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CITY AND BOROUGH OF SITKA
A COAST GUARD CITY

ADMINISTRATION
100 Lincoln Street | Sitka, Alaska 99835

www.cityofsitka.com
administrator@cityofsitka.org

907-747-1812

August 25, 2026
[VIA EMAIL ONLY]

Cruise Lines International Association
Attention: Renee Limoge Reeve
360 K Street, Suite 300
Anchorage, AK 99501
rreeve@cruising.org

Sitka Dock Company, LLC
Attention: Chris McGraw, General Manager
P.O. Box 718
Sitka, AK 99835
chris@sitkadock.com

Cruise Line Agencies of Alaska
Attention: Marjy Wood
55 Schoenbar Court, Suite 101
Ketchikan, AK 99901
ketchikan@claalaska.com

Re: Projected 2027 Cruise Calendar for Sitka

Dear Partners,

I am writing on behalf of the City and Borough of Sitka (CBS) to share our concerns with 
the projected 2027 cruise calendar for Sitka, as currently published by Cruise Line 
Agencies of Alaska, and to ask that we work together now, while there is still time, to bring 
that calendar closer to the goals this community understands the MOU was designed to 
achieve.

In the spring of 2023, the Assembly appointed a Tourism Task Force in direct response 
to the rapid growth of cruise visitation following the opening of the Sitka Sound Cruise 
Terminal. After an extensive public process, the Task Force delivered its 
recommendations on April 30, 2024. The Assembly adopted those recommendations on 
May 16, 2024, adopted an Action Plan on July 9, 2024, and directed me to negotiate an 
agreement with the industry that would achieve the Task Force goals. The result was the 
Memorandum of Understanding between CBS and Sitka Dock Company, approved by 
the Assembly on November 12, 2024. The Task Force identified a daily range of 5,000 to 
7,000 lower berth passengers as the level the community considers palatable, and the 
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MOU adopted 7,000 as the planning target for each cruise day (Section 1.A). That figure 
was never presented as a cap. It was presented as a target that should not be regularly 
exceeded, and certainly not by thousands of passengers. The MOU also establishes
Saturday as a quiet day and limits large ship calls at CBS docks in April and October. The 
MOU was presented to this community as the means by which five of the Task Force 
recommendations would be implemented: mutual agreements with the industry, flattening 
the curve, taking out the peak, designated quiet days, and shortening the season.

The MOU was not adopted in a vacuum. Between 2022 and 2024 a citizen group filed 
four separate initiative applications seeking to cap cruise visitation in Sitka. The first three 
did not survive legal review. The fourth was certified in December 2024, gathered the 
required signatures within weeks, and went to the voters on May 28, 2025 in the first 
special election Sitka had held in 21 years. That initiative would have capped visitation at 
4,500 passengers per day and 300,000 per season, limited the season to May 1 through 
September 30, required a ship free day each week, and imposed a municipal permitting 
and penalty system. Sitka voters rejected it by roughly 73 percent to 27 percent. The MOU 
was an important part of the public conversation during that election. The community was 
told that a cooperative approach was a better answer than a hard cap, that the 7,000 
passenger target would be managed jointly, that days above that target would be 
uncommon, and that 2025 and 2026 should be viewed as adjustment years because 
those seasons had already been scheduled and placed on sale before the MOU was 
signed. The community accepted that explanation, and the cooperative approach 
prevailed in large part because of it.

The 2027 calendar is the first season the MOU was expected to shape from the start. The 
MOU itself contemplates a berthing schedule drafted no later than 18 months in advance 
of each season (Section 1.B(3)). By that measure, 2027 is the year the agreement was 
supposed to show results. Instead, the enclosed memorandum from our Tourism 
Manager documents the following based on the CLAA schedule as of August 21, 2026:

 The projected lower berth capacity for 2027 is 631,290 passengers, which would 
be the largest season in Sitka history. That is a 6.2 percent increase over 2026 
(594,355) and a 9.96 percent increase over 2025 (574,094). 

 Twenty-three days in 2027 are scheduled above 7,000 passengers, compared with 
14 days in each of 2025 and 2026, an increase of 64 percent. Of those 23 days, 
nine exceed 7,500 passengers, four exceed 8,000, and two exceed 9,000. The 
average size of the days above the target has also grown. It is the number of these 
days, and the margin by which some of them exceed the target, that departs from 
what the community was led to expect. 

 The calendar includes two port calls in April and three in October, the months the 
MOU and the Task Force identified for shortening the season. 

