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Introduction

Sitka Visitor Industry Plan Executive Summary

Mission Statement: o create a sustainable plan that maximizes the contributions and minimizes the impacts

of the visitor industry so that a good quality of life for Sitkans Is realized.

Receiving visitors is a way of life for Sitkans - it is woven into the
fabric of this community. Travelers range from Mt. Edgecumbe
students who come from all points of the state to cruise ship
tourists who come from all points of the globe.

What makes Sitka an attractive place to visit is also what makes
it a great place to live. The landscape and rich natural resources
are easy to see. Yet even a visitor who comes for a few hours

to this town can realize that there is much more: a diversity of
people and lifestyles, a thriving arts community, rich history and
culture, a diverse economy — the list goes on. Above all, a strong
sense of community, a strong sense of place.

It is clear that the visitor industry influences far more than Sitka’s
economy. Visitors — how and why they come, and what they do
when they are here — influence how residents live. The visitor
industry affects Sitkans’ quality of life now and can have great in-
fluence over Sitkans’ quality of life in the future. Assuring that the
visitor industry’s course in this community maximizes the con-
tributions and minimizes the impacts so that a good quality
of life for Sitkans is realized requires a plan as unique as the
people that make up this very special place.

The Sitka Visitor Industry Plan was created by a diverse group of
community members through a facilitated collaborative process.
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Over the course of one year, these individual community mem-
bers forged a common understanding of the complex issues sur-
rounding the Visitor Industry to create a planning framework that
could benefit all of Sitka. While this plan includes specific recom-
mendations for a course of action, it also provides the opportu-
nity for ongoing oversight and review of how the Visitor Industry
enhances and impacts the community.

The key to this structure is that it aims to balance adverse visitor
impacts with their contributions, and ensure that Sitka’s unique
assets remain intact.

This document illustrates a set of Overarching Principles and a
framework of six Strategic Directions. Together, they provide a
foundation that can support action plans for every aspect of the
visitor industry. Initial action steps are recommended for the next
two years, and provisions have been made for additions and
alterations within these two years and beyond.

This proposal is a living framework to be used for ongoing plan-
ning. It is a dynamic structure that is open to new input and
recommendations and must be reviewed regularly. Many of

the elements are inter-related and depend upon each other for
implementation.

This planning process has not been without contention. While
some Stakeholders expressed fears that growth in the visitor
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industry would lead to an unacceptably altered community char-
acter, others worried that the elements of this plan would stifle
potential economic growth for Sitka. The goal of this process was
for people of differing perspectives to come together and pro-
pose a plan acceptable to all. To bridge the points of view within
the community that range from a desire to see rapid growth in
the Visitor Industry to those who think there is already too much
growth and all other perspectives along that continuum, this plan
recommends managed growth.

The process to develop this plan was initiated by an Assembly
resolution on November 15, 2005, which directed City resources
toward the facilitation of a planning process and development
of a tourism plan. This process was conducted under the
auspices of the City’s Long Range Planning and Economic
Development Commission. The content of this plan was created
by a diverse group of community members (the “Stakeholders”)
through a highly participatory, transparent public process. The
Stakeholders held thirty 3-hour meetings over the course of one
year. Over 3,000 community volunteer hours are represented

in this work. Nearly every word spoken at these meetings was
posted in notes and reports on the plan’s website:
www.sitkatourismplan.org.

Finally, this planning process has created another key resource:
a core group of Sitkans committed to seeing that this plan is im-
plemented. In working together through this process, Stakehold-
ers have become well versed in the many facets of Sitka’s visitor
industry. They find creative, win/win solutions where others see
only barriers. They are ardently anticipating the work ahead to
bring this plan into action.
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THE PROCESS

At the outset of the planning process, a convening group identi-
fied the vital perspectives and experiences that should be re-
flected in the Stakeholder group. Throughout the course of the
process, exhaustive, documented efforts were made to seek
and maintain representation from all of those perspectives and
experiences. In reality, it was difficult to sustain full participation
throughout the process for a variety of reasons. However, it is
important to note that the viewpoints and comments of all par-
ticipants, irrespective of their level of participation, were docu-
mented and included. The core group of Stakeholders respected
and valued diverse viewpoints, and to the best of their ability,
they kept those concerns and ideas alive throughout the plan.
Additionally, as the Steering Committee has heard in feedback
from some former Stakeholders, attrition from the process does
not necessarily mean non-endorsement of the content.

Although the group was charged with creating a long-range tour-
ism plan, the Stakeholders decided early in the process to think
more broadly about the opportunities and impacts of all visitors
to Sitka, regardless of the time of year that they visit, how they
arrived (airplane, ferry, cruise ship), or the purpose of their visit
(business, pleasure, conference, health care, school trip, etc.) By
substituting “visitor” for “tourist,” the Stakeholders felt they were
better able to consider the needs and expectations of all types of
visitors.

THE FRAMEWORK

The Overarching Principles are value statements that reflect
the Stakeholders’ emphatic desire to uphold and enhance the
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high quality of life enjoyed by residents of Sitka.

These principles provide the filter through which all Visitor In-
dustry planning should take place. They apply to every recom-
mendation made in this document and should apply to any future
actions or decisions.

The Principles are the important underpinnings that protect
Sitka’s unique qualities and sense of community. They remain
constant even as needs, resources, and other environmental
factors change.

The Overarching Principles are:

+ No community remains special by accident.
» Sitka’s unique character must be maintained.

+ Sitka wants to be a high value, moderate volume visi-
tor destination.

» Sitka is characterized by locally owned and operated
businesses.

* The Visitor Industry will continue to be an important
component of a diverse and healthy economy in Sitka.

» The Visitor Industry will optimize its benefits to the
residents of Sitka.

+ Partnerships are critical for implementing this plan and
making unified decisions regarding the Visitor Industry.

+ Dialogue and decisions about the Visitor Industry that
have community impacts should include the appropri-
ate people and be based on good information, through
a process that invites public participation.
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The Strategic Directions channel the overall plan into six broad
categories that help move the community toward a common
vision. Each Strategic Direction is comprised of several Action
Focus Areas to guide the overall movement of the direction. The
Strategic Directions act as a rudder and the Action Focus Areas
provide the momentum. Together they work to navigate around
the obstacles and toward the vision. Both the Strategic Direc-
tions and the Action Focus Areas are intended to remain con-
stant for at least five years.

Benchmarks for the next two years are included as first steps

in each Strategic Direction. Each benchmark is written as a
completed act and included in the quarter where it is anticipated
to be achieved. As these Benchmarks are accomplished, it is
evidence that the community is moving in the Strategic Direc-
tions. The benchmarks identified at this point have been carefully
arranged in context on a timeline; some of them are dependent
upon the completion of others. The section on “catalytic strands”
(included in the full report) illustrates some examples of how sev-
eral benchmarks act as guides along the same path — one must
be accomplished before advancing to the next. There are other
benchmarks that are more independent and not as relevant to
previous or subsequent actions. The narratives for each Strate-
gic Direction (also in the full report) offer more specific insights to
how individual benchmarks relate to others in the plan.

Benchmarks are the most variable aspect of the plan — the ones
included here are not static or exhaustive. Similarly, not every
step needed to accomplish each Benchmark is included — just
the key points along the path.

The most dynamic aspect of this plan is that it has the capacity to
incorporate new concerns and ideas as they arise in the commu-



nity, and find an appropriate way to respond to those new topics
through innovative solutions that provide widespread benefits.

Listed below are the six Strategic Directions and a statement of
intent for each. A complete map for each of the Strategic Direc-
tions, including the Benchmarks, is attached.
Visitor Industry Plan Oversight
» Visitor Industry entities, local government leaders, and
residents working together in continual oversight of the
Visitor Industry Plan.
Outreach

» To encourage meaningful dialogues within the commu-
nity, with corporations, and with other governments
regarding the visitor industry to move this plan forward.

Marketing and Promotion

+ To market and promote Sitka within the guidelines of the
visitor industry plan.

Incentive and Policies

+ To create proactive strategies to maintain and enhance
the qualities that make Sitka a special place to live and
visit.

Transportation and Infrastructure

* To provide the framework of structure and support for
Sitka’s Visitor Industry and optimize visitor access to
Sitka’s community and natural assets.
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Information and Data

Ongoing data collection about Sitka’s visitor industry,
which will be used to inform other committee/community
decisions.

THE FUTURE

The Stakeholders created this plan to realize their shared vi-
sion and enhance the quality of life for all Sitkans. Just as these
elements were the foundation for the planning process, they are
also the goals. In constructing the vision statement, Stakehold-
ers were challenged to envision tangible pieces of evidence they
would find in the future that show how this plan has worked for
the community. They believe the following statements can inten-
tionally be realized or maintained as a result of implementing this

plan:

Beautiful, efficient public spaces and amenities

Unique year-round attractions, festivals, and celebrations
Distinct city identity focused on meeting residents’ needs
Visitor industry contributes to a healthy local economy

Active stewardship of historical and cultural resources
and the wild and clean environment

Broad array of transportation choices to, from and
within Sitka

Broad community consensus on implementation of
visitor industry plan

Balanced community-supported visitor numbers

Unique educational opportunities



The Stakeholders worked to create a plan that would balance
the contributions and adverse impacts of the visitor industry, in
order to ensure a high quality of life for Sitkans. Implementing
the plan’s recommendations for minimizing adverse impacts and
maximizing contributions will help to maintain and enhance these
common elements of a good quality of life, as defined by the
Stakeholders:

» Sense of place

+ Sustainable equitable diverse economy

« Participatory responsive leadership

* Healthy natural environment

« Safe and tolerant community

« Community support services and infrastructure
* Subsistence lifestyle

» Diverse lifestyle choices

+  Community wellness

* Cultural and civic institutions

This is a unique plan. It was initiated by a powerful vision to
invest in the knowledge and passions of this diverse community.
It uses the community’s collective wisdom to develop creative
solutions. It was produced through long hours of dedicated and
focused work. Along the way, inspiration came from the words
and actions of the people of this community — sometimes from
unexpected people in unexpected ways.

What remains is to act on this work. If implemented in the same
spirit by which it was developed, this plan can support a sustain-
able visitor industry as a vital part of life in Sitka, and do so in a
way that does not lose the unique qualities of Sitka that make it
such a special place for its residents.
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Introduction

City and Borough of Sitka Visitor Industry Collab-
orative Process

This plan has taken well over a year to come to this point. The
need for a plan, and finding a process to develop it, has been an
issue that has entered many public and private conversations in
this community for many years. The formal initiation of the pro-
cess began with a memo from John Stein, the City Administrator,
to the Assembly, dated November 7, 2005:

“There appears to be strong support for a munici-
pal tourism planning effort. Citizens, Sitka Conven-
tion and Visitor’s Bureau, Sitka Economic Develop-
ment Association, Sitka Chamber of Commerce,
Sitka Conservation Society, Citizens for a Clear
Vote, the Northwest Cruise Ship Association, and
others have interests in a study of Sitka’s tourism
issues and development of a community tourism
plan. The Island Institute recommends a collab-
orative, high-participation process similar to the
process used for the 2003 solid waste study. The
range of interests includes maximizing economic
potential and maintaining Sitka’s quality of life.”

Motion made on November 15, 2005, by Assembly
member John Sherrod and passed unanimously:
“1) assign the tourism planning project to an As-
sembly-appointed task force comprised of a rep-
resentative from the Long Range Planning and
Economic Development Commission, the Sitka
Convention and Visitors Bureau, Sitka Tribe of
Alaska, the Sitka Chamber of Commerce, Sitka
Parks and Rec. Department, SEDA, the National
Park Service, the U.S. Forest Services and the
Charter Association; and 2) direct the administrator
to prepare a budget and identify funding sources for
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Assembly approval to pay for consulting services to
assist the task force to facilitate, record, report and
write the tourism plan.”

A motion was made to initiate such a plan, was approved unani-
mously, and the process began. It was funded by the City and
Borough of Sitka and guided by a Steering Committee, consist-
ing of four Long-Range Planning and Economic Development
Commission (LRPEDC) members and two members of the pub-
lic. Two local professionals were hired to facilitate and document
the weekly meetings.

Two outside consultants provided critical guidance to key parts
of the process. The first was David Chrislip, principal of Skillful
Means. Chrislip is an expert in civic leadership and using the
collaborative process to address complex community issues. He
also has a history of work here in Sitka, as he helped to guide a
Municipal Waste collaborative process in 1999.

This process followed a model outlined in Chrislip’s The Collab-
orative Process Fieldbook. He provided invaluable mentoring to
the Steering Committee as they formed a Conveners group to
identify the perspectives and experiences that should be repre-
sented in the Stakeholder group. Chrislip also provided overall
guidance to ensure the greatest degree of transparency, inclu-
siveness, and participation within the process.

The LRPEDC hired Chris Beck, of Agnew::Beck Consulting, LLC,
a community and land use planning organization in Anchorage.
Beck advised Sitka’s visitor industry planning process by shar-
ing his Alaska-wide expertise on tourism planning, particularly in
smaller communities. He helped the Stakeholders identify specific
action areas and benchmarks, which are included in the plan. He
was also brought in to bridge a gap to missing voices in the pro-
cess, especially within sectors of the business and tourism mar-
keting community.
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The Work

* Duration of the process: February 6, 2006 — February
13, 2007.

» Total number of Stakeholder meetings: 30
* Total number of Steering Committee meetings: 43

Number of Stakeholders who have attended at least
half of the Stakeholder meetings: 23

» Total volunteer hours invested in meetings only for this
process: 3,015 (Stakeholders and Steering Commit-
tee members also contributed countless hours doing
research and rallying public support)

Importance of Planning

Up until now, Sitka has not had a set of comprehensive, proac-
tive strategies to plan for growth in the visitor industry or to re-
spond to impacts. A planning process was initiated in an effort to
maximize the economic potential of this part of Sitka’s economy,
and to ensure that Sitka would not lose its character, appeal,
and uniqueness. The visitor industry is a significant contributor
to Sitka’s economy, but accompanying those contributions are
potential and real adverse impacts. Development of a plan helps
the community sustain a healthy and vibrant visitor industry and
generate ongoing business opportunities and employment for
Sitka citizens. It does this while also protecting the community’s
heritage, cultural values, natural resources, and overall quality of
life. According to the Alaska Community Tourism Planning Guide
published by the McDowell Group in 2006,

» Local control is essential

* Planning must include the management of impacts,
not just growth
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+ Development must be compatible with the scale, char-
acter, vision and will of the community

» Optimal benefits — economic, social, and cultural
— should be directed to local interests

McDowell also asserts, “Too often, management planning of the
economy has been limited to reacting after-the-fact to economic
change over which local interests had no control, or in some
cases, chose not to control. Reactive planning sometimes disin-
tegrates into “black and white”, no-growth or boom-growth think-
ing. That thinking in turn can result in intractable positions from
which there can be no retreat, no mediation, and no progress for
the overall good of the community.”

A core group of dedicated citizens has invested tremendous
time and effort into planning strategies for this community. Their
efforts serve to maximize the contributions and minimize the
impacts so that a good quality of life for Sitkans can be real-
ized. This plan aims to promote the unique qualities of Sitka

and provide visitors with a memorable travel experience, while
also protecting those characteristics that make Sitka a special
place to live and visit. This plan provides a proactive approach to
tourism management through a framework that promotes public
participation, shared understanding, and innovative solutions.

Using a collaborative process

The LRPEDC specifically chose to embark on a collaborative
planning process for several reasons. Members of the LRPEDC
had participated in the Municipal Waste Management collabora-
tive process, and saw how the process capitalized on the experi-
ences and knowledge of Sitka’s citizens. This process was also
chosen because of the recognized community divisions about
tourism in Sitka. In choosing to use a collaborative process, their
hope was that facilitated dialogue and cooperative efforts would
help community members with diverse perspectives and experi-
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ences find common ground and achieve consensus for future
decision-making. Because the contributions and impacts of the
visitor industry affect every resident in some way, it is in the public
interest to identify relevant issues and solutions that earn the sup-
port of the entire community. In a successful collaborative process,
the outcome is not a compromise between contending parties.
Unexpected, creative solutions evolve out of a fruitful dialogue
among different perspectives.

Using a collaborative process does have its downside, as well.
The process tends to be a long affair, requiring many meetings
and a great deal of time from participants. Not everyone who
could make valuable contributions to the process can make that
kind of commitment. The process also requires an open, frank
dialogue about the issues. Sometimes this process challenges
long-held assumptions and beliefs. Participants must be com-
mitted to approaching dialogue with an open mind. The Process
Documents in Appendix E highlight the guidelines that were
designed to make the process safe and inclusive for everyone.

In reflecting on this planning process, Stakeholders identified
many benefits of committing to this kind of work:
* Gaining insight on community dialogue and consensus
+ Civic participation

* Building trust among divided opinion — distrust under-
mines overall progress, and blocked processes are
contentious and expensive and halt movement

* Developing a shared understanding of the issue
+ Creating innovative solutions

» Dispelling of myths and rumor in a public way: SH
have new understanding of visitor industry

» Making decisions based on facts and information
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« revealing what information isn’t available — what’s
needed

« Surprising cooperation

* Forging new relationships, new partnerships, the op-
portunity to work together

* Building community social capital and enthusiasm,;
shared pain

* Being proactive rather than reactive

Stakeholders

Once the LRPEDC had Assembly approval for a collaborative
process, their next task was to congregate a group of Stakehold-
ers that represented a broad diversity of perspectives from Sitka.
The LRPEDC first invited a group of about twenty “Conveners”
who represented a diverse spectrum of community perspectives.
The Conveners worked together to identify the perspectives and
experiences that would necessarily be involved in the collabora-
tion if true community representation would be achieved. Once
these perspectives and experiences were identified, they then
worked to name and invite individuals who represented those
key perspectives and experiences. The list of Perspectives and
Experiences can be found in Appendix A of this report.

