deck Over People's Wharf/USS JUNEAU 
Memorial (Docks) 6 6,000,000$             
Echo Cove Float Addition 7 250,000$                
Small Cruise Ship Infrastructure (Docks 
Enterprise) 8 25,000,000$           
Reestablishment: Emergency Vessel 
Loading Float(Docks) 9 1,000,000$            
Downtown Piling 
Inspection/Recapitalization (Docks) 10 5,000,000$            
Cruise Ship Docks - Zinc Anode 
Replacement (Docks) 11 4,000,000$             
Statter Breakwater Replacement 12 20,000,000$           
Aurora Harbor Drive Down Float 13 1,000,000$             
North Douglas Boat Ramp 
Design/Permitting 14 250,000$                
North Douglas Boat Ramp Improvements 15 20,000,000$          
Marine Services Facility (Haul-out) 16 25,000,000$              
Aurora Harbor Security Gates 17 150,000$                
Aurora Harbor Restroom 18 150,000$                
Douglas Harbor Uplands 19 5,000,000$             
Douglas Harbor Security Gates 20 100,000$                
Statter Harbor Shop/Garage/Storage 
Facility 21 1,500,000$                
Statter Harbor Security Gates 22 100,000$               
Aurora Harbor Dredging - Tug Slips 23 350,000$                   

Docks & Harbors

BRH

BRH Total:  
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CBJ Capital Improvement Program  Fiscal Years 2025-2030

Priority FY25 FY26 FY27 FY28 FY29 Future

SIX-YEAR DEPARTMENT IMPROVEMENT PLANS

Division - Project
Juneau Fisheries Terminal 24 25,000,000$              
Auke Bay Non-Motorized Coastal 
Transportation Link 25 12,500,000$              
Fish Sales Facility - Harris Harbor 26 1,000,000$                

Docks & Harbor Total: 15,500,000$          15,800,000$           52,100,000$           31,700,000$          14,000,000$           95,350,000$              

New Septic System for Campus 1 200,000$               
Brown Maintenance Shop Fortification 
Engineering 2 50,000$                 
Fish Creek Lodge Covered Deck 
Engineered Solution 3 30,000$                 
Fish Creek Lodge Kitchen Improvements 
and Misc. Repairs 4 35,000$                 100,000$                
Trail Maintenance Labor 5 35,000$                 
Porcupine Lodge Retail Shop Expansion 
Engineered Design 6 30,000$                  250,000$                
Black Bear Chair Drive Terminal 
Enclosure Engineered Design 7 30,000$                  
Snowmaking Airline Expansion & 
Improvements 8 70,000$                  
Weather Station Automation 9 10,000$                  
Parking Lot Repair and Expansion 
Planning 10 200,000$                400,000$               
Hooter Chair 11 50,000$                  
Lift Parts 12 15,000$                  15,000$                  15,000$                 15,000$                  
Black Bear Chair Drive Terminal 
Enclosure Construction 13 100,000$                
Eaglecrest Employee & Tourism 
Workforce Housing 14 12,000,000$              
Porcupine Chair Weather Cover 15 10,000$                  
Patrol Locker Room Expansion 16 30,000$                  
Summer Road Upgrades 17 200,000$               
Porcupine Chair Haul Rope 18 30,000$                  
Care Taker Residence Rebuild 19 150,000$                
Ptarmigan Replacement 20 4,000,000$                
Hooter Replacement 21 3,000,000$             

350,000$               495,000$                445,000$                615,000$               3,165,000$             16,000,000$              Eaglecrest Ski Area Total:  

Eaglecrest Ski Area
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From: Carl Uchytil, P.E.  
 Port Director 
 
To: Alexandra Pierce 
 Tourism Manager 
Via: (1) Docks & Harbors Operations-Planning  
 (2) Docks & Harbors Board 
Date: December 29th, 2023 
Re: FY 2025 Marine Passenger Fee (MPF) Request 

 
Port of Juneau 
 

155 Heritage Way• Juneau, AK 99801 
(907) 586-0292 Phone • (907) 586-0295 Fax 

 

 
1. Attached for your consideration is a list of FY25 Marine Passenger Fee requests from Docks & 
Harbors. This list was discussed by the Docks & Harbors Operations-Planning Committee at its 
December 20th meeting and approved at its December 28th, 2023 regular board meeting.   
2. Docks & Harbors is very appreciative of the financial support received thorough this process.  
Please know that the MPF generously provided to the Docks Enterprise provides approximately 
one-third of all revenue collected.  In November, the Assembly approved a 9% Docks Enterprise 
fee increase in 2024. Broadly speaking, this is the first fee increase since 2007; however, MPF will 
remain an important revenue source to the financial health of this Enterprise. 
 