 
I want to be candid about what this means for CBS. The Assembly, my office, and our 
staff have stood before the public for two years and asked for patience. We told residents 
that the numbers they were seeing in 2025 and 2026 reflected bookings made before the 
MOU existed, and that 2027 would look different. If the 2027 calendar proceeds as 
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published, it will be very difficult to explain why those statements should still be believed. 
I also need to share that the residents who are most concerned about cruise volumes 
were the first to bring the 2027 calendar to our attention. The community is watching 
closely, it is organized, and it has already shown that it can qualify an initiative for the 
ballot. My concern is that the 2027 calendar, if unaddressed, will lead to another initiative, 
and that the next campaign will argue that the cooperative approach was tried and did not 
work. CBS would have very little to offer in response. 

What concerns me most is not the numbers themselves but how we learned of them. CBS 
received no communication from Cruise Line Agencies of Alaska or the cruise lines while 
the 2027 calendar was being developed, and no notice before it was made public. Section 
1.B of the MOU was written so that schedules would be shared and discussed in advance, 
and I recognize that Sitka Dock Company is a private facility with its own interests and its 
own berthing policy, operating within a scheduling process that is largely driven by the 
lines and their agents. CBS does not control that facility and does not seek to. That is why 
this letter is addressed to all three of you, and why the MOU was built on communication 
rather than control. The MOU is expressly non-binding. It works only if the parties talk to 
one another before decisions are made, and it exists so that this community does not 
have to rely on caps, permits, and penalties to protect itself. That same trust protects the 
industry. Every ballot initiative, special election, and contentious Assembly meeting is a 
cost borne by the cruise lines, by Sitka Dock Company, by local operators and merchants, 
and by residents. I am not certain how much political capital remains to sustain a 
partnership approach if the community concludes that the partnership runs in only one 
direction. 
 
I also want to acknowledge what has gone well. Sitka Dock Company has staggered 
arrival times, built a shuttle reservation system that spreads departures from the terminal, 
expanded amenities at the terminal, and supported growth in tour capacity. These 
measures have noticeably reduced the concentration of visitors downtown on heavy days, 
and they advance the same objectives the Task Force identified. CBS recognizes that 
work. But operational improvements do not substitute for the commitments on total 
volume, peak days, and season length that the community heard and believes it was 
promised. Both are necessary. 
 
CBS is asking for three things. First, that CLAA and the lines review the published 2027 
calendar against Section 1.A of the MOU and let us know which calls above the 7,000 
passenger target, and which April and October calls, can still be adjusted or rescheduled. 
I understand that itineraries are developed well in advance and that some calls are 
already on sale, but 2027 is far enough out that meaningful changes should still be 
possible. Second, that we convene the annual review meeting called for in Section 3 of 
the MOU ahead of the November deadline, with CLAA and CLIA participating, and use it 
to work through the 2027 schedule together. Third, that we agree on a process going 
forward in which CBS receives draft schedules from CLAA with enough lead time to raise 
concerns before itineraries are finalized and published, rather than after. That single 
change would have prevented most of the difficulty we now face. 
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I want to close where the Assembly and I have always stood. Cruise tourism is one of the 
major economic sectors supporting this community. It provides jobs, generates revenue, 
and sustains local businesses, and CBS wants to see that continue. We are grateful for 
our partners and for the good faith that produced the MOU in the first place. But Sitka 
needs to remain Sitka. A collaborative partnership in which both sides can count on the 
other is the only thing that protects the interests of the industry and the community alike, 
and it is worth far more to all of us than any single season of growth. I would welcome the 
opportunity to meet at your earliest convenience, and I would appreciate a response 
within 30 days so that I can report back to the Assembly and the community on a path 
forward.

Sincerely,

John M. Leach
Municipal Administrator

Encl: Memorandum of August 21, 2026 from Judson Rusk, Tourism Manager
MOU between CBS and Sitka Dock Company, LLC

Cc: Mayor and Assembly Members, City and Borough of Sitka
Rachel Jones, Municipal Attorney
Judson Rusk, Tourism Manager
Brandon Calhoun, Harbormaster



































CITY AND BOROUGH OF SITKA
A COAST GUARD CITY

ADMINISTRATION
100 Lincoln Street | Sitka, Alaska 99835

www.cityofsitka.com
administrator@cityofsitka.org

907-747-1812

August 31, 2026
[VIA EMAIL ONLY]

Chris McGraw
General Manager
Sitka Dock Company, LLC
4513 Halibut Point Road, Suite B-201
Sitka, AK 99835

Re: Your August 26, 2026 Letter Regarding the 2027 Cruise Calendar and the CBS-
SDC MOU

Dear Chris,

Thank you for your August 26 letter, and thank you as well for the productive meeting 
today with you and the representatives from Cruise Line Agencies of Alaska. The 
conversation was candid and constructive, and it gave my office a much clearer 
understanding of how season schedules are built. This letter responds to your 
correspondence and memorializes what I believe we accomplished together.

The starting point remains our shared understanding that no party has violated the MOU. 
My August 25 email confirmed that the agreement was followed, and my letter of the 
same date was not an allegation of non-compliance and should not be read as one. 
Today’s discussion reinforced that view for everyone at the table.