In reality, it was difficult to sustain full participation through the
process for a variety of reasons. Some invited Stakeholders
couldn’t participate in such a rigorous meeting schedule. Others
found it difficult to secure childcare during the meeting times.
Still others felt there was no incentive for participating — they
perceived that the group “leaned” one way or the other, or there
was no economic bottom line for their participation, or that par-
ticipation in this effort was potentially risky for their livelihood. It
is important to note, however, that the viewpoints and comments
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of all participants, irrespective of their level of participation, have
been included in this process, and, to the best of their ability,
the core Stakeholder group kept those viewpoints and concerns
alive throughout the process and into this document.

Consensus and Common Ground

Each of the elements of the plan was created through a simi-

lar facilitation process. Stakeholders were given a question for
each phase of the plan (i.e. mission statement definitions, vision
statement, etc.), and they began by brainstorming their individual
ideas about the question. Then the Stakeholders were invited

to share their answers with a small group, and in those groups,
they would work to clarify and refine the individual ideas. Each
group would submit several of their ideas to the facilitator, who
then brought the whole group back together for discussion. The
individual ideas were clustered into groups by similar theme.
Once all the individual ideas were part of a group, the Stakehold-
ers worked together to name the clusters. An important thing to
note about this process is that it was necessary to reach consen-
sus on the titles of the clusters, but not on the individual ideas.
Therefore, each individual’s ideas were included in the process,
those ideas found a place in a broader category, and those cat-
egories are things with which the entire Stakeholder group could
agree.

After assembling the appropriate people, the next phase was for
the participants to reach a common and objective understand-
ing about what’s currently happening with the visitor industry in
Sitka. This phase is critical in a collaborative process as it helps
the group dispel myths and hearsay, and gives all the Stakehold-
ers the same foundation from which to base decisions. In this
process, there were essentially two elements that make up the
common ground: the definitions and the “Needed Information.”
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During the course of the process, Stakeholders scrupulously
defined several key words and phrases. Early in the process, the
group decided it was important to think broadly about all travel-
ers who come to Sitka, and therefore, they decided to focus their
planning efforts on this broad definition of visitor: a non-local who
comes to our community for a short term with a specific reason
for being here. Other key definitions can be found in Appendix
B of this report.

The second element of the group’s common ground is the
“‘Needed Information” phase. Sitka’s Stakeholders were asked

to brainstorm what information everyone in the group needed to
know about Sitka’s current visitor industry situation in order for
the group to make good recommendations for a community-wide
plan. Once those information requests were identified, the Stake-
holders proceeded to find the answers to those questions, either
by researching it themselves, or by inviting an expert to present
to the group.

When Stakeholders are empowered to make their own inquiries
and seek out the answers for themselves, it gives them confi-
dence in their abilities as a planning group and helps to build

a foundation for their work together. By analyzing the data for
themselves, it helps the group identify where they have shared
confidence in the data, and where there is some skepticism.
Both of these realizations are important in bringing the group to a
common understanding of the current situation. It was during this
phase of collecting and digesting information that the Stakehold-
ers recognized how difficult it would be to make objective recom-
mendations on some elements of these Strategic Directions be-
cause they didn’t have enough thorough information. One of the
Strategic Directions in this plan — Information and Data — evolved
directly from this phase of the process. Action items within this
Strategic Direction focus on gathering comprehensive, objec-
tive data to make more complete decisions in the future. Also



through this phase of the process, the Stakeholders developed
a respect for and understanding of their neighbors’ experiences
and values.

Extensive documentation of the Stakeholder reports and group
discussions about the reports are catalogued on the website
and in hard copy. A full list of topics covered in the presentations
is available in Appendix C of this report. This report will provide
only a few highlights of current data and describe how this infor-
mation informed the planning process.
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Economy Overall

Sitka Employment by Industry, 2004
Percent of Total

Health Care
17%

Services
14%

Seafood
13%

Government
14%

Construction
5%

source: McDowell Group, Incorporated March 17, 2006 report. Data

compiled from Alaska Department of Labor and Workforce Develop-

ment Statistics
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Sitka’s Visitor Industry Today

Typically, the introduction to a tourism plan gives a thorough de-
piction of the relationship of the visitor industry to the community
at the time the report is written, including how many visitors travel
to the community and by what means, the most common visitor
activities, available accommodations, contributions to the local
economy and impacts on the community. Data on many of these
topics for Sitka have already been collected, and an exhaustive
list of these reports is available on the plan’s website at www.sit-
katourismplan.org/VisitorStudies.html. Published data on Sitka’s
economy shows that the visitor industry makes a significant con-
tribution to Sitka’s economy, by employing 11% of the workforce
and supporting numerous visitor-related businesses and tour
operators. But information about costs and how visitor dollars fun-
nel through the community have not been answered to the satis-
faction of the Stakeholder group. Furthermore, this group’s focus
on all types of visitors to Sitka is different than what most reports
present. Therefore, through this process Stakeholders found that
existing reports often don’t include the level of specificity that is
required of a community-wide, industry-wide planning effort.

Currently, “tourism” accounts for 11% of Sitka’s overall economy.
Sitka’s economy has been acclaimed as one of the most success-
fully diverse economies in the state. Recognizing that the visitor
industry is an important part of Sitka’s economy, the Stakeholders
seek to keep it a balanced part of the economy. This plan pro-
poses managed, moderate growth in this sector, rather than rapid
growth, which threatens the balance of the community economy.



Cruise Passenger Volume
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source: Sitka Visitor Traffic and Trends, McDowell Group, Incorporated April 2006 report.
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Large and Small Boats
By Year
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potential
number of
year visitors

1994 200,000
1995 221,000
1996 252,300
1997 183,600
1998 163,400
1999 168,000
2000 156,000
2001 206,300
2002 249,500
2003 256,300
2004 233,400
2005 229,716
2006 263,568

The next two graphs illustrate Sitka’s current
cruise ship situation. The first graph shows
cruise ships trends over the last twelve years,
and the second compares cruise traffic among
Southeast ports. Together, these graphs make
the following indications: 1) Over the last twelve
years, the potential number of cruise visitors

to Sitka has fluctuated, with a significant dip in
2000, but ending in 2006 with the highest num-
bers yet. There is a predicted drop for 2007,
which has raised some concern for tourism-re-
lated businesses in Sitka. 2) Although potential
cruise ship numbers were comparable in 1996
and 2006, Sitka saw 54% of the total traffic
through Southeast in 1996, but in 2006, it was
only 24%. This indicates that competition for
ships among Southeast communities has grown,
and that the overall cruise market is growing.



Cruise Traffic by Port

Large and Small Boats
By Year
1996 2005

Juneau 100% 100%
Ketchikan 92% 97%
Skagway 58% 76%
Sitka 54% 24%

Icy Strait Point n/a 8%
Wrangell 5% 5%
Haines 18% 3%

source: Sitka Visitor Traffic and Trends, McDowell Group, Incorporated
April 2006 report.
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Alaska Airline Passengers

Enplaning in Sitka from 2001 to 2006

by month
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source: Alaska Airlines
Note:Although this chart does not distinguish between local or visitor, or type
of traveler, McDowell Group states, “because resident travel tends to stay
fairly consistent, any shifts in this data are likely to reflect shifts in non-resi-

dent travel.” (Sitka Visitor Traffic Indicators and Trends, p. 2)
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This final graph shows the numbers of Alaska Airlines
passengers by month since 2001. Each line in the graph
represents the numbers for a different year. The graph
clearly illustrates a spike in travel during the summer,
which further supports the fact that Sitka has a predictable
visitor season. This predictability has some advantages, in
that it creates quieter times for the community, but it also
causes some concerns about the ongoing development of
seasonal businesses and services and the impacts that a
seasonal focus could have on the community.
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Vision, Blocks and Strategic Directions

Once the Stakeholders had established a common founda-

tion and a cohesive working routine, they began to build upon
that foundation. First, they were challenged to envision tangible
pieces of evidence they would find in the future that show how
this plan has worked for the community. Through a similar brain-
storming and idea clustering process as described above, the
Stakeholders eventually came to consensus on their vision for
Sitka. The full vision statement can be found on the final page of
the Executive Summary, and also in Appendix B.

Next, the Stakeholders entered a phase to determine the inher-
ent community blocks that prevent the community from fully
realizing its vision. The assumption behind this phase of the
process is that if Sitka has a common, as-of-yet unrealized vi-
sion for its visitor industry, there must be some inherent blocks in
the community that get in the way of moving toward this vision.
A planning group can have all the vision and ideas in the world,
but unless they identify those blocks, or “root causes,” that could
impede the planning process, it is unlikely that the vision will be
fully realized. Therefore, in this phase, the Stakeholders worked
to identify those blocks in order to develop strategic directions
that both address the blocks AND move the community toward
its vision. A list of the blocks identified by Stakeholders can be
found in Appendix B.

Based upon these two elements, the final facilitated question for
the group was “What innovative, practical actions will deal with
the contradictions and move us toward the vision?” Individual
answers to this question were clustered, the clusters were given
names everyone could agree to, and those clusters became the
six strategic directions that comprise the framework of this plan.
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The Framework

The framework for this plan is comprised of Overarching Prin-
ciples, Strategic Directions, and Benchmarks. Catalytic Strands
and a timeline are also included as demonstration of how the
plan can be used. All of the content evolved organically from the
Stakeholders — none of the Principles or Strategic Direction titles
were prescribed by an outside source.

The Overarching Principles are value statements that reflect
the Stakeholders’ emphatic desire to uphold and enhance the
high quality of life enjoyed by residents of Sitka.

These principles provide the filter through which all Visitor In-
dustry planning should take place. They apply to every recom-
mendation made in this document and should apply to any future
actions or decisions.

The Principles are the important underpinnings that protect
Sitka’s unique qualities and sense of community. They remain
constant even as needs, resources, and other environmental
factors change.

The Strategic Directions channel the overall plan into six broad
categories that help move the community toward a common
vision. Each Strategic Direction is comprised of several Action
Focus Areas to guide the overall movement of the direction. The
Strategic Directions act as a rudder and the Action Focus Areas
provide the momentum. Together they work to navigate around
the obstacles and toward the vision. Both the Strategic Direc-
tions and the Action Focus Areas are intended to remain con-
stant for at least five years.

Benchmarks for the next two years are included as first steps
in each Strategic Direction. Each benchmark is written as a
completed act and included in the quarter where it is anticipated
to be achieved. As these Benchmarks are accomplished, it is
evidence that the community is moving in the Strategic Direc-



Introduction

tions. The benchmarks identified at this point have been carefully
arranged in context on a timeline; some of them are dependent
upon the completion of others. The section on “catalytic strands”
illustrates some examples of how several benchmarks act as
guides along the same path — one must be accomplished be-
fore advancing to the next. There are other benchmarks that are
more independent and not as relevant to previous or subsequent
actions. The narratives for each Strategic Direction offer more
specific insights to how individual benchmarks relate to others in
the plan.

Benchmarks are the most variable aspect of the plan — the ones
included here are not static or exhaustive. Similarly, not every
step needed to accomplish each Benchmark is included — just
the key points along the path.

The most dynamic aspect of this plan is that it has the capac-
ity to incorporate new concerns and ideas as they arise in the
community, and find an appropriate way to respond to those
new topics through innovative solutions that provide widespread
benefits.

Catalytic Strands demonstrate how the achievement of one or
two initial Benchmarks instigates a chain of events. Momentum
builds after those first Benchmarks have been accomplished,
and the community is on a path to address broader issues. The
Catalytic Strands show how Strategic Directions are also inter-
related. Specific areas of concern can be addressed by placing
benchmarks throughout the plan with the appropriate Strategic
Directions.

Implementation Strategy for Benchmarks

Recall that the Benchmarks identified in this plan are not the sole
accomplishments that are taken in the progress of any Strategic
Direction. Instead, they are key points — either the final accom-
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plishment of a series of important events, or an instigating event
that triggers several more actions.

In order to fully realize the plan, an implementation strategy for
each Benchmark will need to be developed. The implementation
strategy simply outlines all the necessary steps that will have to
take place in order to achieve the benchmark, as well as who is
responsible for accomplishing each one, when each step needs
to be completed, and identifying associated costs.

For many Benchmarks, using a committee structure for plan-
ning and implementation may be useful. Identifying committee
members, possible collaborators or partners for assistance, and
setting some evaluative measures in order to track the success
or completion of tasks can help overall coordination of the plan.
Appendix F shows a possible outline that a Benchmark imple-
mentation strategy might take.



To create a sustainable plan that maximizes the contributions and minimizes the
impacts of the visitor industry so that a good quality of life for Sitkans is realized.

The overarching principles were developed by the Stakeholder group as a way to articulate
the values they wish to keep intact for any decisions made about the Visitor Industry in Sitka.

This set of principles applies to every recommendation made in this document and should
apply to any future actions or decisions. These are the important underlying assumptions

— the ingredients that protect Sitka’s unique qualities and sense of community. They remain
constant even as needs, resources, and other environmental factors change.

* No community remains special by accident.

» Sitka’s unique character must be maintained.

» Sitka wants to be a high value, moderate volume visitor destination.

» Sitka is characterized by locally owned and operated businesses.

» The Visitor Industry will continue to be an important component of a diverse and healthy economy in Sitka.

» The Visitor Industry will optimize its benefits to the residents of Sitka.
» Partnerships are critical for implementing this plan and make unified decisions regarding the Visitor Industry.

» Dialogue and decisions made about the Visitor Industry that have community impacts should include the
appropriate people and be based on good information, through a process that invites public participation.




About Strategic Directions

¢ A Strategic Direction is a course the plan will take in order to overcome the obstacles or blocks and move toward a common vision.
e It acts like a rudder, orienting the group towards the vision and focusing change.

¢ Movement within each overall direction is guided by Action Focus Areas.

¢ The overall direction and action area elements should remain constant for about five years.

e These are the key areas for strategizing outcomes that will move this direction
toward a common vision.

Intent: Provides more detail as to what this
Strategic Direction aims to acheive.




Overarching Principles

The Overarching Principles are value statements that reflect the Stakeholders’ emphatic desire to uphold and enhance the high quality of life
enjoyed by residents of Sitka. These principles provide the filter through which all Visitor Industry planning should take place. They apply to every
recommendation made in this document and should apply to any future actions or decisions. The Principles are the important underpinnings that
protect Sitka’s unique qualities and sense of community. They remain constant, even as needs, resources, and other environmental factors change.

No community remains special by accident.

Sitka has a distinct character that sets it apart from every other Alaska town. It is not just the geo-
graphical location on outside waters against a mountain backdrop, but also the rich history, vibrant
arts and culture, and obvious self-sustenance. Sitkans love the uniqueness of their town, and are
proud to share it with others. But Sitkans have also watched other coastal towns cater to the re-
quests of outside influences, and the results of that courtship seem costly to the community char-
acter. The yearlong process to produce this set of Strategic Directions and benchmarks illustrates a
dedicated, intentional effort to make thoughtful decisions for Sitka. Active community management
and guidance of the visitor industry ensures that Sitka’s unique qualities will be protected and promoted.

Communities that don’t intentionally manage their marketing and infrastructure to reflect the values
and needs of the community generally just promote to the easiest target, see what they get, and
then react. This process of exploring community assets and desires has helped the Stakeholders
to identify potential growth in other areas of tourism, and the recommendations within this plan will
reduce Sitka’s dependence on one or two markets.

The other key outcomes of this process have been identifying the impacts and contributions of the
visitor industry in Sitka, creating a plan that continuously evaluates those impacts and contributions,
and developing a structure where future decisions about the visitor industry strive to keep adverse
impacts and contributions in balance. To ensure that Sitka remains a comfortable and accommo-
dating place for its residents, keep benefits directed at locals, and maintain the visitor industry as a
balanced part of Sitka’s economy and character, a mechanism must be established to oversee the
activities of the visitor industry and the implementation of this plan. The Stakeholders recommend
the creation of a volunteer Oversight Board, to be comprised of a diverse representation of commu-
nity members and inclusive of all relevant perspectives.
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Overarching Principles

Sitka’s unique character must be maintained.

One of the Stakeholders commented that one of his favorite things about Sitka is that he has a
sense of place here: “If you blindfolded me and took me somewhere else, I'd know | was in a differ-
ent place. That’s not true of every community.” There are things about Sitka that distinguish it from
any other place, and the Stakeholders feel it is crucial to uphold this distinct character. The Visi-

tor Industry can help maintain this sense of place by ensuring that local businesses meet resident
needs year round, protecting the natural environment from overuse, sustaining vibrant local arts
and culture, connecting to Sitka’s historical past while also investing in the future, and helping Sitka
to maintain its status among travelers and residents as a “real” community (as opposed to one that
is obviously geared toward visitors).

Overview

Sitka wants to be a high value, moderate volume visitor destination.

As a small, rural island community with a modest downtown area and easy access to a vast natural environ-
ment, the highest quality visitor encounters in Sitka occur when the community is able to provide authentic,
personal travel experiences. This type of exceptional service and attention is more feasible with visitors who
are able to spend more time in Sitka and more deeply explore this community’s unique assets.

Additionally, this principle evolved in response to ongoing concerns about downtown congestion on high-den-
sity visitor days, i.e. when there are three or four large cruise ships in port. A recent visitor survey indicates
that heavy crowds in the downtown area also have a negative impact on the visitors’ experience of Sitka (see
the Sitka Visitors’ Survey 2006, prepared by students and faculty of Union College. Full report available on
the plan’s website).

This principle is not in opposition to large volume visitor traffic, but does communicate a desire to be more
intentional about pursuing new visitor markets. Strategies within the plan for upholding this principle include
expanding the shoulder season through new conferences and events, and carefully studying Sitka’s current
capacity and ability to expand capacity before considering an increase in high density, high impact visitor traffic.
Providing the infrastructure for a moderate density of visitors is easier for Sitka to build and maintain, and
developing high value markets for the community supports a sustainable economy.
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Overarching Principles

Sitka is characterized by locally owned and operated businesses.