3. Please contact me should you have questions at 586-0282. 

 
# 

 
Encl:  (1) FY25 Docks & Harbors Marine Passenger Fee Request 
 
Copy:  City Manager 
Parks & Recreation  
Finance Department  
 

 
  

 reviewed 12/20
approved 12/28
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CBJ Docks and Harbors Board 
FY2025 Marine Passenger Fee Request 

Page 1 of 10 
 

Enclosure (1)  
   

 

 

 

 
Statter Harbor Phase IIID  
(Curb, gutter, paving & Baywalk) 

 
Descriptions:  Docks & Harbors has been diligently and methodically building out the Statter Harbor 
infrastructure since 2011.  Statter Phase III is specifically designated to provide services to assist in 
passengers embarking on charter vessel excursions.  Phase IIID would provide curb, gutter, paving and 
Baywalk amenities to complete the improvements for the charter operators.  The November 2022 
estimate for this work was $3.5M and the existing CIP has $1.5M available. 

 
Marine Passenger Fee Funds Requested (FY25): $2,500,000 (Total estimated project cost $4M) 

 
Benefits: This project would provide a clean and finished appearance at Statter Harbor, including the 
continuation of the Baywalk through the various Statter Harbor facilities (launch ramp, bus staging, 
bathroom and Harbor Office) . 

 
Maintenance and Operation Responsibility: Docks & Harbors is responsible for all ongoing maintenance 
and operating expenses and will use Enterprise funds for these expenses. 

 
Project Contact: Matthew Sill, Port Engineer, or Carl Uchytil, CBJ Port Director 586-0292. 
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CBJ Docks and Harbors Board 
FY2025 Marine Passenger Fee Request 

Page 2 of 10 
 

Enclosure (1)  
   

 

 

 

Area Wide Port Operations 
 

Descriptions: CBJ’s cruise ship docks and associated infrastructure are run as an enterprise fund 
established by local ordinance. All expenses and revenues associated with operating and maintaining 
CBJ’s cruise ship docks and associated infrastructure are accounted within this fund. The CBJ Assembly 
has placed these assets under the responsibility of the Docks and Harbors Board. CBJ Ordinance Title 85 
requires the Board to be self-supporting, generating revenues sufficient to meet the operating costs of 
the Docks Enterprise.  The Board has established a number of fees to generate revenues from users of 
the assets. The Board has calibrated these fees to assure the overall revenue generated by the 
enterprise equals the overall cost of running the enterprise. 

 
Many of the uplands assets are used by entities which it is not possible, feasible, or acceptable to charge 
fees. As a result, users paying fees are subsidizing users that do not pay fees. The services provided to 
these users are area wide in nature benefiting the general public and cruise ship passengers of private 
docks. As part of this fee request, the Board identified services that are area wide in nature. 

 

Board identified the following services: 
1. Year round maintenance and monitoring of Marine Park. 
2. Maintenance and operation of public parking at the Columbia Lot and seasonal public parking at 

the Steamship Wharf Plaza and the Visitor’s Center Lot. 
3. Maintenance and operation of unrestricted pedestrian access along the waterfront at the public 

docks. 
4. Year round maintenance and monitoring of Peratrovich Plaza.  
5. Costs associated with landscape maintenance services throughout the Downtown Waterfront.  
6. Providing area wide port security.  Of note are new Coast Guard requirements to validate credentials 

of passengers and crew returning to the cruise ships.  New security structures have provided greater 
efficiencies but the resultant is greater staff responsibilities to meet the Facility Security Plan.  [Note 
an additional $300K MPF request for “Port of Call” access control is included in this year’s request.] 

7. Billing and collecting CBJ area wide fees for all docks. 
8. Maintenance & repairs of Visitor’s Kiosk. 

The Board reviewed its FY22 budget and apportioned expenses associated with these services. Based on 
its review, it estimates that about 20% of the annual docks budget is attributable to area wide services. 