The confirmation you asked for in writing is one my office is glad to provide, and today’s 
meeting makes it easy to state plainly. CBS is not advocating for the cancellation of any 
itinerary, is not asking cruise lines to refrain from arranging bookings with SDC, and is not 
asking CLAA or CLIA to move calls away from a private facility that CBS does not control. 
CBS will continue to abide by the MOU as written and will not interfere with the scheduling 
decisions that are properly SDC’s to make. Anything that might change how ships are 
scheduled could come only from the Assembly and, even then, would govern only the 
use of CBS-owned facilities and never SDC’s, as I explain below.

The most valuable outcome of today’s meeting was a much better understanding of the 
scheduling process itself. We now understand that a season’s schedule is generally 
finalized approximately eighteen months ahead of that season, and that the 2028 
calendar is being wrapped up now. More important, we reached a consensus that CBS 
will be able to review a draft of the schedule in September or October, before it goes 
through finalization, so that CBS can provide input while changes are still practical. That 
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single step gives CBS the advance visibility the MOU always contemplated, and I am 
grateful to CLAA and to you for agreeing to it.

I also want to recognize that CLAA builds these schedules with our MOU in hand and 
works to honor it. That point deserves emphasis, because it carries an obligation for CBS 
in return. CLAA is following the MOU as it is written, and the MOU does not direct any 
party to turn a ship away simply because a day is projected above 7,000 passengers. If 
CBS ever expects ships to be declined on that basis at its own docks, CBS must first give 
clearer and more solid guidance than the agreement currently contains. To be clear, any 
such decision would reach only vessels seeking to use CBS-owned facilities and would 
never extend to the SSCT, which CBS has no authority to schedule. Developing that 
guidance is CBS’s responsibility, not CLAA’s or SDC’s, and the new review process gives 
us the right venue to work on it. 

Consistent with that, CBS will adjust how it speaks to the public about the 7,000 figure. 
Going forward we will reiterate that 7,000 is not a cap. It is a metric CBS uses to gauge 
the demand that a given day places on community infrastructure and capacity, and its 
effect on residents’ quality of life, and to guide the input CBS provides on upcoming 
schedules. Framing the number that way is both more accurate and more useful to 
residents than treating every day above it as an exception.

I appreciated the analysis you presented showing that, while the number of days above 
7,000 has grown since 2025, the passenger counts on those days have not climbed as 
sharply as a raw day count suggests, so that a day which once landed near 6,800 may 
now land near 7,200. That nuance matters, and the community deserves to understand 
it. I would welcome your attendance at an upcoming Tourism Commission meeting to 
walk through this analysis so that residents can be better informed, and I appreciate your 
willingness to do so. It is also encouraging to hear that the draft 2028 calendar is likely to 
include fewer days above 7,000 than the 2026 calendar, which suggests the collaborative 
approach is working.
 
None of this changes the fact that community attention on cruise volume is real and active. 
Residents opposed to the current scale of tourism have come to my office asking CBS to 
act, and some have indicated they will raise the matter with the Assembly. This group 
appears to be watching developments in Juneau, where Assembly members have 
introduced an ordinance to convert that community’s voluntary five-ship daily limit into 
mandatory code. CBS is not taking a position on whether any similar measure belongs in 
Sitka. I raise it so that our partners understand the environment we share, and so that the 
value of the process we agreed to today is clear to everyone. A credible, cooperative 
process is the best answer I can offer residents who are asking what CBS is doing.

That brings me to the one point I want to state with particular clarity. If the community’s 
interest in the 7,000 figure is ever to translate into ships actually being declined at CBS-
owned facilities, that is a policy decision that rests with the Assembly, either by amending 
the MOU or by directing clearer restrictions on the use of those facilities. Any such 
measure would apply solely to CBS docks. It would not direct which vessels SDC accepts 
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at the SSCT, and CBS will neither pursue such restrictions unilaterally nor reach into 
SDC’s operations to achieve them. Unless and until the Assembly acts, CBS will operate 
within the agreement exactly as it stands. Should the Assembly choose to revisit the 
MOU, I would want that work done with you and with CLAA at the table, in the same spirit 
as today.

I look forward to continuing these discussions at the Section 3 annual review meeting 
ahead of the November deadline, and my office will circulate proposed dates shortly with 
CLAA and CLIA included. The partnership between CBS and SDC has produced real 
results, and today’s meeting is good evidence of it. I intend to keep it on that footing.

Sincerely,

John M. Leach
Municipal Administrator

Cc: Mayor and Assembly Members, City and Borough of Sitka
Rachel Jones, Municipal Attorney
Judson Rusk, Tourism Manager
Brandon Calhoun, Harbormaster
Renee Limoge Reeve, Cruise Lines International Association
Rick Erickson, Cruise Line Agencies of Alaska