One of the strongest values voiced by the Stakeholder group is that the Sitka business community is
primarily owned and operated by permanent local residents. This is not only an economic asset to the
community as a whole, as the profits stay in the community, but also a point of pride. Community mem-
bers have deep concerns about Sitka businesses being run by short-term residents or by large corpora-
tions with no personal investment in the community.

There is also some concern that if retailers narrow their focus to visitor sales, it creates non-local
markets, which includes a risk of displacing local markets. The Stakeholders recognize that visiting
consumers are a boon for local retailers, and this proposal includes incentives for sustaining a business
community that meets the needs of residents as well as visitors. Stakeholders also discussed the possibil-
ity of using “locally owned and operated” as a local, and perhaps even regional, marketing campaign.

The Visitor Industry will continue to be an important
component of a diverse and healthy economy in Sitka.

Sitkans currently enjoy a rich and diverse economy that is strong in several sectors. The Visitor In-
dustry claims about 11% of that economy. When giving a presentation on the state of Sitka’s econo-
my in March, 2006, Eric McDowell commented that Sitka has one of the most balanced economies
in the state. The elements of this plan aim to keep tourism a vibrant part of Sitka’s economy, while
also striving to diversify the markets within that portion of the economy and support other healthy
economies in Sitka. Sustaining economic diversity helps to spread economic benefits among many
recipients and provides a variety of employment and business opportunities that attracts and sup-
ports a range of community members.
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Overarching Principles

The Visitor Industry will optimize its benefits to the residents of Sitka.

During numerous points of this process, the Stakeholders emphasized that actions taken to enhance the visitor expe-
rience should also be useful and enjoyable for local residents. Even as new infrastructure and attractions are devel-
oped, Sitka must remain a town for residents, serving residents’ needs. This concept applies to current and potential
situations. Presently, there are a few practices, such as the closure of public restrooms and telephones and removal
of trash bins, that are concerning to Stakeholders because they indicate seasonal services for visitors only.

This principle also directs planners in making future decisions about visitor infrastructure. New and remodeled struc-
tures should enhance resident quality of life as well as the visitors’ experiences. What attracts visitors to Sitka should
be the unique characteristics and assets that already exist here — not new, uncharacteristic infrastructure and attrac-
tions that make the community unrecognizable to its residents. Examples of areas where visitor infrastructure could
also benefit residents are educational, cultural, and historic buildings and events, and transportation options.

Finally, this statement also speaks to the importance of guiding visitor dollars to local goods and services and demon-
strating strong preference for local businesses. As much as possible, Sitka should retain control of promoting its own
attractions rather than depending on outside marketing efforts. Sitka should also ensure supports and resources are
available to help local businesses and entrepreneurs in the visitor industry.

Partnerships are critical for implementing this plan and making
unified decisions regarding the Visitor Industry.

Sitka is a relatively small, isolated community with a familiar year-round residential population.
Every resident is touched by the visitor industry. Because the visitor industry has such a wide influ-
ence, ensuring both industry prosperity and community harmony will require continued partnerships
and collaboration. These cooperative relationships go beyond simply coordinating the day-to-day
activities of the Visitor Industry, but also aim to provide opportunities for all interested citizens to
work together on policies, programs, and action plans. Partnerships that work for the community’s
overall well-being will advance tourism in a way that also enhances the quality of life in Sitka.
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Overarching Principles

Dialogue and decisions made about the Visitor Industry that
have community impacts should include the appropriate
people and be based on good information, through a process
that invites public participation.

This final principle echoes the main tenet of collaborative dialogue as written by collaboration expert
David Chrislip: “If you bring the appropriate people together in constructive ways with good infor-
mation, they will create authentic visions and strategies for addressing the shared concerns of the
community.” The Long-Range Planning and Economic Development Commission opted to create
these recommendations for Sitka’s Visitor Industry through a collaborative process, to ensure that
the diversity of community interests was reflected in the plan. To truly plan for the community’s
future, to protect the assets that make Sitka unique, and promote a unified community vision, all
perspectives must be represented. The “appropriate people” includes everyone that has a relevant
perspective to add to the dialogue. “Good information” comes from reports, surveys, and expert
insight that the participants agree is reliable and credible.

Sharing the same information helps all players to base their decisions on a common understand-
ing. Keeping the process transparent and accessible to the public builds trust, dispels myths and
rumors, and demonstrates that decisions are truly being made on the community’s behalf.
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« Establishing oversight mechanism for Visitor Industry plan

+ Ensuring plan implementation includes ongoing community participation V- =
isitor Industry

+ Establishing two-way communication with the community about the Visitor Industry

« Providing better public information about true benefits and impacts of Visitor Industry P I a n 0ve rs i g h t

« Setting target visitor numbers based on visitor contributions and impacts

* Aim to avoid spikes Intent: Visitor Industry entities, local
+ Provide for breaks government leaders, and residents
working together in continual oversight

« Structuring existing local revenues so they can meet service demands o
of the Visitor Industry Plan.

+ Generating revenues to support visitor industry-related services and infrastructure, which
can also be enjoyed by residents

+ City-endorsed Visitor Industry Board established to assure ongoing development, + Oversight Board understands parameters of using the head tax and has a plan to use it on
implementation, and coordination of the Visitor Industry plan. projects identified in the Visitor Industry plan.
+ City has hired employee to manage plan implementation, industry oversight, and head tax
revenues.

+ Visitor Industry plan is a part of the Sitka Comprehensive Plan.

* Necessary funding for studies and surveys required to implement plan are secured. _

+ Oversight Board has established a web presence and utilizes other tools to communicate with
community about the Visitor Industry and the implementation of this plan. * Public review process for plan is completed — new benchmarks have been identified.

+ New target(s) for visitor numbers have been set based on evaluation of visitor impacts and
+ Oversight Board has met with other local tourism-related entities to explore and define their contributions.
relationships with each other and the plan.

+ Promotions and incentives to cruise line employees entice more passengers to disembark in
Sitka, mitigating the impact of fewer total ships visiting Sitka.

+ Viisitor Industry Board has forum for citizens with concerns about the Visitor Industry and a
process to address those concerns.

« Large cruise lines respond to Sitka’s request for a return to 2006 passenger levels by redirecting
some boats to Sitka on days when 1 or 0 boats are scheduled (except on weekends).

+ Small cruise lines respond to Sitka’s request for a return to 2006 passenger levels by
redirecting some boats to Sitka on days when 1 or 0 boats are scheduled.

+ Dialogue with large cruise ship industry results in the following schedule for 2008: visitor capacity
at 2006 levels with no more than 3 large ships per day, and most weekends with no ships.




Visitor Industry Plan Oversight

Intent: Visitor Industry entities, local government leaders, and residents working together in
continual oversight of the Visitor Industry Plan.

Action Areas:

+ Establishing oversight mechanism for Visitor Industry plan

* Ensuring plan implementation includes ongoing community participation

+ Establishing two-way communication with the community about the Visitor Industry

* Providing better public information about true benefits and impacts of Visitor Industry
»  Setting target visitor numbers based on visitor contributions and impacts

* Aim to avoid spikes
* Provide for breaks

+ Structuring existing local revenues so they can meet service demands
» Generating revenues to support visitor industry-related services and infrastructure, which can also be enjoyed by residents

Discussion: Establishing an oversight
mechanism will help to centralize plan
implementation efforts. The Stakeholders
recommend that this mechanism be em-
bodied in a Visitor Industry Plan Oversight
Board, sponsored by the City, that will
assure the ongoing development, imple-
mentation and coordination of this plan.

The work of the Oversight Board will adhere
to the Overarching Principles identified by
the Stakeholders. The Oversight Board

will strive to uphold open and transparent
communication about issues that affect the
whole community by ensuring that the plan’s
implementation continues to include di-
verse community participation, establishing
two-way communication with the commu-
nity, and providing better information about

industry benefits and impacts.

The Action Focus Area about setting
target visitor numbers aims to ensure that
the community enjoys a balance between
visitor impacts and contributions, both
financially and in terms of capacity. The
qualifiers “aim to avoid spikes” and “pro-
vide for breaks” show the Stakeholders’
desire to even out visitor density and still
have some days with very low visitor traf-
fic. Amore even flow of visitors through-
out the week helps business owners
provide consistent employment, and low
visitor days allow the whole community to
catch their breath between waves. See
also the section on Catalytic Strands in
this report for more information on balanc-
ing visitor numbers.

As the central location for plan oversight,
the Stakeholders also recommend that
the Oversight Board be responsible for
managing revenues to support visitor
attractions and services. Adhering to the
Overarching Principles will also ensure
that these services and attractions are
also of benefit to residents.

Finally, the Stakeholders feel it is impera-
tive that the Oversight Board uphold

the spirit and integrity of this planning
process. It needs to be inclusive of all
community perspectives, and members of
the board should represent a diversity of
talents and skill sets. The composition of
the board is central to the success of the
whole plan.

VI Plan
Oversight
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Visitor Industry Plan Oversight

Benchmarks

City-endorsed Visitor Industry Plan Oversight Board
established to assure ongoing development, implemen-
tation, and coordination of the Visitor Industry plan

Visitor Industry plan is a part of the Sitka Comprehen-
sive Plan

Oversight Board has established a web presence and
utilizes other tools to communicate with community
about the Visitor Industry and the implementation of
this plan

Necessary funding for studies and surveys required to
implement plan are secured

Oversight Board has met with local tourism-related
entities to explore and define their relationships with
each other and the plan

VI Plan
Oversight

Target for Completion: 1st Quarter, 2007

To guide the implementation of this plan, the Stakeholders recommend that an official oversight board be
established. Upon approval of this plan, the Long Range Planning and Economic Development Commission
and the Steering Committee for this process are prepared to help form this board and ensure that a diversity
of skill sets are actively represented on the board. This board will be responsible for ongoing communication
with the community about Visitor Industry topics, as well as tracking the progress of benchmarks suggested
in this plan and any evolution of the plan beyond this initial document.

Target for Completion: 2nd Quarter, 2007

Including the Visitor Industry Plan as an element of the Comprehensive Plan gives it the necessary align-
ment with all City plans and keeps it at the forefront of City business. As it states in the preamble of the Com-
prehensive Plan: “No decision should be made until the decision-maker has consulted the Plan for guidance.”

Target for Completion: 2nd Quarter, 2007

One of the values reflected throughout this process is the importance of public participation and an open,
transparent process. This benchmark further demonstrates this value by providing an avenue for the Board
to communicate with the community about the process of implementing this plan.

Target for Completion: 2nd Quarter, 2007

This should be the top priority of the Visitor Industry Board, once it has been established. Thorough review
of this document will give guidance on budgetary ideas, and some benchmarks will require money for feasi-
bility studies and planning.

Target for Completion: 3rd Quarter, 2007

For this plan to be effective, the Oversight Board needs to coordinate with other established visitor-related
entities. Ideally, all of these entities share a common vision and will cooperatively work toward some action
items. Involving those missing voices in the plan at this point will still benefit the overall plan by aligning cur-
rent activities and future goals.
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Visitor Industry Plan Oversight

Benchmarks

Promotions and incentives to cruise line employees
entice more passengers to disembark in Sitka, mitigat-
ing the impact of fewer total ships visiting Sitka

Visitor Industry Board has forum for citizens with
concerns about the Visitor Industry and a process to
address those concerns

VI Plan
Oversight

Target for Completion: 3rd Quarter, 2007

As part of the strategy to ensure a majority of passengers are actually disembarking in Sitka, the accom-
plishment of this benchmark shows that ship employees are also helping to promote Sitka. The idea is
essentially to give the ship’s staff direct reason to appreciate Sitka and hope that their enjoyment of Sitka
will be communicated to the passengers. Stakeholders had several ideas for employee incentives, such as
arranging for inter-ship soccer games (including bussing employees from ship to game site), or offering them
coupons and promotions from Sitka retailers. Another strategy is to create a “friendly competition” between
ships to see which one has the highest percentage of disembarking passengers, with awards given to the winner.

An underlying intention of this benchmark is to also aid the Information and Data Strategic Direction in its
quest to collect actual cruise ship visitor numbers (see also the narrative for the following benchmarks in
Information and Data: “first annual count of disembarking cruise ship passengers has been recorded by
month” and “key visitor statistics are collected monthly”). To track the success of this benchmark, disembark-
ing passengers must be counted. It may be possible for ship employees that work at the lightering docks to
record the count, or perhaps this information could be collected by a Sitkan.

Target for Completion: 3rd Quarter, 2007

This provides one of the most immediate feedback loops in the system by giving the community a place to
talk about how they relate to the visitor industry. This feedback loop will help the Board measure the impacts
and contributions of the industry, according to vocal public interface. While this will likely serve residents that
need a place to vent their opinions about adverse impacts, it also provides a place to hear from businesses
and industry, if they are feeling regulations in ways the policy-makers don'’t perceive. For example, one
Stakeholder told the planning group that to operate his business it is necessary for him to interface with sev-
eral different entities (Ports and Harbors, cruise lines, SCVB, Centennial Hall, etc.) and follow the regulations
and requirements of each. This Stakeholder hopes to find a central point for all those interfaces to help him
track the different pieces of legislation, and find balance in the regulations placed upon business owners.

The Stakeholders envisioned this Board to operate two-way communication with the community, so Sitka
can implement a balanced plan for the community. The challenge for the Board in this benchmark is to pro-
vide a measured response to the community input — not just a response to the most persistent and/or elo-
quent voices. To respond to community input, the Stakeholder group suggests the Board provide responses
based on the input of all necessary perspectives and good information on the topic at hand.
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Visitor Industry Plan Oversight

Benchmarks

Large cruise lines respond to Sitka's request for a
return to 2006 passenger levels by redirecting some
boats to Sitka on days when 1 or 0 boats are sched-
uled (except on weekends)

Small cruise lines respond to Sitka’s request for a return
to 2006 passenger levels by redirecting some boats to
Sitka on days when 1 or 0 boats are scheduled

Dialogue with large cruise ship industry results in the
following schedule for 2008: visitor capacity at 2006 lev-
els with no more than 3 large ships per day, and most
weekends with no ships

Oversight Board understands parameters of using the
head tax and has a plan to use it on projects identified in
the Visitor Industry plan

City has hired empllo?;ee to manage plan implementa-
tion, industry oversight, and head tax revenues

VI Plan
Oversight

Target for Completion: 3rd Quarter, 2007

Together, these two benchmarks represent a community advocacy effort to mitigate the impacts of a pro-
jected decrease in cruise passengers to Sitka. Even though the cruise ship schedule has been published
for 2007, community members sense that changes within that schedule are still possible. Ideally, the cruise
schedulers would also respect Sitka’s request that ships call on low traffic days, rather than adding a third
or fourth ship in addition to the regular schedule. The Stakeholders also included the caveat that, ideally,
weekends would still be relatively quiet, giving the community a chance to rest during this busy season. For
more context, see the pages on “balancing visitor numbers” in the Catalytic Strands section of this report.

Target for Completion: 4th Quarter, 2007

The work of this benchmark dovetails with several others. See the section on “balancing visitor numbers” in
the catalytic strands section of this report.

Target for Completion: 1st Quarter, 2008

Implementation of a $50 per cruise passenger head tax will provide increased revenues for Sitka’s visitor in-
dustry infrastructure. While the Stakeholders frequently mentioned the head tax as a funding source for their
ideas during the planning process, the reality is that the parameters and actual distribution of the money
remains unknown to this group. Once the Oversight Board better understands these parameters, they will be
equipped to recommend goals from this plan to be funded by that money. Ideas for the head tax specifically
mentioned in this plan: capital projects (in Transportation and Infrastructure), keeping restrooms open, and
hiring a full-time City employee to oversee this effort.

Target for Completion: 1st Quarter, 2008

To ensure careful and consistent oversight of the many elements of this plan, the Stakeholders recommend
that the City hire a full-time employee to coordinate it. The Visitor Industry is a critically important piece of
Sitka’s economy and community life, and, together with the Oversight Board and the core group of Stake-
holders involved with this process, an employee will provide a central resource for the implementation efforts
of this plan.
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Visitor Industry Plan Oversight

Benchmarks

Public review process for plan is completed — new
benchmarks have been identified

New target(s) for visitor numbers have been set based
on evaluation of visitor impacts and contributions

VI Plan
Oversight
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Target for Completion: Beyond 2008

Staying true to the spirit of the process that developed this plan, a public review process is mandatory. After
two years of implementation, it will be time for a major community review to see what's been accomplished,
how things have evolved, and what new topics need to be addressed. The Stakeholders provided the first
two years of benchmarks, but the framework of the plan is intended to last for at least five years. New
benchmarks will need to be added to continue the ongoing work of this plan.

Target for Completion: Beyond 2008

This benchmark is the culmination of several previous benchmarks that strive to balance Sitka’s capacity
with the number of visitors received each year. See the pages on “balancing visitor numbers” in the Catalytic
Strands section of this report.



Visitor Industry Plan Oversight —

Gems: A great number of ideas, concerns, observations, and aspirations were created and recorded during the planning of this
document. While those listed below did not find their way into the final plan, they may spur future creativity in crafting benchmarks.

Oversight Board Plan Promotion and Endorsement

*  Community still feels that decisions for * Implementation of Sitka’s visitor indus-
Sitka are made by the community (not try plan has community-wide endorse-
outside influences) ment.

« Collaborative tourism commission cre-
ated by Assembly to implement visitor
plan

* Marketing plan for the oversight board is
developed

» Objective action plans, timelines, and
evaluation methods have been identi-
fied for the plan’s strategic directions

* Milestones in plan implementation are
celebrated

VI Plan
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| Action Focus Areas | | Overall Direction |

Marketing and
Promoting Sitka’s unique qualities P rO m Ot i O n

Diversifying markets

Improving existing visitor attractions and events Intent: To market and promote Sitka within
Developing unique attractions, festivals, and celebrations in the shoulder seasons the guidelines of the visitor industry plan.