 
Marine Passenger Fee Funds Requested (FY25): $275,000 

 
Benefits: This approach is supported by the cruise ship industry since it is more equitable than raising 
dockage fees, although Docks & Harbors is considering fee increases. This approach meets the intent of 
the marine passenger fee since the services benefit all cruise ship passengers, not just the passengers at 
the public docks. This approach allows the Docks and Harbors Board to direct part of the dock lease 
revenues to the much needed rebuild effort of the small boat harbors reducing the need for fee 
increases at the harbors. 

 
Maintenance and Operation Responsibility: CBJ is responsible for all ongoing maintenance and 
operating expenses and will use local Docks enterprise funds for these expenses. 

 

Project Contact: Teena Larson, Admin Officer or Carl Uchytil, CBJ Port Director 586-0292. 
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CBJ Docks and Harbors Board 
FY2025 Marine Passenger Fee Request 

Page 3 of 10 
 

Enclosure (1)  
   

 

 

 

 

Port-Customs and Visitor Center Buildings Maintenance Support 
 

Project Descriptions: The Port-Customs and Visitor Center buildings are located on the downtown 
Juneau waterfront, an area that serves in excess of one and a half million cruise ship passengers each 
year. Docks and Harbors, an enterprise operation, is responsible for costs associated with operating the 
Port-Customs and Visitor Center Buildings. Expenses include all utilities (water, sewage, electrical, alarm 
monitoring) and facility support (parking lot, plaza, snow removal, janitorial and general maintenance). 
The two buildings comprise approximately 4450 square feet in area. Maintenance costs are estimated at 
$2.66 per square foot per month equaling $142,000. 

 
Marine Passenger Fee Funds Requested (FY25): $142,000 

Project Review: The Port-Customs Building was completed in May 2011 with the Visitor Center 
completion in June 2012. The project which included the buildings, infill dock construction, covered 
shelters, landscaping and plaza cost approximately $9M and was funded with Marine Passenger Fees. 
The Port-Customs Building is occupied by the US Customs and Border Protection (CBP) and Docks and 
Harbors staff. CBP claims to be exempt from any costs associated with their operations within a port. 
The Visitor Center Building is occupied by the Travel Juneau, a non-profit organization for the purpose of 
supporting cruise passenger inquiries. The Travel Juneau budget does not support maintenance of the 
building. This leaves the Docks enterprise funds fully exposed to the costs of maintaining and servicing 
these buildings. 

 
Benefits: By establishing a Port-Customs and Visitor Center Buildings maintenance fund Docks & 
Harbors can effectively manage and maintain the properties entrusted under their responsibilities. 
Passenger fees have been granted for this purpose since FY2013.  

 
Maintenance and Operation Responsibility: CBJ Docks and Harbors is responsible for all ongoing 
maintenance and operating expenses of these two buildings and associated upland support facilities. 

Project Contact: Matthew Sill, CBJ Port Engineer or Carl Uchytil, CBJ Port Director 586-0292. 
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CBJ Docks and Harbors Board 
FY2025 Marine Passenger Fee Request 
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Enclosure (1)  
   

 

 

 

 

Safety Rail along Dock Face 
 

Project Descriptions: The project would be located along the downtown Juneau waterfront, an area 
that services over one and a half million cruise ship passengers each year. The project consists of 
constructing a new guardrail along the face of the existing dock. 

Marine Passenger Fee Funds Requested (FY25): $1,500,000 
 

Project Review: This project would construct a new pedestrian guardrail along the existing dock face 
from Marine Park to the South Berth approach dock. The existing dock face only features an eighteen 
inch bullrail at the edge. For pedestrian safety a forty two inch high guard rail would be constructed. The 
proposed guardrail would be designed in the same character as other guardrails along the Seawalk. 

 

Project Time-Line: This project would begin as soon as funding is allocated. The first step would be to 
design the guardrail and prepare construction bid documents. Upon award of a contract to the lowest 
qualified bidder construction would begin. The plan would be to have the guardrail installed by the 
end of the 2024 season, provided full funding is obtained. 

Maintenance and Operation Responsibility: CBJ is responsible for all ongoing maintenance and 
operating expenses. Maintenance and operations expenses for the guardrail would be minimal. 

 
Project Contact: Matthew Sill, CBJ Port Engineer or Carl Uchytil, CBJ Port Director 586-0292. 
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CBJ Docks and Harbors Board 
FY2025 Marine Passenger Fee Request 
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Enclosure (1)  
   

 

 

 

 

Dock Electrification 
 

Descriptions: Docks & Harbors has been pursuing funding for cruise ship dock electrification for many 
years.  Efforts for RAISE and PIDP grants have not realized success.  On December 1st, a $1.5M EPA DERA 
grant was submitted and we anticipate submission of an EPA Clean Port grant in the spring.  The latest 
update to the Assembly was provided in a memo dated August 31st, 2023.  The purpose of this request is 
to augment the existing CIP with funds to construct a shoreside electrical system allowing cruise ship to 
connect to clean renewable power while moored.  