Benchmarks 2007 | Benchmarks 2008

Plan-based marketing budget has been established. Visitors have easy and ready access to information on a comprehensive array of Sitka’s

. L . . o ) ttractions.
Sitka partnership with large cruise user groups (those that book an entire ship) is successful in atiractions

lobbying ships to come to Sitka.

Fisheries awareness pamphlet (inc. species ID, history, recipes, handling, conservation, know
Q. your limits, etc.) distributed with all sport fishing licenses.

Three cultural/historical events are targeted for promotion through collaborative partnerships. 80%-100% of cruise ship passengers are disembarking, regardless of weather.

Marketing themes and a branding campaign unique to Sitka and relevant to this plan are being
consistently utilized in Sitka's promotional strategies.

Dialogue with cruise lines results in fair promotion of Sitka businesses.

Sitka is recognized as a “pedestrian and bicycle friendly city”.
Website presence established (either new or through existing sites) that promotes all Sitka

businesses and events. 4th Qtr.

Desirable, yet under-represented visitor markets see Sitka promotional information. Sitka appears in 20 national publications as “a great place to visit".

Seasonal attractions are available to visitors during designated off-season events. Increased utilization of off-season bed capacity and event promotion results in a 5% increase
since 2006 in conventions and events in Sitka.

Beyond 2008

Eco-tourism is a college major and institute in Sitka

Marketing
& Promotion



Marketing and Promotion

Intent: To market and promote Sitka within the guidelines of the visitor industry plan.

Action Areas:

«  Promoting Sitka’s unique qualities
+  Diversifying markets
*+ Improving existing visitor attractions and events

+  Developing unique attractions, festivals, and celebrations in the shoulder seasons

Discussion: The ideas and recommendations within this Stra-
tegic Direction focus on promoting what is special about Sitka,
intentionally reaching out to new markets and inviting them to
visit, and ensuring that visitors experience a variety of high-quality
attractions and events that enhance their visit to Sitka. The Intent
of this Strategic Direction specifically states that marketing and
promotional efforts should work in concert with the other elements
of this plan and the values of the community. Hence, the hope is
that marketing efforts will prioritize local businesses and oulffitters;
highlight Sitka’s unique history, arts, and cultural attributes; em-
phasize respectful encounters with the natural environment; and
welcome visitors to experience the diversity of this working Alaska
town.

Marketing
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Results from a visitor study conducted in 2006 also provide some
indications for future marketing strategies. This survey was taken
by 258 visitors over a five-day period in August. 115 respondents
said they felt there is something special about Sitka when com-
pared to other Alaska towns. Many of them felt “other towns are
too tourist-oriented,” that “Sitka is still a real town with history and
culture” and “it’'s not overrun by tourists like other towns we’ve vis-
ited.” All of these comments support the idea that Sitka has unique
characteristics that are appealing to visitors, and care should be
taken to intentionally promote and share these characteristics
with them. In addition, eighty percent of those surveyed said they
prefer to shop in locally-owned businesses (see the Sitka Visitor
Survey, 2006 prepared by students and faculty of Union College
for this project). Promoting this aspect of Sitka follows the plan’s
overriding principle of maintaining local control, and also hints at a
marketing strategy to identify local goods and services.



Marketing and Promotion

Discussion (continued)

Improving existing attractions and events

One of the Stakeholders assembled a comprehensive list of
Sitka’s cultural and historical assets, including museums, Native
and Russian cultural sites, World War Two historical artifacts,
cemeteries, and arts events, to name a few. (See Appendix D for
the full list, which is also available online at http://www.visgroup.
org/inventory.htm). A concerted effort should be made to review
this list and prioritize areas of focus, either for attentive upkeep
and/or for increased use and interpretation. The Stakeholders
also collected some ideas about how to better promote these
assets, such as scheduling festivals and events around the ferry
schedule to attract more regional visitors; showing historical films
and documentaries in the downtown theater during the day; and
featuring local foods in restaurants and cooking schools. See the
list of “gems” at the end of this section for a complete list of ideas.

Developing unique attractions, festivals, and celebrations

This Strategic Direction also serves to attract new markets and
increase the number of visitors in October-April (the “off-season”).
The Stakeholder group suggested numerous creative ideas for
new festivals and events — the full list of ideas can be found on
the “gems” page at the end of this section. Here are a few: host a
cooking school featuring local products; Sitka Spruce wood instru-
ment festival; fishing heritage festival; promote status as “The
Kayak Destination”; expand the Sheldon Jackson Aquatic Center;
and establish an artist co-op market.

Consistent and Accurate Storytelling

There is consensus within the community that Sitka has a unique
history and character that residents are excited to share with
visitors. Many visitor entities provide some degree of pre-season
training to employees who will act as visitor guides. The training is
intended to help guides provide visitors with accurate information
about Sitka’s natural, historical, social, and economic situation.
According to one Stakeholder presentation, a substantial number
of local government and private visitor entities provide some sort
of pre-season training to their employees. However, not all guides
receive training, and the depth of training varies. Furthermore, as
this Stakeholder reported from an informal survey, the most chal-
lenging questions for guides are questions about local, regional,
or state issues, the local economy, or the best way to spend three
hours in Sitka. There is some concern that guides provide in-
consistent and sometimes inaccurate information to visitors, and
there has been some discussion about developing a mechanism
to improve that situation. Creating a readily available handout that
compiles standardized information about Sitka’s economy, history,
and culture could be a simple first step. Local visitor entities could
also cooperatively create a training program that would certify
guides and include a “trained guide” logo for use in marketing
materials.

Marketing
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Marketing and Promotion

Benchmarks

Plan-based marketing budget has been established

Sitka partnership with large cruise user groups (those
that book an entire ship) is successful in lobbying ships
to come to Sitka

Three cultural/historical events are targeted for promo-
tion through collaborative partnerships

Marketing themes and a branding campaign unique to
Sitka and relevant to this plan are being consistently
utilized in Sitka’s promotional strategies

Target for Completion: 2nd Quarter, 2007

To proceed with almost all of the other benchmarks listed here, a budget must first be established. The
Stakeholders recommend that the budget support action items that further the intentions and goals of this
plan; i.e., that Sitka’s attractions, assets, and businesses are promoted accurately and consistently, that
partnerships are sought for collaborative promotional work, and that locally owned entities are given prece-
dence. A liaison from the Oversight Board should be involved in identifying the budget items for this Strategic
Direction.

Target for Completion: 2nd Quarter, 2007

Frequently, an organization or corporate entity will occupy a large portion or the entirety of a cruise ship. Ex-
amples include national corporations who offer the cruise as an employee benefit, and social organizations
that promote cruises as a way to meet like-minded individuals. Several Stakeholders who have worked with
these groups in the past indicate that Sitka is a favored stop for many of these groups. The strategy behind
this benchmark is for Sitka to directly contact the organizers of these cruises and encourage them to make
sure their ship will stop in Sitka.

Target for Completion: 3rd Quarter, 2007

The inclusion of this benchmark sets a bar for Sitka’s promotional standards; specifically, the Stakeholders
would like to see more energy focused on promoting the unique qualities of Sitka and emphasizing events
and attractions that happen in the off-season. Participation from the Sitka Convention and Visitors Bureau
and other community marketing avenues is critical for the accomplishment of this benchmark.

Target for Completion: 4th Quarter, 2007

This goal is geared for all markets — especially desirable, underrepresented markets. A marketing image
should be developed that is both consistent with visitor expectations and also an accurate representation of
what visitors will experience in Sitka. The branding package should show a common theme and design, and
be applied to all promotional materials such as advertising, websites, and brochures. Potential images and
themes that are consistent with this plan include Sitka’'s wild and natural environment, eco-tours, wildlife,
the unique cultural and historical aspects of Sitka, “Made in Sitka” art and products, and Sitka’s image as a
sustainable and self-reliant community. In the future, a promotional theme for Sitka could include it's status
as a “pedestrian and bicycle friendly” community (see 2008 benchmark within this Strategic Direction).

Marketing
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Marketing and Promotion

Benchmarks

Website presence established (either new or through
existing sites) that promotes all Sitka businesses and
events

Desirable, yet under-represented visitor markets see Sitka
promotional information

Target for Completion: 4th Quarter, 2007

One goal of this plan is to provide potential visitors with complete and accurate information about what Sitka
has to offer. The Stakeholders discussed the possibility of housing such a website within an existing struc-
ture rather than to invent a new and competing site; however, importance is placed on promoting the entire
range of diverse options for visitors to Sitka, not maintaining a member-based site or spot for paid advertisements.

Target for Completion: 4th Quarter, 2007

The Stakeholder group intentionally chose to discuss all types of visitors and keep their focus broad
throughout this process. Early in the process, they broadly defined “visitor” as “a non-local who comes to our
community for a short term with a specific reason for being here.” The Stakeholders developed the following
list of potential visitors: independent day and overnight visitors, passengers on small cruises, large cruises,
and luxury yachts, Alaska residents, small tour groups, “learning-focused” visitors, business and conference
travelers, high school students traveling for school events, friends and family of residents, and adventure
travelers. Longer-term visitors were also considered: migrant workers, volunteers (e.g. Sheldon Jackson
VIMs, Jesuit and AmeriCorps volunteers), medical travelers, students, and seasonal fishing fleets. As a re-
sult of this broad definition, they considered many types of visitors as potential markets, and they recognized
that some of those markets are currently unrealized or not a focus area in Sitka’s visitor industry.

Other specific benchmarks within this plan are targeted toward adventure travelers, eco-tours, and hosting

a broader offering of conferences. Recognizing that some infrastructure will need to be expanded, there are
also benchmarks that reflect an expanded conference space and increased bed capacity in October-April to
help house visitors in the off-season. Action toward this goal should start with an appropriate group of people
deciding which untapped markets to prioritize, and determining the best ways to attract those markets.

Increasing the national advertising exposure would be a good strategy for attracting independent travelers.
One effective approach is to utilize cooperative marketing programs, such as the Alaska Vacation Planner
and www.travelalaska.com, both produced by the Alaska Travel Industry Association. Advertisements in a
variety of magazines (as suggested by another benchmark in 2008), and even providing informal input to
popular travel websites and chatrooms are other strategies.
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Marketing and Promotion

Benchmarks

Seasonal attractions are available to visitors during
designated off-season events

Visitors have easy and ready access to information on
a comprehensive array of Sitka’s attractions

Fisheries awareness pamphlet (inc. species ID, history,
recipes, handling, conservation, know your limits, etc.)
distributed with all sport fishing licenses

Target for Completion: 4th Quarter, 2007

In the off-season, during specific events such as Whalefest and regional athletic events, visitors should have
the ability to take advantage of attractions that are now considered to be mostly seasonal and are not as
heavily promoted in October-May. This idea includes not only making sure the attractions are available, but
also for marketers to work with event organizers and local attractions to “package” a series of tours for event
attendees. For example, students and families attending the 3A State Wrestling Championship at Mt. Edge-
cumbe in December, 2007, could be offered the opportunity to take guided land or water tours at a certain
time, be shuttled to the Raptor Center, and hear a Native Storyteller during the course of the week.

Target for Completion: 1st Quarter, 2008

Feedback from visitors, input from the Gateway Plan, and observations of local tourist operators all indicate
that navigational aids and information on Sitka’s attractions could be more comprehensive. The goal of this
benchmark is to ensure that visitors have an easy and immediate understanding of what'’s available to them
and how to find the local attractions. One specific idea to accomplish this benchmark is for Sitka to provide

a promotional brochure to the cruise lines for passenger distribution. Rather than depending on the ship’s
promotional efforts, this gives Sitka the opportunity to orient passengers to the community, provide them with
inclusive information about businesses and attractions in Sitka, offer safety advice (especially on traffic and
crosswalks), and include answers to frequently asked questions. Improved maps and signs to guide visitors
through Sitka will also enhance their experience.

Target for Completion: 2nd Quarter, 2008

One of the vision elements for this plan as defined by the Stakeholder group states: Active stewardship of
historical and cultural resources and the wild and clean environment. The Stakeholders also agree that a
healthy natural environment and subsistence lifestyle are two elements of a high quality of life enjoyed by Sitkans.

The intention behind the fisheries pamphlet is to communicate these values to everyone who participates

in sport fishing. The Stakeholders recommend the following be included in the pamphlet: species identifica-
tion information, history of the fisheries, recipes, handling guidelines, information about conservation of
resources, and “knowing your limit.” The group originally thought the pamphlet could be distributed through
the Alaska Department of Fish and Game, but then decided to narrow their focus on Sitka fishing license
vendors. This benchmark should dovetail with the Outreach Strategic Direction, where one benchmark aims
to have a fisheries user group working together on common local concerns.
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Marketing and Promotion

Benchmarks

80%-100% of cruise ship passengers are disembark-
ing, regardless of weather

Dialogue with cruise lines results in fair promotion of
Sitka businesses

Sitka is recognized as a “pedestrian and bicycle
friendly city”

Sitka appears in 20 national publications as “a great
place to visit”

Target for Completion: 2nd Quarter, 2008

Early implementation efforts for this plan include improved marketing to cruise passengers, and providing
incentives to cruise line employees if they help “sell” Sitka and encourage all passengers to disembark.
Achievement of this benchmark would show that those efforts have been successful, and that Sitka is known
as an irresistible port.

Target for Completion: 2nd Quarter, 2008

A disturbing realization for the Stakeholder group was to find out that one of the cruise ships had a Russian-
themed shop open on their boat, with a sale the day they were in Sitka. The Stakeholders see this bench-
mark as part of the ongoing dialogue to be initiated with cruise lines in 2007. They believe the community
should have the opportunity to talk with the entities responsible for on-board sales and marketing and point
out that Sitka’s visitor industry is not only based on cruise ships stopping in Sitka, but also getting passen-
gers off the boat and participating in the unique things Sitka has to offer. The group acknowledges that this
may be a daunting task, but they also know that nothing will change if the conversation isn’t initiated.

Target for Completion: 3rd Quarter, 2008

Achieving this benchmark indicates that, as part of an effort to attract more independent travelers, Sitka
has dedicated some effort toward meeting the standards of a pedestrian and bicycle friendly city, and have
promoted those efforts.

Target for Completion: 4th Quarter, 2008
This benchmark speaks for itself as a marketing strategy.
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Marketing and Promotion —

Benchmarks

Increased utilization of off-season bed capacity and Target for Completion: 4th Quarter, 2008
event promotion results in a 5% increase since 2006 in One of the recognized weaknesses in Sitka’s off-season visitor industry is a lack of bed capacity and promo-
conventions and events in Sitka tion of the off-season. While the achievement of this benchmark may be a little “chicken or egg,” the inten-

tion is clear: intensive promotion of hosting conventions or events in Sitka in the off-season could bring more
visitors to Sitka, but there needs to be a place to house them.

Target for Completion: Beyond 2008

Eco-tourism is a college major and institute in Sitka Accomplishment of this benchmark will demonstrate that Sitka has become such a popular and success-
ful eco-tourism destination, that people are coming to Sitka to learn how it's done. Having a population of

educated eco-tourism business leaders will also help to sustain a diversity of eco-tour operators in Sitka and
throughout Southeast.

Marketing
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Marketing and Promotion

Gems: A great number of ideas, concerns, observations, and aspirations were created and recorded during the planning of this
document. While those listed below did not find their way into the final plan, they may spur future creativity in crafting benchmarks.

Diversifying Markets

Sitka attracts visitors interested in
unique educational opportunities

Sitka festivals and events are planned
around the ferry schedule to attract
regional visitors

Eco-tourism market expanded and
widely promoted

Sitka has expanded outdoor activi-
ties and is promoted as a Recreational
Mecca

Sitka has developed a map of sea kay-
ak routes and facilities and is promoted
as The Kayak Destination

There is a world class mountain bike
trail, and annual mountain biking events

Fitness and health training and certifica-
tion institute established in Sitka (a la
Cooper Institute)

Marketing

Promoting Sitka’s Unique Qualities

The cultural and historical aspects of
Sitka are widely marketed

The diverse history of Sitka churches is
promoted

Whalefest visitor to local ratio is 2:1

Sitka receives national attention for the
outstanding personalities who attend
Sitka celebrations year-round (e.g. Gor-
bachev visits for Alaska Day)

Sitka is a national model for how a town
can be truly sustainable and self-reliant

A fisherman’s market and community
agriculture are promoted as aspects of
Sitka’s self-reliance

Incentives developed for existing shops
and start-up shops to market local arts,
crafts; i.e. true “made in Sitka” souvenirs.

“Sitka Fresh Network” items are pro-
moted on the menus of Sitka restaurants
(e.g. fish, artisan breads, coffee, deer).

All interpretive guides in Sitka receive
accurate, consistent training, and they
provide visitors with accurate, consis-
tent information about Sitka’s history
and culture

Set up Sitka Netflix for Sitka documenta-
ries on logging/fishing/Native culture, etc.
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New Events and Attractions

Events tied to commercial fishing (e.g.
herring)

Coast Guard, Search and Rescue ex-
position, competition and training

Host cooking school with local and visit-
ing chefs highlighting local wild sustain-
able products

Sitka Spruce wood/instrument festival
Cross-Baranof Island foot race
Spring arts and music festival

Start and promote a “fishing heritage”
festival

Alaska Foods Festival with chef demos/
school

Build on local attractions — jazzfest,
health and wellness, Art Fest

Thriving local artist market with co-op
market center

A public kiosk market, with spaces
available to locals one week at a time
by lottery

Cross-promote visitor attractions (a la
Amazon.com recommendations)

Walking tour of Katlian St. and Back St.
offered to highlight commercial fishing,
Native history and “Scotty’s Fish Shack.”

—



| Action Focus Areas | | Opverall Direction I

Establishing standards:

For environmental impact/use |I'Icelltlves and
To maintain downtown character P ol i c i e s

For the community economy
Promoting incentives and solutions: . .
Intent: Create proactive strategies to
maintain and enhance the qualities that
For meeting downtown character standards make Sitka a special place to live and visit.

To improve community economic standards

For meeting environmental standards

Benchmarks 2007 Benchmarks 2008

Policies and incentives on pedestrian density make 3-ship days seem like 2-ship days (large Awards given to businesses that minimize environmental impact based on community-
ships). developed standards.
City adequately supports local residents trying to start new businesses in the Visitor Industry Incentives established for broad array of environmentally-friendly transportation.

through financial assistance and programs.

Community dialogue is held to discuss and define “downtown character” and possibilities for
preserving and enhancing that character.

Incentives in place for business owners to pay living wage to employees.

Subcommittee of Oversight Board has reviewed existing environmental and economic Beyond 2008
standards, and has researched how other communities provide incentives to meet their
standards. 90% of downtown businesses open and doing good sales in off-season.

* 0% vacant downtown business spaces.

Incentives
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Incentives and Policies

Intent: Create proactive strategies to maintain and enhance the qualities that make

Sitka a special place to live and visit.

Action Areas:

+ Establishing standards: .
* For environmental impact/use .
* To maintain downtown character .
* For the community economy .

Promoting incentives and solutions:
For meeting environmental standards
For meeting downtown character standards

To improve community economic standards

Discussion: It goes without saying that a community plan neces-
sitates some policies and incentives for realizing the vision of the
community. This Strategic Direction evolved to protect the special
qualities of Sitka while other Strategic Directions strive to promote
these qualities. The Action Focus Areas articulate three specific
issues for attention: Sitka’s natural surroundings, the appearance
and feel of the core downtown area, and the overall community
economics. In all three cases, the planning group suggests that
standards must first be established, and then the community must
be prompted to meet these standards and supported in their ef-
forts toward meeting and/or improving the standards. Meeting the
established standards could be enforced by policies and regula-
tions, but the Stakeholder group recommends that incentives be
more frequently considered.

Several of the benchmarks for this Strategic Direction dovetail
with efforts in other parts of the plan. For example, offering incen-
tives for using environmentally-friendly transportation is a bench-
mark included here, and there is also a benchmark in Marketing
that shows Sitka being recognized as a “pedestrian and bicycle-
friendly town.”

Incentives
& Policies
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Incentives and Policies

Benchmarks

Policies and incentives on pedestrian density make
3-ship days seem like 2-ship days (large ships)

City adequately supports local residents trying to start
new businesses in the Visitor Industry through financial
assistance and programs

Target for Completion: 2nd Quarter, 2007

Mitigating congestion on heavy visitor days is an ongoing concern in Sitka. This benchmark is one of a set
that aims to resolve the crowded feeling of downtown on busy days through actions that help to redirect
some of the traffic, either by guiding pedestrians to another path, or by reducing automobile traffic during the
busiest times of day. This benchmark directly accompanies the one in Information and Data, which states,
“Trial actions taken to mitigate impacts of high-density days are studied for effectiveness.” The Stakeholders
recommend that the City try some mitigation strategies in 2007 and carefully study the effects of those strat-
egies. The results of these efforts, along with other data and planning, will eventually result in the establish-
ment of a visitor capacity threshold, and a mitigation plan that will be implemented to cross that threshold.

Some suggestions for trial and study include:

+  Closing Lincoln Street to automobile traffic from St. Michael's Cathedral to Katlian Street (also sug-
gested in the Comprehensive Plan and the Gateway Plan)

+  Collaborate with Sitka Tribal Enterprises as they embark on a downtown transportation study and
improved shuttle service (a shuttle system was also suggested in the Gateway Plan)

+  Eliminate parking on one side of Lincoln Street between St. Michael's Cathedral and Katlian Street (also
suggested by the Gateway Plan)

Target for Completion: 2nd Quarter, 2007

This plan includes a lot of good ideas for new business ventures, and the Overarching Principles clearly
prioritize local efforts. But generating a successful new business requires financial resources and know-how,
which aren't always readily available to a new entrepreneur. To compliment the benchmarks that are seeking
new markets and promoting new attractions and events, the plan also needs to incorporate programs and in-
centives to encourage local interest in small business. Sitka Works!is a tremendous asset in this realm, and
it has been responsible for helping many entrepreneurs get their start. The Stakeholders have expressed
some concern that this organization does not consistently receive the financial support it needs to rely on
this service in Sitka. Other resources should also be explored and promoted to accomplish this benchmark
and ensure ongoing opportunities for local entrepreneurial assistance.

Incentives
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Incentives and Policies

Benchmarks

Community dialogue is held to discuss and define
“downtown character” and possibilities for preserving
and enhancing that character

Subcommittee of Oversight Board has reviewed exist-
ing environmental and economic standards, and has
researched how other communities provide incentives
to meet their standards

Awards given to businesses that minimize
environmental impact based on community-developed
standards

Incentives established for broad array of
environmentally-friendly transportation

Target for Completion: 4th Quarter, 2007

The Stakeholder group feels it is imperative to establish some aesthetic standards for the core downtown
area. Articulating and enhancing Sitka’s downtown character is a concept that was also suggested by the
Gateway Plan, and by Chris Beck, the content consultant for this process. Both of these planners suggested
improvements to lighting, interpretive information and navigational aids, landscaping, and design standards
for building scale, colors, and materials. Although the Stakeholders agree that standards should be estab-
lished, they also recognize some difficulty in articulating exactly what the “downtown character” is, given that
the downtown currently has a rather eclectic character. Therefore, this benchmark acts as a critical first step
by engaging a diverse representation of the community to define “Sitka’s downtown character.” Once this
definition has been established, efforts can be made to develop standards that will preserve the downtown
character. Undertaking this effort will provide stronger guidance for future development and remodeling, and
help retain some level of consistency that is reflective of Sitka’s heritage and people.

Target for Completion: 4th Quarter, 2007

The first step for this Strategic Direction should be to thoroughly review any existing environmental, econom-
ic, and downtown architectural/historical standards Sitka may currently have. Simultaneously, the Stakehold-
ers believe that other communities may have incentive programs to meet environmental, economic, and
downtown character standards, and perhaps Sitka could learn from those examples. Therefore, the group also
recommends that some research be done to collect ideas on how to help the community meet the standards.

Target for Completion: 2nd Quarter, 2008

Both of these benchmarks point toward a community effort to protect the wild and clean natural surroundings
of Sitka. Once the environmental standards have been established, giving awards to businesses that meet
and exceed these standards is one incentive idea. For example, charter and sightseeing boats that meet

the standards could receive a decal to place prominently on their boat that designates them as “a friend to
Sitka’s environment.” (This could also be considered for a promotional strategy.)

Similarly, the Stakeholders recommend that an incentive program be established to promote broad use of
environmentally-friendly transportation. This could apply to both individual residents who choose to travel
through town by bicycle, and also to transportation businesses that use electric busses or fuel-efficient
engines.

Incentives
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Incentives and Policies

Benchmarks

Incentives in place for business owners to pay living
wage to employees

90% of downtown businesses open and doing good
sales in off-season

0% vacant downtown business spaces

Target for Completion: 2nd Quarter, 2008

The overall mission of this planning process had three elements: to maximize contributions, minimize
impacts, and enhance Sitkans’ quality of life. Local economics and standard of living are important issues
for local residents, and as a significant portion of Sitka’s economy, the visitor industry has a role to play in
making sure residents can afford to live here. As part of the action area focused on community economic
standards, achieving this benchmark would demonstrate that Sitka recognizes how earning a living wage
positively influences one’s quality of life. It's a slightly different kind of benchmark, in that it indicates some-
thing that should be tracked, rather than a single accomplishment. Regardless, Stakeholders hope to see
some progress in this area.

Two relevant websites that offer more information about living wages are www.livingwagecampaign.com
and www.acorn.org. Both of these sites offer information on how other communities have implemented a
living wage campaign and what the elements of a living wage ordinance would be. Taking steps toward this
benchmark would require a community dialogue about the elements to include in Sitka’s definition of a living
wage, and then the City would enact that standard through an ordinance.

Target for Completion: Beyond 2008

Both of these benchmarks speak to the Overarching Principles and the Stakeholders’ Quality of Life state-
ments and respond to the Stakeholders’ pervasive wish that the downtown business community remains ac-
tive year-round and in service to residents as well as visitors. These are indicators of an economy that is not
strictly seasonal and that Sitka is not building infrastructure based on one seasonal source, but that there is
a flow of traffic through Sitka businesses year-round.

Incentives
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Incentives and Policies

Gems: A great number of ideas, concerns, observations, and aspirations were created and recorded during the planning of this
document. While those listed below did not find their way into the final plan, they may spur future creativity in crafting benchmarks.

Downtown Character

Downtown character maintained and
improved, with attention given to light-
ing, parking, pedestrian circulation,
comfort, design standards, and enforce-
ment of existing laws/zoning

Green spaces and open views are pre-
served and increased

Economic

Incentives established to promote year-
round businesses

Incentives developed for new restau-
rants and accommodations to support
the steadier tourism flow

Families have the ability to live and
work in Sitka

Children return to raise families

Environment

Incentives established for implementing
“green” infrastructure and practices

Tour buses and public transportation
use alternative fuels

Electric shuttle buses in use
No natural resource has been depleted

City works with local tour operators on
“‘intensity of use” zoning and “leave no
trace” policies.

Specific sensitive natural areas have
been identified and actions are taken to
protect them

Islands and beaches are still wild and
undeveloped

Incentives
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Recreation

Actions are taken to balance visitor and
resident use of recreational facilities

Maps created to guide visitors only to a
specific subset of recreation (reserving
some for resident use)

Other Ideas

Tax incentives or rewards for business-
es that follow or help implement the
long-range visitor industry plan

Reward program established to rec-
ognize the volunteer service efforts of
visitor industry entities

—



I Action Focus Areas I | Opverall Direction |

Transportation
Identifying, building, improving and maintaining visitor industry infrastructure a “ d I Ilfl'aSt I'I.I Ctll re

Improving access to/from and within Sitka and offering a broad array of transportation
options
Creating and maintaining attractive public spaces and amenities

Intent: To provide the framework of
structure and support for Sitka’s Visitor
Industry and optimize visitor access to
Sitka’s community and natural assets.

Benchmarks 2008

Benchmarks 2007 |

Visitor Industry-related capital projects for next 5 years identified. Visitors and residents can easily access a public telephone and wireless internet.

More public restrooms have been made available; public restrooms are clean, accessible, and

open year-round.

Comprehensive list of existing meeting spaces has been compiled and is being housed in a

central location as a resource.
2" Qtr.

Partnership between City and Sitka Tribal Enterprises provides improved shuttle and tour
services.
Oversight Board liaison has met with Parks and Rec and/or the Tree and Landscape committee

to discuss existing plans for Sitka’s green spaces and to cooperatively plan for protecting and
maintaining those spaces (esp. Crescent Harbor strip).

Congestion mitigation plan implemented on heavy visitor days.

Convention capacity has expanded downtown.

Beyond 2008

Transportation &
Infrastructure



Transportation and Infrastructure

Intent: To provide the framework of structure and support for Sitka’s Visitor Industry
and optimize visitor access to Sitka’s community and natural assets.

Action Areas:

* ldentifying, building, improving and maintaining visitor industry infrastructure

* Improving access to/from and within Sitka and offering a broad array of transportation options

» Creating and maintaining attractive public spaces and amenities

Discussion: Visitor attractions, ameni-
ties and access to Sitka are all critical
considerations for future community deci-
sions. As an island community, Sitka is
constantly concerned about having practi-
cal and affordable transportation available
to both visitors and residents. The specific
benchmarks about transportation included
in this section addresses traffic flow within
Sitka. Additionally, although they aren’t
officially included as benchmarks in the
plan, the last page of this section includes
many Stakeholder ideas about transporta-
tion to and from Sitka, as well.

The area of Sitka enjoyed by tourists

is also where residents work and live.
Creating infrastructure that meets every-
one’s needs assures that these areas
will continue to be vibrant year-round.
Stakeholders consistently commented on
the off-season barrenness of Southeast
towns that have built visitor-specific infra-
structure, and emphasized their desire to
avoid that type of seasonal imbalance.

Action items within this benchmark also
include care for public spaces such as
cemeteries and green strips, and im-
proved signage and maps to help visitor

traffic flow. Other resources to consult

on topics within this strategic direction
include the Sitka Comprehensive Plan,
the transportation study conducted for
Sawmill Cove Industrial Park, the Sitka
non-motorized transportation plan, and
presentations made by Stakeholders
during this process listing Sitka’s cur-
rent infrastructure and the capacity of the
City’s infrastructure to meet visitor needs.
(Stakeholder presentations are available
on the plan’s website, and will also be
available as a reference in hard copy.)

Transportation &
Infrastructure
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Transportation and Infrastructure

Benchmarks

Visitor Industry-related capital projects for next 5 years
identified

Comprehensive list of existing meeting spaces has
been compiled and is being housed in a central loca-
tion as a resource

Oversight Board liaison has met with Parks and Rec
and/or the Tree and Landscape committee to discuss
existingi plans for Sitka’s green spaces and to coopera-
tively gan for protecting and maintaining those spaces
(esp. Crescent Harbor strip)

Target for Completion: 2nd Quarter, 2007

As a first step in this Strategic Direction, the Oversight Board, together with local experts in the areas of
infrastructure and transportation, should develop a list of capital projects that support the goals of this plan.
Some suggestions have been made within this document, such as year-round public restrooms, expanded
convention capacity, and a congestion mitigation plan. As the benchmarks below are thought through in
greater detail, other capital projects may appear. These projects could be considered as a target for head
tax money use; however, there are other, non-capital projects also recommended for head tax money. Once
the Oversight Board understands the parameters and expected income from this tax, they will be better
equipped to make budget recommendations.

Target for Completion: 3rd Quarter, 2007

The Stakeholder group had several discussions about Sitka’s meeting and convention capacity, and how it
seems to be increasingly difficult to find a meeting space for moderately-sized groups, especially during the
summer season. These conversations resulted in two benchmarks: this one to solve immediate needs, and
one looking further into the future. During one of the planning meetings, members of the Stakeholder group
started to realize there are numerous meeting spaces that could be available to the public if only they knew
where to inquire. For example, a representative of the Forest Service offered the White House as a possibil-
ity, and a charter fishing operator said she knows of several lodges that could provide meeting space and
transportation, especially during the off-season. A compilation of these options, including contact informa-
tion, availability, and location, should be assembled and made available to the organizers of meetings, small
conferences, and retreats.

The second related benchmark is to expand the downtown convention space (full description follows below).

Target for Completion: 4th Quarter, 2007

The Stakeholder group placed a strong value on protecting the existing green spaces in Sitka and finding
opportunities to create more. They are particularly concerned about the Crescent Harbor green strip, which
is occasionally threatened by ideas for a wider street or more parking. This green strip and the pathway
through it provide visitors and residents alike the opportunity to enjoy a seaside stroll with a harbor view.

It also provides a nearly seamless connection from downtown to Sitka National Historical Park. Working
together with the Parks and Recreation commission, the Oversight Board aims to support existing plans and
help to make future decisions for maintaining these green spaces.

The notion of preserving and enhancing greenways is also supported by the Sitka Comprehensive Plan in
Sections 2.13.34 and 2.7.8.
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Transportation and Infrastructure

Benchmarks

Visitors and residents can easily access a public tele-
phone and wireless internet

More public restrooms have been made available;
public restrooms are clean, accessible, and open year-
round

Partnership between City and Sitka Tribal Enterprises
provides improved shuttle and tour services

Target for Completion: 1st Quarter, 2008

These two benchmarks both achieve easier access to travel amenities. There are currently three freestand-
ing public restroom facilities in Sitka (with four units per facility), which are only open from May-September.
One of the Stakeholders researched recommendations for restroom capacity, and found that the Public
Events Planning Commission in East Somerset, England, recommends a toilet to person ratio for events
under 6 hours should be 1:100 for women and 1:150 for men. According to this equation, Sitka’s current
summer capacity is 1200 women and 1800 men in a six-hour period. This calculation does not include ad-
ditional restrooms at attractions or excursions. But even if those were included, the visitor numbers probably
still exceed capacity on the heaviest days, and without increasing public facilities, Sitka would be stretched
to accommodate greater visitor density. Additionally, numerous residents have expressed their wish to have
access to public restrooms from October-April.

There are two separate issues on the topic of telephone access: pay phones are not readily accessibly
during the off-season, and during the summer, the cell phone network frequently overloads. The Stakehold-
ers stress that access to telephones is important for year-round visitors and residents. Achievement of this
benchmark shows that Sitka has expanded its telecommunications capability.

The third utility included in these benchmarks is Internet access; specifically, access to wireless internet
connections. Use of the Internet is already of utmost importance, and a necessary amenity for business
travelers. While Sitka is already taking steps to accommodate this need, accomplishing this benchmark will
assure that travelers have several options to access the Internet.

Target for Completion: 2nd Quarter, 2008

Another solution for solving downtown congestion issues is to provide enhanced shuttle service for visi-
tors. STE is already pursuing a new shuttle to run from the O’Connell Bridge and Crescent Harbor through
downtown, to Sitka National Historical Park, the Sheldon Jackson Museum, and other favorite attractions.
A partnership with the City will help to develop shuttle stops, and potentially expand transportation routes
beyond the downtown area.

Transportation &
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Transportation and Infrastructure

Benchmarks

Congestion mitigation plan implemented on heavy
visitor days

Convention capacity has expanded downtown

Target for Completion: 2nd Quarter, 2008

Mitigating congestion on heavy visitor days is an ongoing concern in Sitka. Not only was it discussed in this
process, but mitigation strategies were also suggested in the Comprehensive Plan, the Gateway Plan, and
by Chris Beck, a planning consultant for this process. This benchmark is third in a series that aims to resolve
the crowded feeling of downtown on busy days through actions that help to redirect some of the traffic, either
by guiding pedestrians to another path, or by reducing automobile traffic during the busiest times of day.