 
Marine Passenger Fee Funds Requested (FY25): $5M.  In the EPA DERA grant application, the total project 
estimate to electrify both the AS & CT Docks is $53M.  Of which, $5.3M is currently in a CIP.  The project can 
be scaled to separate the construction into providing power to only one berth, as funding allows.   

 
Benefits: This project seeks to reduce carbon emissions/greenhouse gases and has been a priority since the 
completion of the 16B project in 2017. 

Maintenance and Operation Responsibility: Docks & Harbors has been working in concert with AELP to 
develop planning and design efforts to move forward in an efficient manner.  Most likely, Docks & 
Harbors will be responsible for maintenance and operations of the constructed system via future Marine 
Passenger Fees.  Docks & Harbors is hopeful to have a MOA crafted with AELP early in 2024 outlining 
design responsibilities and funding commitments.   

 
Project Contact: Carl Uchytil, CBJ Port Director 586-0292. 
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CBJ Docks and Harbors Board 
FY2025 Marine Passenger Fee Request 

Page 6 of 10 
 

Enclosure (1)  
   

 

 

 

Additional Personnel for “Port of Call” Access Control 
 

Description:   
After two years of cruise ship inactivity due to the pandemic, CY23 rebounded with 1.65M arriving 
passengers which was a record number.   The CY24 schedule calls for an equally busy season for the 
AS/CT Docks and at the PFO lightering dock.  The 2020 Coast Guard requirements described below is a 
non-funded federal mandate that must met to remain compliant with our approved Federal Security 
Plan.  Docks & Harbors has provided briefings to determining the financial resources necessary to meet 
this requirement.  
 
On December 18th, 2020 Coast Guard Sector Juneau released a Marine Safety Information Bulletin 
clarifying the regulatory requirements for Maritime Transportation Security Act (MSTA) regulated 
facilities which receive large foreign passenger vessels (i.e. cruise ships).  The Consolidated Cruise Ship 
Security final rule, published on March 19th, 2018 defined the differences between a “cruise ship 
terminal” and a “port of call”.  The final rule also prompted a conversation between USCG Sector Juneau 
and SEAK industry stakeholders, including the Port of Juneau.  Previously, SEAK industry stakeholders 
(including the Port of Juneau) interpreted Title 33, Code of Federal Regulations (CFR), Section 
105.255(d)(4) as a list of documents which could serve as personal identification irrespective of criteria 
in 33 CFR 101.515.  As such, facility security personnel (including the Port of Juneau) were allowing 
individuals with only a vessel boarding pass or room key to gain access to the secure area adjacent to 
the cruise vessel. 
 
The resultant clarification in the MSIB is that, effective April 1st, 2021, facility security personnel must 
use a two-prong approach to ensure proper identification and valid purpose: 
1. Check the personal identification meeting the criteria in 33 CFR 101.515; and, 
2. Confirm the purpose for access by examining at least one document listed in 33 CFR 105.255(d)(4). 
 
Although this may seem like a minor additional task to validate an ID with a boarding pass, we believe 
the impact will greatly impede the flow of passengers returning to their vessel.  The above mentioned 
two-prong requirement will be similar to what one experiences at an airport TSA checkpoint.   The extra 
time required to ensure each boarding pass matches the government issued ID has the potential to 
create delays when excess of 1000 passengers/hour attempt to embark their vessels during the waning 
time in Juneau.  Additionally, passengers who do not have government issued ID will need to be 
escorted by port facility security to the vessel security officer which will only exasperate those waiting in 
the queuing line. 

  
Marine Passenger Fee Funds Requested (FY25): $300,000 (17 Part Time Limited Harbor Technicians)  

 
Benefits:   By funding an additional 17 PTL Harbor Technicians positions, Docks & Harbors will recruit seasonal 
employees who will augment the standing Docks security force enabling greater redundancy for properly 
checking credential in accordance with Coast Guard guidance.    
 
Maintenance and Operation Responsibility: CBJ Docks & Harbors, as the facility manager for the AS and CT 
Docks, has uplands security requirements required under MTSA regulations.  