Two benchmarks set in 2007 conduct some test solutions and careful study of those trials to evaluate their
effectiveness. Armed with this information, along with the data that will be gathered about downtown capac-
ity and visitor density, planners will be able to ascertain a capacity threshold, i.e., how many visitors Sitka’s
downtown can comfortably welcome with no traffic alterations. Once that capacity has been determined,
strategies for mitigating the impacts of exceeding that capacity can be developed.

Target for Completion: 4th Quarter, 2008

In 2005, Centennial Hall had 1000 reservations for meetings and events. Especially in the summertime,
their schedule is packed, there are lines to the restrooms, and the staff is working constantly. The North
Pacific Fisheries Conference would like to hold their conference in Sitka next June, but it looks unlikely that
Sitka has the capacity to host that conference. Its not just the summertime that’s crowded — conferences
have been turned away year-round because there is not enough space. The Isabel Miller museum is also
crowded into its space in Centennial Hall. Although a new auditorium is being built at the high school, it does
not seem likely that it will help with meeting and convention capacity — that new space is designed to accom-
modate performance events.

This Benchmark also accompanies one in Marketing that aims for a 5% increase in convention and event
business by the end of 2008, made possible through increased off-season bed availability and greater event
promotion.
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Transportation and Infrastructure

Gems: A great number of ideas, concerns, observations, and aspirations were created and recorded during the planning of this
document. While those listed below did not find their way into the final plan, they may spur future creativity in crafting benchmarks.

Transportation To/From Sitka

Well-defined community supported dock
is built

Improved ferry service: a) AMHS has
improved services to Sitka, and/or b)
collaborative commission is created to
explore/promote local ferry

Dock space for small luxury cruise ships
exists

Sitka owns and operates a small cruise
ship
Air access has improved due to in-

creased individual and small group
demand for Alaska Airlines

Infrastructure

Greater capacity available for confer-
ences and events (e.g. Centennial
building expanded)

More public restrooms

There are enough sidewalks and streets
and they are in good shape

Comprehensive recycling program (in-
cluding plastics)

Additional recycling bins near garbage bins

Community facilities (e.g. museums,
meeting places) are supported by Visi-
tor Industry

Transportation within Sitka

Downtown pedestrian zone created

Shuttle system runs between major visitor
attractions to reduce downtown congestion

Boardwalk built along waterfront from
O’Connell Bridge to Crescent Harbor
with outdoor mall

Alternative transportation options are in
good condition (e.g. bike paths, green belts)

Walking routes from harbor to down-
town have improved

Lincoln Street is closed from Cathedral
to Katlian on busy days

Downtown parking has improved

Navigational aids (signs and maps)
have improved

Marine boardwalk along Katlian has
been built

A sky bridge crosses Lincoln Street,
enabling safer photo opportunities and
better traffic flow

Laws regarding pedestrian flow are en-
forced (e.g. no T-Shirt racks on sidewalks)

Sitka Maritime Heritage Society, with
help from other community entities,
developed kayak/small craft launch and
storage facility across the bridge and
operates an historic water taxi service

Transportation &
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Recreation

Trail system is well-maintained

The number and variety of outdoor
recreational destinations has been
expanded

Attractions

Cemeteries receive continued care,
maintenance, and respect

Visitor-community interactive center built
Baranof Castle rebuilt as museum

Expand historic building restoration
programs

Russian fort reconstructed
Outdoor mall on Lincoln Street

WWII sites protected, maintained and
promoted

Sitka’s museum spaces have expanded
to better highlight our unique history

Interpretive Center on Sitka’s unique
history developed by various historical
entities

Sheldon Jackson College Seal.ife
Aquarium is world-famous.
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Outreach

+ Encouraging dialogue and cooperative actions with businesses and large visitor industry
corporations Intent: To encourage meaningful dialogues

» Resolving divisive community issues regarding the visitor industry within the community, with corporations

and with other governments regarding the

+ Working with other governmental entities for mutual benefit with visitor industry
visitor industry to move this plan forward.

+ An Assembly resolution states that issues regarding the Visitor Industry that are indicated as + Afishing user group is working on common local concerns.
d|V|Isn_/e by the pUbh.c go through a community dialogue before the Assembly makes major + Sitka Visitor Industry Oversight Board and Juneau Tourism Partnership have met to discuss
decisions on those issues. ) . :
plan implementation strategies and challenges.
: Assembl'y resolutlon. passed r e.cognlzmg the City's commitment to open dialogue with large + Promotion of regional tourism is being explored with SE Conference and with individual SE
corporations regarding the Visitor Industry. communities

+ Outreach committee has been created.
+ Assembly and a subcommittee of the Oversight Board initiate dialogue with cruise lines to

discuss relevant aspects of the Visitor Industry Plan. _

+ Assembly resolution passed regarding City’s commitment to intergovernmental partnering on
Visitor Industry projects.

+ Outreach committee has developed parameters and incentives for conducting inclusive
community dialogue around divisive issues.

» Community concerns about charter fisheries are addressed through a public forum; input
included into this plan.




Outreach

Intent: To encourage meaningful dialogues within the community, with corporations and
with other governments regarding the visitor industry to move this plan forward.

Action Areas:

* Encouraging dialogue and cooperative actions with businesses and large visitor industry

corporations

* Resolving divisive community issues regarding the visitor industry

*  Working with other governmental entities for mutual benefit with visitor industry

Discussion: The fact that this Strategic
Direction evolved from the Stakeholder
process illustrates some core values the
Stakeholder group embraced through

this process: working through an open
and transparent public dialogue, making
decisions after first reaching a common
understanding, and seeking solutions that
benefit all players.

This Strategic Direction also ties in di-
rectly to one of the Overarching Prin-
ciples, which asserts that the community
needs to feel informed about decisions
being made on contentious issues with
community-wide impacts. When key deci-
sions are made for the community without
adequate public involvement, there is a

risk of greater community division. Non-
participants feel there are unexplored
possibilities, and the decision-makers feel
blocked and distrusted. When contentious
decisions are being made without seeking
consensus, it is possible that community
members will make extensive efforts

to block that decision. As a result, the
original decision may be stopped, but no
new solutions are developed, leaving the
underlying divide unresolved. Exploring
these divisive issues through community
dialogue will promote innovative problem
solving and greater community cohesion.

Finally, the call for collaborative work with
other governmental entities arises partly
from a sincere Stakeholder desire to

work more closely with the Sitka Tribe of
Alaska to coordinate activities, and also
to include more emphasis on preserving
and promoting cultural heritage within
this plan. Some of the following bench-
marks also promote greater partnerships
between local government and state and
federal entities. This Action Focus Area
also includes an intention to promote re-
gional tourism. Rather than thinking com-
petitively about neighboring communities,
this provides an opportunity for sharing
resources to cooperatively promote travel
to Southeast Alaska.

Outreach

10f6



Outreach

Benchmarks

An Assembly resolution states that issues regarding
the Visitor Industry that are indicated as divisive by the
public go through a community dialogue before the As-
sembly makes major decisions on those issues.

Assembly resolution passed recognizing the City's
commitment to open dialogue with large corporations
regarding the Visitor Industry

Assembly and a subcommittee of the Oversight Board
initiate dialogue with cruise lines to discuss relevant
aspects of the VI Plan.

Target for Completion: 2nd Quarter, 2007

This resolution asks that the Assembly recognize when they are dealing with issues that divide the public,
and allow representatives from all sides of the issue to try to work through the issue and advise the As-
sembly on their decision. Throughout the Stakeholder process there was significant conversation about the
citizen initiatives placed on the 2006 ballot, and how the community voted contrary to the direction of the
community’s leadership.

According to David Chrislip, an expert on resolving community conflicts through collaborative dialogue,
“most initiatives fail to address underlying causes of complex problems as they oversimplify solutions to
accommodate a yes or no vote.” By offering only simplistic solutions, the citizenry still remains polarized,
and controversial issues could potentially become more inflammatory. Chrislip also says, “Direct democracy
provides neither the opportunities or the incentives to engage citizens in solving complex public problems.”

When there are obvious divisions, quick solutions (i.e., Assembly votes or “yes or no” initiatives) will not
benefit the wellness of the community in the end. Chrislip says, “Divisive issues are complex and systematic,
and not amenable to expert or top-down solutions.” This benchmark appears in Sitka’s visitor industry plan in
the hopes that the Assembly and the community can find greater consensus on difficult community issues by
bringing people together in the spirit of dialogue to generate solutions.

Target for Completion: 2nd Quarter, 2007

The Stakeholders recommend that citizens become more involved in regular, public dialogue with cruise line
agencies. Decisions made by the cruise lines have community-wide impacts: the community feels crowded
when there are four ships in, and losing a potential 30,000 visitors in one year creates a negative economic
impact on businesses who count on stability from year-to-year. Stakeholders have seen that community
attitude about cruise ships is divided, and many community members distrust the cruise industry and dis-
like the community’s dependency on their decisions. Closer relationships between the community and the
cruise industry could provide an ongoing opportunity to discuss Sitka’s desires for scheduling, number of
calls, fair promotion of Sitka and Sitka businesses, and other relevant topics. It also provides the cruise lines
an opportunity to improve negative community attitudes by demonstrating that the industry will respond to
community preferences. The Stakeholders are especially optimistic about starting a relationship with the
newly-formed Alaska Cruise Association.

As this benchmark was being crafted, many people within and outside of the process rolled their eyes and
said, “Good luck.” The Stakeholders recognize there is a general disbelief that an open dialogue is possible,
but they contend that the effort should be made before deciding it can’t be done.
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Outreach

Benchmarks

Outreach committee has been created

Assembly resolution passed regarding City’'s com-
mitment to intergovernmental partnering on Visitor
Industry projects.

Target for Completion: 2nd Quarter, 2007

As a subcommittee of the Oversight Board, including at least one liaison from the Oversight Board, the Out-
reach Committee will exist to focus on the action areas of this Strategic Direction: to resolve divisive commu-
nity issues, to encourage intergovernmental partnerships (e.g. tribal government, state and federal entities,
and other local governments in Southeast) on visitor industry topics, and to establish open dialogues with
large visitor industry corporations (most notably, the cruise industry). Refer to the “catalytic benchmark” sec-
tion this report for an illustration of the committee’s first project.

Target for Completion: 3rd Quarter, 2007

Passage of this resolution demonstrates to the community and to other regional entities that the City of Sitka
is open to cooperative exploration of common issues and innovative solutions for the benefit of everyone
involved. The City already has a strong working relationship with the Sitka Tribe of Alaska; this focuses some
of that relationship on mutually beneficial endeavors in the visitor industry. Sitka Tribal Enterprises already
has plans in motion for improved transportation services, and they have indicated they could benefit from
City assistance with those efforts. Similarly, working relationships already exist between the City and the
Forest Service, National Park Service, and Alaska State Parks; however, there is potential for improvements,
such as creating a more streamlined permit system for tour operators wishing to utilize wild lands that fall
under more than one management area.

An area of great potential is to seek partnerships with other Southeast communities to market and promote
Southeast Alaska as a regional travel destination for independent travelers.
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Outreach

Benchmarks

Outreach committee has developed parameters and
incentives for conducting inclusive community dialogue
around divisive issues.

Community concerns about charter fisheries are addressed
through a public forum; input included into this plan.

Target for Completion: 4th Quarter, 2007

Before embarking on the quest to resolve some heated community issues, the Outreach committee must
first address the challenges and promote the incentives of this type of process. The Outreach committee
must also ensure they have the capacity to facilitate a safe and inclusive experience for all participants.

Throughout the collaborative process to develop Sitka’s Visitor Industry Plan, the Steering Committee en-
countered several challenges in sustaining full representation of the community. Some invited Stakeholders
couldn’t participate in such a rigorous meeting schedule. Others found it difficult to secure childcare during
the meeting times. Still others felt there was no incentive for participating — they perceived that the group
“leaned” one way or the other, or there was no economic bottom line for their participation, or that partici-
pation in this effort was potentially risky for their livelihood. In addition to ensuring appropriate community
input, another challenge of community dialogue is to help participants wrestle with tough issues rather than
sidestep them.

Simultaneously, it is important for the Outreach committee to build community trust in this type of process
and show how the benefits of resolving difficult issues through community dialogue outweigh the risks of
being involved in it. Inclusive dialogue promotes broad understanding of complex issues, and innovative,
proactive, and unexpected solutions. Other benefits of inclusive community dialogue are discussed in the
Introduction section of this report.

Target for Completion: 4th Quarter, 2007

Currently, one of the most obvious divisive community issues in Sitka is the controversy between charter
fishing and other fishing user groups (i.e. commercial and subsistence). In the beginning of the Stakeholder
process, some members of the group hoped to resolve this controversy through this process. However, it
became evident that the fisheries issues require a very focused effort and dialogue, which was not possible
through this Stakeholder process if other tourism-related topics were to also be addressed. This divisive
community attitude about fishing is a major concern for Stakeholders, and is something they feel should be
addressed through this plan. One of the Stakeholders, a charter operator, offered this benchmark for the
plan. She said she realizes the community is engaged in a battle over this topic, and that it's time to have a
public forum and constructive dialogue to help all fishers to see where they share common ground and work
toward healing this divide.
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Outreach

Benchmarks

A fishing user group is working on common local
concerns

Sitka Visitor Industry Oversight Board and Juneau
Tourism Partnership have met to discuss plan imple-
mentation strategies and challenges

Promotion of regional tourism is being explored with
Southeast Conference and with individual southeast
communities

Target for Completion: 1st Quarter, 2008

It is likely that this benchmark will be set in motion by the previous one (the community forum on charter
fisheries) as a result of the chance given to charter and commercial fishers to find a way through their differ-
ences. The forum provides an opportunity for them to identify their common ground, and establishing a fish
working group gives them the opportunity to work together on their common concerns. This group should
include charter operators, commercial fishers, Sitka Conservation Society, and STA, among others.

Target for Completion: 1st Quarter, 2008

These two benchmarks both give future direction to the Outreach committee. Because these are exploratory
conversations, it is hard to predict what could come of them, but the potential for future regional tourism
partnerships is great.
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Outreach

Gems: A great number of ideas, concerns, observations, and aspirations were created and recorded during the planning of this
document. While those listed below did not find their way into the final plan, they may spur future creativity in crafting benchmarks.

Intergovernmental Relations

A multi-agency team aligns and coordi-
nates various city/state/Native/federal
plans re: visitors.

Southeast communities have developed
regional tourism plan.

NPS, SJ/UAS, and STA institute an
intergenerational, historical/cultural out-
door experience.

Business/Corporate Relations

Cruise ships increase # of hours in Sitka

Cruise ships share experts/specialists
for community events

“Sitka Dollars” are used in local banks
and businesses as spending incentive
and method to track visitor spending.

Community Issues

Regular moderated tourism round-table
discussions are held each year to focus
on emerging issues.

Other Ideas

Outreach

Sitka is a National Outdoor Leader-
ship/Outward Bound school/site.

Visitor Industry Appreciation Day is
held in April.
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| Overall Direction |

| Action Focus Areas |

Information

+ Gathering better information about the visitor industry

« Managing visitor industry information

and Data

Intent: Ongoing data collection about
Sitka’s visitor industry, which will be used
to inform other committee/community

decisions.

Benchmarks 2007

1stQtr.

2" Qtr.

+ Visitor Industry-related surveys and data collection needs have been identified; budget request

included.
+ Trial actions taken to mitigate impacts of high-density days are studied for effectiveness

2" Qtr.

34 Qtr.

+ First annual count of disembarking cruise ship passengers has been recorded by month.

40 Q.

+ Positive and negative impacts of different visitor types have been identified.

| Benchmarks 2008

+ “Marketing and Promotion” and “Transportation and Infrastructure” Strategic Directions set and
adjust benchmarks based on visitor feedback of their likes/dislikes.

* Key visitor statistics are collected monthly.

+ City, Chamber of Commerce, Sitka Convention and Visitors Bureau and Sitka Economic
Development Association institute method for tracking visitor dollars.

41 Q.

* Annual report is prepared on Visitor Industry contributions and impacts and how these affect
Sitka’s Quality of Life indicators.

+ Oversight communication strategy refined through resident survey on their perspectives of
visitors, the visitor industry and their impacts and contributions.

Beyond 2008

* Local colleges and high school collaborate with the Oversight Board on data collection and
analysis.
+ Sitka recognized statewide as model community for data collection.

« Sitka recognized in visitor trade journals for visitor industry data collection.

* Infrastructure/capacity for ongoing data collection needs achieved.

Information
& Data



Information and Data

Intent: Ongoing data collection about Sitka’s visitor industry, which will be used to

inform other committee/community decisions.

Action Areas:
+ Gathering better information about the visitor industry
* Managing visitor industry information

Discussion: The Information and Data Strategic Direction
evolved directly from one of the most arduous, yet necessary,
phases of the planning process — the “Needed Information”
phase. This phase in a collaborative planning process is critical in
helping the Stakeholders reach a common understanding about
what’s currently happening in a situation. Sharing objective infor-
mation about the current situation helps the group dispel myths
and hearsay, and gives all the Stakeholders the same foundation
from which to base decisions. Sitka’s Stakeholders were asked

to brainstorm what information everyone in the group needed to
know in order for the group to make good recommendations for

a community-wide plan. Once those information requests were
identified, the Stakeholders proceeded to find the answers to
those questions, either by researching it themselves, or by inviting
an expert to present to the group. The reports they provided to the
planning group, observations and concerns the group had to the
reports, as well as a list of unanswered questions, are well docu-
mented in a companion piece to this report.

It was during this phase of collecting and digesting information
that the Stakeholders recognized how difficult it would be to

make objective recommendations on some elements of these
Strategic Directions because they didn’t have enough information.
One example that quickly emerged is that no recommendations

can really be made about whether to grow or restrain the visitor
industry in Sitka because:

a) There are no counts of how many people actually visit
Sitka. Independent travelers are difficult to track, and the
numbers distributed for cruise ship passenger are capacity
numbers and do not indicate how many people are actu-
ally on the ship, or how many get off in Sitka;

b) The current system for recording revenues and expens-
es does not indicate whether the City recoups its costs
from the seasonal sales tax; and

c) There is not enough objective information on other is-
sues, such as downtown congestion, to truly understand
the impacts.

The mission of the Stakeholder group was to make recommen-
dations about managing the visitor industry that would maximize
contributions and minimize impacts. But without good information
on contributions and impacts, making some recommendations
proved to be difficult. This Strategic Direction points the commu-
nity down a path of collecting better data, which will help to make
informed decisions in the future.
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Information and Data

Benchmarks

Visitor Industry-related surveys and data collection
needs have been identified; budget request included

Trial actions taken to mitigate impacts of high-density
days are studied for effectiveness

Target for Completion: 2nd Quarter, 2007

To accompany the budgeting benchmarks in other Strategic Directions, this also aims to identify studies that
should to be conducted to achieve benchmarks within this plan.

Target for Completion: 2nd Quarter, 2007

This benchmark is directly related to two other benchmarks in the plan: “Policies and Incentives on pedes-
trian density make 3-ship days seem like 2-ship days” (in Incentives and Policies) and “Congestion mitiga-
tion plan implemented on heavy visitor days” (Transportation and Infrastructure). Congestion in downtown
Sitka on heavy visitor days has concerned residents for many years, and previous community plans have
offered various ideas for solving this challenge. This benchmark acts as a catalyst, providing the opportunity
to test some density mitigation ideas and then study the effects of those trial actions. Information from this
trial period along with data collected about other visitor impacts and contributions (another benchmark in this
plan) and other planning efforts, will eventually lead to a density mitigation plan, which can be implemented
on days when the visitor level crosses a certain capacity threshold.

Some suggestions for trial and study include:

+  Closing Lincoln Street to automobile traffic from St. Michael's Cathedral to Katlian Street (also sug-
gested in the Comprehensive Plan and the Gateway Plan)

+  Collaborate with Sitka Tribal Enterprises as they embark on a downtown transportation study and
improved shuttle service (a shuttle system was also suggested in the Gateway Plan)

«  Eliminate parking on one side of Lincoln Street between St. Michael's Cathedral and Katlian Street (also
suggested by the Gateway Plan)
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Information and Data

Benchmarks

First annual count of disembarking cruise ship passen-
gers has been recorded by month

Positive and negative impacts of different visitor types
have been identified

“Marketing and Promotion” and “Transportation and
Infrastructure” Strategic Directions set and adjust bench-
marks based on visitor feedback of their likes/dislikes

Target for Completion: 3rd Quarter, 2007

One of the most difficult issues for the Stakeholder group was trying to talk about how many people Sitka
can comfortably host when they didn’t actually know how many people arrive in town. There seems to be
general agreement that four-ship days definitely feel crowded, but if attempts to get more passengers off
the ships in Sitka are successful, two- or three-ship days could feel just as crowded. In order to make sound
decisions about mitigating the impacts of crowds downtown, it is critical that actual numbers are available to
the planners.

Target for Completion: 4th Quarter, 2007

Keeping within the mission of the Stakeholder group, which was to create a plan that maximizes contribu-
tions and minimizes the impacts of the visitor industry, the first step must be to create a definitive list of con-
tributions and impacts for each type of visitor (independent traveler, cruise passenger, regional visitor, etc.).
Identifying the contributions and impacts of the different types of visitors may help to determine desirable
markets, impact mitigation plans, and the optimal carrying capacity for various areas in Sitka.

Target for Completion: 1st Quarter, 2008

These two Strategic Directions are most likely to be influenced by visitor opinions. Feedback from visitors on
how they accessed information about Sitka while planning their trip and what they learned about Sitka while
visiting could lend guidance to future benchmarks in the Marketing Strategic Direction. Likewise, understand-
ing how they perceived the structural elements and transportation options could influence the Transportation
and Infrastructure benchmarks. Planners should gather feedback on these items during the summer and fall
of 2007, and in the fall and winter, evaluate that feedback and iffhow it impacts these Strategic Directions.
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Information and Data S—

Benchmarks

In order to make informed decisions about how to balance visitor contributions and impacts, Stakeholders
Key visitor statistics are collected monthly identified the need for the following key statistics:

1. Revenue contributed per day/week/month/season by visitor type (air, ferry, large and small cruise
ships, independent) in Sitka, and compared with other Southeast communities.

2. Number of visitors per type.

The purpose of collecting this type of information is to better understand visitor spending and how it differs
by type of visitor. may influence how future marketing campaigns are directed. Furthermore, this will help
determine whether the revenue provided to the City from visitors covers the expenses associated with this
industry. This benchmark is also closely tied to the next one.

Target for Completion: 2nd Quarter, 2008
City, Chamber of Commerce, Sitka Convention and
Visitors Bureau and Sitka Economic Development
Association institute method for tracking visitor dollars.

This benchmark provides another way to track how visitors spend their money and where it is distributed
in Sitka. It is closely tied to the effort to collect visitor statistics by month, and can also help the community
understand consumer interests. One suggestion for this tracking system is to create “Sitka dollars” — a local

currency visitors can use to make their purchases downtown. Visitor credit card sales can also be catego-
rized. Key to the success of this benchmark will be the support and partnership of all affected entities: the
downtown retailers, visitor industry entities, and the entities that benefit from these statistics.

Al . 4 on Visitor Ind " Target for Completion: 4th Quarter, 2008
tic? : su :nrde ‘I)I’g galztg rae r? 3 rﬁ OV\? ’?he és(;tg;fer::t u;:%?g&;ﬁy The common elements of a good quality of life in Sitka are a sense of place, sustainable equitable

of Life indicators diverse economy; participatory responsive leadership; healthy natural environment; safe and tolerant
community, community support services and infrastructure; subsistence lifestyle, diverse lifestyle

choices, community wellness, and cultural and civic institutions.

The intent behind this benchmark hinges on an earlier benchmark that identifies the contributions and
impacts of different types of visitors. This allows for continued study of how those contributions and impacts
effect the quality of life elements identified by the Stakeholders (listed above). Stakeholders felt they didn’t
really have a clear picture of if and how the visitor industry positively or negatively affects the qualities they
hold dear about their community.
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Information and Data

Benchmarks

Oversight communication strategy refined through resi-
dent survey on their perspectives of visitors, the visitor
industry and their impacts and contributions

Local colleges and high school collaborate with the
Oversight Board on data collection and analysis

Sitka recognized statewide as model community for
data collection

Sitka recognized in visitor trade journals for visitor
industry data collection

Infrastructure/capacity for ongoing data collection
needs achieved

Target for Completion: 4th Quarter, 2008

The Oversight Board has an Action Area that focuses on having two-way communication with the community
about the Visitor Industry and the implementation of this plan. Conducting a resident survey could provide
some insight to the Board on community attitudes and areas of concern, and guide their communication
strategies with the community based on that feedback. To achieve this benchmark in this timeframe, the
survey should be conducted in early fall.

Target for Completion: Beyond 2008

Offering local students the opportunity to help with the data collection and analysis efforts for this ongoing
planning process not only provides them with some experiential education, but also the opportunity to better
understand this piece of Sitka’s economic pie.

Target for Completion: Beyond 2008

Both of these benchmarks are included as evidence that Sitka has established a thorough data collection
system, which is providing the community with good information upon which they can make careful decisions.

Target for Completion: Beyond 2008

Establishing the capacity to continue these data collection efforts is recognition of the importance of contin-
ued measurement, which continues to inform the community about the balance of visitor contributions and
impacts.
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Information and Data S—

Gems: A great number of ideas, concerns, observations, and aspirations were created and recorded during the planning of this
document. While those listed below did not find their way into the final plan, they may spur future creativity in crafting benchmarks.

» Studies on visitor patterns and location
of crowd densities have been conducted.

* Apoll of Sitkans has been conducted to
identify the appropriate daily or annual
number of cruise visitors

» National Park Service annual survey
used to get feedback from tourists about
their perception of Sitka

» Visitor and resident interactions have
been studied to identify conflicts and
positive interactions

* The Visitor Industry Oversight Board
knows what percentage of change
would be acceptable to community (i.e.
in traffic patterns)

* Local residents have been surveyed to
better understand overarching commu-
nity perspectives, e.g., what commer-
cial tourism activities are thought to be
(over)saturated, about right, underuti-
lized, or untapped potential?
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Catalytic Strands

Catalytic strands demonstrate how the achievement of one or two initial Benchmarks
instigates a chain of events. Momentum builds after those first Benchmarks have
been accomplished, and the community is on a path to address broader issues.

This section provides you with a new way to look at and use the plan. Previous sec-
tions have shown how the Strategic Directions and Action Focus Areas help move
the community on six particular paths for Sitka’s future. The Catalytic Strands show
how Strategic Directions are also interrelated. Specific areas of concern can be ad-
dressed by placing benchmarks throughout the plan with the appropriate Strategic
Directions.

A few key catalytic strands are highlighted here as examples, but they are not the
only ones. Designing catalytic strands such as these shows the dynamic structure of
this plan and how to use the framework for ongoing planning.




Catalytic Strands
Resolving Divisive Community Issues

| Benchmarks 2007 | | Benchmarks 2008 |
18 qtr 2 gtr 39 qtr 4t qtr 18 qtr 2" qgtr 39 qtr 4t qtr B%%gd
Jan - Mar Apr - Jun Jul - Sep Oct - Dec Jan - Mar Apr - Jun Jul - Sep Oct - Dec
Continuing the public dialogue to address com-
munity concerns is a high priority of this plan, and
part of the work for the Outreach committee. This
page illustrates the path for their first effort: all Sitka fish-
ers working together on their shared concerns to main- gf::‘c‘;go'g
tain a viable fishery. KEY

First, the committee will outline a process for bringing the appropriate people
with the necessary information into a constructive, public dialogue. Careful

work by the Outreach committee will assure that all those concerned can find Marketing

common ground about fishing in and around Sitka waters. A public forum will provide the o . £ Pl
. ] - . L. . Fisheries awareness pamphlet (inc.

community with the opportunity to learn all sides to this issue, and, where appropriate to the | gegies ip, history, recipes, handiing, Incentives

visitor industry, establish meaningful benchmarks into this plan. conservation, know your limits, efc.) & Policies

distributed with all sport fishing licenses Transportation &
Infrastructure

An ongoing group will continue to work to find collaborative solutions to shared concerns
about fisheries. This group will produce and distribute a pamphlet to all sport fishers coming
to Sitka. The pamphlet is intended to provide insight into how important a healthy fishery

is to Sitka’s economy and Sitkans’ quality of life, and simple steps sport fishers can take to
maximize the enjoyment of fishing in Sitka and minimize the impacts.




Catalytic Strands
Balancing Visitor Numbers
Part I: Mitigate Impact of Fewer Potential Large Cruise Ship Visitors in 2007

| Benchmarks 2007 | | Benchmarks 2008 | Sevond
eyon
18t qtr 2M gtr 39 qtr 4t qtr 18t qtr 2M gtr 39 qtr 4t qtr 2008
Jan - Mar Apr - Jun Jul - Sep Oct - Dec Jan - Mar Apr - Jun Jul - Sep Oct - Dec

Strategic
Direction
KEY

Marketing
& Promotion

Incentives
& Policies

Transportation &
Infrastructure

=

First annual count of disembarking
cruise ship passengers has been
recorded by month

80%-100% of cruise ship passengers are
disembarking, regardless of weather

This is the first page in a three-part
series that shows how the community
can assure that the number of visitors
to Sitka is within the community’s
capacity. Part one, shown here, il-
lustrates a path to resolve an imme-
diate concern — the decline in large
cruise ships visiting Sitka in 2007.
The community has already success-
fully hosted larger numbers of cruise
ship passengers than what is pre-

dicted for 2007, and the tourist-based
businesses are concerned about the
decline from 2006. To mitigate the
impacts of this decline, one solution
is to increase the number of passen-
gers who disembark in Sitka. Simulta-
neously, this offers an opportunity to
garner a better understanding of how
many ship passengers actually come

into town, instead of relying only upon
the vessel capacity numbers for a
count. Both of these goals can be

accomplished by offering incentives
to cruise line employees (see the
narrative for the Oversight Strategic
Direction for specific incentive ideas).
By providing incentives to get the
highest percentage of passengers off
the ship in Sitka, the cruise lines are
working with Sitka to provide valuable
data, and both Sitka and the cruise
lines benefit from enticing more pas-
sengers off the boat. A successful
incentives program and increased
promotion of Sitka’s assets will make
Sitka such an attractive place to visit
that over 80% of the passengers on
board will clamor to see it.

This strand includes another strat-
egy for reinstating the 2006 cruise
passenger levels: through dialogue
with the cruise schedulers, some
boats are detoured to Sitka from their
original route.



Catalytic Strands
Balancing Visitor Numbers
Part Il: Mitigating Crowd Density, Smoothing Out Visitor Peaks

Benchmarks 2007 | Benchmarks 2008 |
Beyond
18t qtr 2" gtr 39 qtr 4t qtr 18t qtr 2" gtr 39 qtr 4t qtr 2008
Jan - Mar Apr - Jun Jul - Sep Oct - Dec Jan - Mar Apr - Jun Jul - Sep Oct - Dec

Strategic
Direction
KEY

Marketing
& Promotion

Incentives
& Policies

Transportation &
Infrastructure

Policies and incentives on pedestrian
density make 3-ship days seem like
2-ship days (large ships)

Trial actions taken to mitigate impacts
of high-density days are studied for
effectiveness

The second strategy for assuring balanced visitor numbers
is illustrated through this strand of benchmarks. This path is
especially aligned with this Action Focus Area from Visitor
Plan Oversight: Setting target visitor numbers based on
visitor contributions and impacts, aiming to avoid spikes,
and providing for breaks. Current visitor patterns during

the busiest part of the season can result in days where

the downtown is densely congested. While this has been

a concern for residents for many years, a recent study
indicates that crowding is also a concern for visitors. The
strand shown here begins with an opportunity to test some
density mitigation ideas and study the effect of those trial
actions on pedestrian flow. Information from this trial period
and data about other visitor impacts and contributions, along

Congestion mitigation plan implemented
on heavy visitor days

with other planning efforts, will eventually lead to a density
mitigation plan, which can be implemented on days when
the visitor level crosses a certain capacity threshold.

Until the impacts and contributions of this visitor sector are
better understood, the objective is to keep large ship pas-
senger visitor numbers at levels about the same as 2006,
while ideally smoothing out the mid-week spike, and still
providing for weekends with fewer visitors. Achieving these
goals will help Sitkans look forward to a more steady and
predictable flow of visitors in the summer, which should be
better for businesses, visitors, and residents.




Catalytic Stands
Balancing Visitor Numbers
Part lll: Establishing Future Visitor Target Numbers Based on Necessary Information

| Benchmarks 2007 | | Benchmarks 2008 |
Beyond
18t qtr 2M gtr 39 qtr 4t qtr 18t qtr 2M gtr 39 qtr 4t qtr 2008
Jan - Mar Apr-Jun Jul - Sep Oct - Dec Jan - Mar Apr - Jun Jul - Sep Oct - Dec

Strategic
Direction
KEY

Marketing
& Promotion

Incentives
& Policies

Transportation &
Infrastructure

Positive and negative impacts of differ-
ent visitor types have been identified

Key visitor statistics are collected monthly

The third and final strand to help Sitka sustain balanced
visitor numbers shows how, eventually, setting a target
for visitor numbers will be based on good information
gathered systematically throughout the year. Setting a
target number provides a goal for promotional efforts,
and also helps businesses make plans for different
seasons. The impacts and contributions of many spe-
cific visitor sectors will be studied in an effort to better
understand which sectors contribute the most to the com-
munity and have the fewest adverse impacts. Surveys,
statistics, capacity studies and tracking visitor dollars will
all provide the public with a more complete picture of how
visitors contribute to Sitka’s economy. In addition, this
information helps Sitka understand its capacity for high
traffic volumes, and determine the markets upon which to
focus efforts.

Annual report is prepared on Visitor
Industry contributions and impacts and
how these affect Sitka’s Quality of Life
indicators

City, Chamber of Commerce, Sitka
Convention and Visitors Bureau
and Sitka Economic Development
Association institute method for
tracking visitor dollars.
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Discussion: A cross section of the Sitka community (called the Conveners) met to learn more about the collaborative process and embark on the first
steps. They created a list of necessary perspectives and experiences that should be represented in the Stakeholders who will work on this plan. The
Convener Group was identified by the Steering Committee to represent a broad section of the community.

The Convener group heard an overview of the collaborative process and began to build agreement on some key questions: What does a Tourism Plan
Do? Who Does it Affect? What could Stop, Slow, or Dilute the Process or Outcome? And finally the most important question, What Experiences and
Perspectives are Necessary to Achieve the Mission?

The answers to this question were put into a grid. The Convening Group and the Steering Committee further refined the grid and recruited individu-
als to fill those perspectives and experiences. An individual can fulfil many of the perspectives on the grid, so recruitment focused on finding Sitkans
who had key perspectives or experiences. Anyone who agreed to become a Stakeholder fillled out a questionnaire to confirm what perspectives and
experiences they were bringing to the group. The answers to the questionnaire were put onto the grid, so that at a glance, at any meeting, participants
could see the diversity in the room.

Identifying the Stakeholders was a long process, but an important one. The goal was to find a group of people who truly reflect the diversity of ex-
periences and perspectives of our whole community. If done well, people in the community can look at this group and say, “Yeah, there is someone
there that looks a little like me.” While certain people were recruited to this effort because of the perspectives and experiences that they brought to the
process, the meetings were open to any community member, and anyone attending a meeting was invited to participate.
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Types of People

Community Roles

Alaska Native
Asian/Pacific Islander
Seniors

Youth (high school)
Students (college)
single-income household

residents who live, walk,
drive downtown

residents who are not
involved in tourism-related
work

long-term resident
new(er) resident (0-3 years)

outdoor/environmental/
fishermen

subsistence fishermen

entry level staff (waitstaff,
clerical, bus drivers, bank,
shops, secretarial, etc.)

open minded

concerned about building a
dock

cautious about develop-
ment

Local federal groups (Park
Service, Coast Guard, For-
est Service)

non-profit organization
(inc. museums)

Churches
education community

health care (EMT/fire dept,
hospitals, clinics)

law enforcement (SPD,
troopers, harbor master)

Transportation

AML Sampson
Fed Ex, UPS, etc.