 
Project Contact: Matt Creswell, CBJ Harbormaster or Carl Uchytil, CBJ Port Director 586-0292. 
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                                       Purchase of Archipelago Property, LLC Uplands 
 

Description:  Purchase the upland property in private ownership adjoining Peratrovich Plaza. This 0.777 
acre parcel is owned by Archipelago Property, LLC is assessed at $9.5M.  Docks & Harbors completed the 
Marine Park to Taku Dock Urban Design Plan in 2018 which provided direction for expanding the use of 
the along the Juneau waterfront.  This plan lead to a sophisticated land swap/sale with the private 
owner to achieve beneficial use.   

 
 

Board identified the following:   The Marine Park to Taku Dock Urban Design Plan envisioned the terra firma 
property to be developed with private capital for retail purchase.   The plan was also a catalyst for identifying 
a future, undefined waterfront attraction on the wooden deck.   The CBJ Manager has identified a project to 
relocate the Juneau-Douglas City Museum to the waterfront.   

 
Marine Passenger Fee Funds Requested (FY25): $10M 

 
Benefits: Docks & Harbors believes the best use of the waterfront would be to purchase the uplands 
and develop the museum along Franklin Street.  This would leave Peratrovich Plaza, including the 
Peratrovich mural, to have view planes protected along the Seawalk and to Juneau Harbor. 

 
Maintenance and Operation Responsibility: As this is request is for property transaction only there is 
no maintenance and operational costs.    

 
Project Contact:  Carl Uchytil, CBJ Port Director 586-0292. 
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Lone Sailor Statue   
 

Description:   Alaska Pioneers (Igloo 6) are in the initial planning stages to erect a Lone Sailor Statue in 
Juneau.   There are currently 17 Lone Sailor Statues around the world.  Discussion with the Navy 
Memorial, which oversee the program, indicates that a sponsor would need to fundraise $350,000 and 
provide a suitable location for display.  The sailor is 7’ 4” tall and made of bronze.   

 
 
 

Marine Passenger Fee Funds Requested (FY25): $100K 
 

Benefits:  This is a non-profit civic organization’s efforts to bring art and vitality to Juneau.   There is a 
connection to the USS JUNEAU and the Lone Sailor mission. The Lone Sailor is an iconic symbol of the 
Navy Memorial’s mission to Honor, Recognize, and Celebrate the men and women of the Sea Services, 
past, present, and future; and to Inform the public about their service.  

 
Maintenance and Operation Responsibility:  Should a suitable location be found on CBJ property, the 
appropriate CBJ department could maintain the bronze statue.  Else, the sponsoring organization could 
retain this responsibility.  

 
Project Contact:  Carl Uchytil, CBJ Port Director 586-0292. 
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         USS JUNEAU MEMORIAL - EXPANSION 
 

Description:  In the Marine Park to Taku Dock Urban Design Plan in 2018 an option was explored to 
create a larger and more significant USS JUNEAU memorial along the Seawalk.  The USS JUNEAU 
memorial is currently revered at its location; however, it lacks interpretive information on the Battle of 
Guadalcanal and the five Sullivan brothers.  A well designed memorial could enhance the visitor 
experience and honor a local namesake.  
 

 
 

 
 

Marine Passenger Fee Funds Requested (FY25): $6M 
 

Benefits: This project could expand the useable width of the Seawalk, provide an historical educational 
display and honor those in the sea going services.  

 
Maintenance and Operation Responsibility: CBJ is responsible for all ongoing maintenance and 
operating expenses of CBJ owned facilities and will use local Docks enterprise funds or future Marine 
Passengers Fees for these expenses. 

 
Project Contact:  Carl Uchytil, CBJ Port Director 586-0292. 
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Reestablishment of Emergency Vessel Loading Float 

 
Description:   With the construction of the new downtown cruise ship docks, the former lightering float 
became a risk to the float planes and was removed. 
 

 
 

Marine Passenger Fee Funds Requested (FY25): $1M 
 

Benefits: This project, at a yet to be determined location,  would contribute to providing a secondary 
emergency vessel mooring location to offload cruise ship passenger in the result of a mishap.  

 
Maintenance and Operation Responsibility: Docks & Harbors would be responsible for all ongoing 
maintenance and operating expenses for this CBJ owned facility and will use local Docks enterprise 
funds or future Marine Passengers Fees for expenses. 

 
 Project Contact:  Carl Uchytil, CBJ Port Director 586-0292. 
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