Local Transportation (bus-
ses, taxis, senior transport,
community ride, etc.)

Off-island transportation
(ferry, airlines, commuter
air, med evac)

Visitor/Tourism Related

Businesses

* sport fishing
e charter fishing
e accommodations

¢ Jocal tourism-related resi-
dents

e visitor industry experience
* tourism business owners

e cruise lines

Reference Perspectives

historian’s perspective
historical perspective of
visitor industry

visitor perspective

understand perspective of
local people on future of
visitor industry

understand economic im-
pact of visitor industry

understand regional and
global forces on tourism

builders, contractors, real
estate

craftspersons

small businesses
locally-owned business
non-tourism businesses
Restaurants

Suppliers (i.e. Murray Pa-
cific, Northern Sales, etc.)

Mechanics/tradespeople

commercial fishing
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INTRODUCTION

The following statements served as one of the key elements in building the foundation, or Common Ground, for all participating Stakeholders (the other
element, Needed Information, is described in Appendix C). Establishing a common ground and shared understanding of key concepts allowed the Stakeholders
to come to consensus on critical decisions regarding the future of Sitka’s visitor industry.

Through careful processes involving individual brainstorms and large and small group discussions, Stakeholders (mostly) reached consensus on all of the
statements below. In some instances there are notes in italics. At these points, there was not complete consensus on the final wording of a concept, yet the
group felt they had enough of an idea as to the context of the issue to move ahead with the plan.

Some of the work here was further refined by stakeholders during the final phase of planning, such as the focus question.

FOCUS QUESTION

In preparation for their funding request, the Long-Range Planning and Economic Development Commission developed a mission statement for this process.
After the Stakeholder group was convened, several concerns were voiced from community members who were uneasy with the wording of the mission
statement. After the Stakeholders invested several months in establishing common ground through group dialogue and information presentations, they
revised the mission statement into the following focus question:

How can we create a collaborative plan that maximizes the contributions of the visitor industry and minimizes the impacts
of the visitor industry so that a good quality of life for Sitkans is realized?

The Stakeholders also defined all of the focus question elements in boldface above. The definitions below provide further clarity of these elements, upon all

of which the Stakeholders have agreed.
DEFINITIONS

Through careful processes involving individual brainstorms and large and small group discussions, Stakeholders reached consensus on the following
definitions:

Visitor: a non-local who comes to our community for a short term with a specific reason for being here.

The implications of this definition show that the group has incorporated a broad focus, and the plan considers the opportunities and impacts of all visitors
to Sitka, regardless of the time of year that they visit, how they arrived (airplane, ferry, cruise ship), or the purpose of their visit (business, pleasure, family,
conference, school trip, etc.).
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Visitor Industry Contributions

Question: What does the visitor industry contribute to our community?

The Visitor Industry contributes to our community by being a major economic contributor, increasing social capital, adding community
enrichment, providing an opportunity to showcase community and natural assets, creating an incentive for stewardship of community and

. ) 1
natural assets, and fostering herd immunity .

Visitor Industry Impacts

Question: How does the visitor industry impact our community?

The Visitor Industry impacts our community by creating a critical need for community planning, increasing competition for short-term and
long-term accommodations, dividing the community about some visitor industry issues, influencing community character by outside interests,
causing seasonal changes in traffic flow, affecting local businesses by information given or not given to visitors, increasing the demand on and for
infrastructure, increasing competition for local resources, causing seasonal changes to local businesses and economy, changing our community

experience, and changing our wild lands experience.

Quality of Life

Question: What are the common elements of a good quality of life in Sitka?

The common elements of a good quality of life in Sitka are a sense of place, sustainable equitable diverse economy; participatory responsive
leadership; healthy natural environment; safe and tolerant community; community support services and infrastructure; subsistence lifestyle;

diverse lifestyle choices; community wellness; and cultural and civic institutions.

All three of the definitions above were developed through the facilitated brainstorm and dialogue process. Stakeholders were consistently reminded that they
did not all have to agree with the individual ideas, but through the process of naming the clusters, the titles for the clusters had to create a definition that
everyone could support and agree with. In every case, the lists of ideas above were generated from numerous individual ideas, and eventually the Stakeholders

reached consensus on these definitions.

1

borader view of this concept might be that Sitka is a small, remote island community yet is known throughout the world and receives visitors and influences from throughout the world.

“Herd immunity” refers to the constant exposure Sitkans have to outside pathogens, because of the steady flow of visitor traffic, therefore establishing greater immunity among residents. A
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VISION

Question: When you envision Sitka 10 years from now, what do you see that demonstrates how our actions have maximized the contributions

and minimized the impacts of the visitor industry, so that a good quality of life for Sitkans is realized?

Once the Stakeholders had finished the workshop on the focus question, they were asked this question. Stakeholders were challenged to envision
tangible evidence they would be able to find in the future to show how implementing this plan has worked for the community. Through a similar

brainstorming and idea clustering process as described above, the Stakeholders eventually came to consensus on the following as their vision for Sitka:

The common vision for Sitka’s visitor industry includes these elements):

Beautiful, efficient public spaces and amenities

Unique year-round attractions, festivals, and celebrations

Maintain distinct city identity focused on meeting residents’ needs

Visitor industry contributes to a healthy, local economy

Active stewardship of historical and cultural resources and the wild and clean environment
Broad array of transportation choices to/from and within Sitka

Broad community consensus on implementation of visitor industry plan

Balanced community-supported visitor numbers

Unique educational opportunities
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BLOCKS

Question: What is blocking us from moving toward our vision?

The assumption behind this phase of the process is that if Sitka has a common vision for its visitor industry, there must be some inherent blocks in the
community that get in the way of moving toward this vision. A planning group can have countless exciting visions and great ideas, yet unless those blocks,
or “root causes,” are identified, it is unlikely that the vision will be fully realized. In this phase the Stakeholders worked to identify those blocks so that in the

next phases specific actions can be named that both address the blocks AND move the community toward its vision.

The following inherent community elements block Sitka’s ability to realize its common vision:

No unified vision and implementation process

Plans require compromise

Assumption of no win/win solutions

Change has costs; not changing has costs

Lack of community understanding about the visitor industry

Community assumptions about this process and people (involved w/ the process)

Resistance to regulation
Other suggestions have been made about additional blocks to include in the group’s discussions, but at this time the Stakeholders have not officially
incorporated either into the plan. One is the ongoing struggle for the Stakeholder group to have active participation in this process from all of the necessary
community representatives and the ongoing attempts to find ways to include their voices. Another potential block that has been raised but not yet named or
agreed upon by the Stakeholders is the perception that the community decision makers do not sufficiently represent the opinions of the silent majority. The

discussion behind this idea includes the 2:1 passage of two voter initiatives in the last local election: one initiative mandates that the public must vote on the

sale or lease of city land to build a cruise ship dock, and the second imposes a tax on boxes of sport fish that are shipped out of town.
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The following list of topics were all presented to the Stakeholder group during this process. While some of the topics were presented by invited ex-
perts, most were researched and presented by Stakeholders themselves. In most cases, the topics were presented with accompanying documentation

and in all cases Stakeholders added concerns, observations, or requests for further information on the topics.

The Stakeholder group developed guidelines for presenting data, which can be read in Appendix F.

The presentation notes and data are available on the website, www.sitkatourismplan.org under the category Needed Information.

Air pollution
air space

Alaska Airlines - cargo and passenger capacities

Alaska Airlines - visitor numbers

Arts and culture, inventory

attractions - visitor use and impressions
Bed tax

capacity - Forest Service

capacity - National Park Service
capacity - Parks and Rec

capacity - visitor services and resources
Causeway

Cemeteries, inventory

charter fishing - visitor numbers
Commercial Passenger Vessel Environmental
Compliance Program

commercial use fees

convention numbers

cruise - Alaska trends

cruise - average disembark

cruise - business model

cruise - clients

cruise - corporate consolidation

cruise - corporations

cruise - crew member contributions
cruise - environmental impact

cruise - environmental legislation (state and federal)
cruise - flags/ensigns

cruise - global market share

cruise - local advertising

cruise - local regulation

cruise - marketing ports

cruise - number of visitors

cruise - on-board marketing

cruise - on-board shopping

cruise - optimal length of stay

cruise - other SE facilities

cruise - security

cruise - ship capacity

cruise - Sitka trends

cruise - small boat visits to Sitka
cruise - visitor feedback on tendering
cruise - waste discharge

Cruise Line Agencies of Alaska
cruise ship - environmental inspections
cruise ship scheduling

Cultural assets, inventory of

Dock, effect on rural status
economics - visitor spending

Fecal coliform - cruise, small vessels, and City
regulations

Ferries - visitor numbers

Ferries - waste discharge

Forest Service permits

garbage and waste - summer

guide training

guided interpretation

harbor - capacity

harbor - demographics of boat owners
harbor - future planning

harbor - operating expenses

harbor - responsibilities

harbor - transient vessels

harbor - usage data

harbor - visitor use

hazardous waste - marine vessels
helicopter operations

historical interpretation - lacking
Historical sites/landmarks, inventory
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independent travelers
infrastructure - inventory

inventory tax

land use permits

lightering facilities

Lightering fees

local control - natural resources
marketing - visitor feedback
National Park Service permits
Native culture, inventory

Native historical sites, inventory
natural resources - inventory
natural resources management
natural resources regulations
navigational aids

noise ordinances

NorthWest Cruise Ship Association
Parks and Rec permits

Parks, inventory

public restrooms

recycling

Rural status - does visitor industry impact?
Sales tax

sales tax - Skagway system

sales tax, off-shore enterprises
Sawmill Cove - capital projects
Sawmill Cove - environmental management

Sawmill Cove - fish processing dock
Sawmill Cove - land use plan

Sawmill Cove - management plan

Sawmill Cove - marine waterfront infrastructure
Sawmill Cove - multi-purpose dock
Sawmill Cove - retail sales

Sawmill Cove - tenants

Sawmill Cove Industrial Park - history
Sawmill Cove Industrial Park - water rights
seasonal businesses - contribution to tax base
seasonal businesses - regulations

sewage - summer

signage

Sitka Coastal Management Program

Sitka National Historical Park

Sitka Trail Works - causeway

solid waste disposal - marine vessels

state water boundary

subsistence

tax revenues by quarter

tours - visitor use and impressions
underwater soundscape

visitor expectations

visitor impressions

visitor satisfaction

visitor statistic - SE comparison

visitor statistics - Sitka

visitor suggestions

visitor use - 911 calls

visitor use - fire department/EMS
visitor use - hospitals

visitor use - police

water pollution

water quality, visitor impact
yachts

zoning

zoning - designated areas
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Inventory of Sitka’s Unique Cultural and Historical Assets

1. Native American history/culture

a. Sheet’ka Kwaan Naa Kahidi Community House/ANB Hall

b. Many, many Tlingit individuals/clans with rich material:
cultural resources, cultural knowledge and background; also
regalia and some speak Tllingit

c. Selected individuals with Aleut/Alutiiqg/Haida/Tsimshian and
Creole heritage

d. Curatorial collections: SJ Museum, SNHP and SH Library,
Sitka Historical Society

e. Several churches in Sitka have artifact collections
f. Gaaja Heen Dancers (shows/programs)

g. New Archangel Dancers (shows/programs)

h. Sitka Summer Music Festival (June/annually)

i. Sitka Summer Fine Arts Camp (now about 200 students
served)

J- Island Institute — Annual Writer’s Workshops/Symposia

2. National Historic Sites/Landmarks:

a. Sheldon Jackson College

b. Old Sitka

c. Russian Bishop’s House

d. WWII Causeway

e. Castle Hill

f. St. Michael’s Cathedral

g. National Cemetery

h. Alaska Native Brotherhood (ANB) Hall

1. Tilson Building (Building #29) — Log Cache business site

3. Historic churches/church histories in Sitka (some exhibits/artifacts)

a. St. Gregory’s Catholic Church and St. Gregory’s Chapel
(possibility — tours); regular services available in historic chapel
on Baranof Street

b. St. Michael’s Cathedral — exhibits and artifacts — tour — most-
ly summer

c. Russian Bishop’s House — exhibits and artifacts — tour
— mostly summer

d. Presbyterian Church (several different Presbyterian church
buildings on Lincoln St. in past)

e. Sheldon Jackson College — exhibits and artifacts — tours of
hatchery/lab summer

f. Sitka Lutheran Church — exhibits and artifacts — tours in the
summer

g. Sheldon Jackson Museum — exhibits and artifacts — tours

h. St. Peters By the Sea — exhibits and artifacts — tour

4. Unique Historical/Cultural assets

a. WWII Causeway (totally undeveloped)

b. Magoun Islands State Park

c. Kruzof Island (geology/history/recreation)

d. WWII Boathouse (project — boathouse across bridge)
e. WWII hangars and other remnants/artifacts of WWII
f. US Forest Service museum/artifacts in White House

g. Tilson Building (Building #29) aka ‘Log Cache’ (one of two
original log structures from Russian period — other is RBH)
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h. Selected individuals buried in National Cemetery, Orthodox
Cemetery, St. Peter’s By the Sea and Lutheran cemetery. For
example, Bishop Peter Rowe buried in front of St. Peter’s by the
Sea Church. Truly Heroic Alaska figure. In National Cemetery
— early 20th century sprinter portrayed in “Chariots of Fire.”

i. Pioneer’s Home/grounds (1934 structure flowers)

J- City office building (1938 — history, selected artifacts, fabulous
maps/cartographic resources)

k. Totem Square — Totem pole AND location for many historic
activities: baseball, parade ground...

1. Site of original ship yards of Russian American Company
m. Blockhouse (Bureau of Land Management property) 4 exhibits
n. Yakov Netsvetov’s grave (first Native Alaskan priest)

0. Mt. Edgecumbe volcano (4 names — Tlux, St. Lazarias, San
Jacinto, and Mt. E)

p. Award-winning (design) bridge from Japonski to Baranof
Island

g. Katlian Street — all of rich historical/cultural/commercial as-
pects of history

r. Lincoln Street — rich multi-layered history: Tlingit — Russian
period — American

s. Location of WALL between historic Tlingit community and
historic Russian American community

5. Parks and park areas

a. Sitka National Historical Park
b. Isabel Miller Museum
¢. Whale Park

d. Green strip adjacent to Crescent Harbor

e. Halibut Point Recreation Area

f. Old Sitka park/wayside exhibits

g. Pioneer Park

h. Castle Hill

i. Totem Square

J- Blue Lake Road and Sawmill Creek campground area
k. WWII Causeway (future park?)

1. Trails at end of HPR — both side of road — USFS

m. Ball fields — Moller Park, Blatchley MS, Baranof playground,
Keet Gooshi Heen playground, and recreation areas available
adjacent to Mt. Edgecumbe High School and UAS

6. Historic cemeteries

a. Presbyterian cemetery (on Indian River Road)

b. Russian Orthodox Cemetery (largest in Sitka — 6+ acres on
both sides of Marine St — end of Observatory St)

¢. Moose Cemetery

d. Pioneer’s Home cemetery

e. National Cemetery

f. Older cemetery behind National Cemetery (name?)

g. Lutheran Cemetery (typically called Princess Maksoutov’s
grave)

h. Many other graves including under parking lot Mac’s Sporting
Goods — see 1867 model in Isabel Miller and 1845 Model in RBH
for location of some of these older cemeteries, burial grounds

1. Victims of tuberculosis — remains have been moved to home
communities for burial

J- Sitka city cemetery (behind National Cemetery)
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7. Trails immediately adjacent to Sitka community — on or near road
system. These trails are listed in various guides provided by Sitka Trail
Works, US Forest Service, City and Borough of Sitka, National Park
Service, etc. See references.

8. Miscellaneous (Sitka Convention and Visitor’s Bureau and other
sources list many opportunities):

a. Baranof Island has about 50 glaciers (geological history)
b. Alaska Marine Highway Dock
c. Rifle Range

d. Starrigavan region: fishing, picnic, hiking, exploring, rifle
range, hunting

e. Gold course and restaurant on Granite Creek

f. Alaska Raptor Rehabilitation Center (tours, education, exhibits,
programs off-site)

g. Sea Life Discovery Tours
h. Allen Marine Tours

1. Water taxi companies (see directories in phone book, other
tourist publications)

9. Chartered: Fishing/scenic/exploration/hiking/beachcombing recreation
opportunities. See web sites, various charter listings, brokers for lists of
charter companies.

References:
Jim Case — US Forest Service (USDA)

Clarence Wadkins/K&G Griffin/Sue Thorsen — Sitka National Historical Park
— NPS

Peter Gorman/John Hallum/Bill DeArmond — SNHP seasonal rangers
Gateway Plan — SNHP/NPS (1996)

Dorrie Farrell/Dana Pitts — selected references for walking tour guides
Alaska Naturalist Class — UAS Sitka

2005 Community Profile: Sitka, AK — SEDA

Dr. Roger Pearson (rtd) — UAF

Phyllis Hackett — Sitka Through Four Seasons

Sandy Lorrigan and staff — Sitka Convention and Visitors Bureau

All About Sitka 2005-2006 — The Daily Sitka Sentinel

Pastors/Priests and publications — Sitka churches — history directly connected to
Lincoln Street: Russian Orthodox/Presbyterian/Catholic/Lutheran/Episcopal

Sitka and Alaska tourism web sites — Googled sites, too numerous to cite

Rollo Pool and employees — Raptor Rehabilitation Center

John/Linda Litten and employees — Sitka Tours

Deborah Lyons, Executive Director — Sitka Trail Works

Rosemary Carlton/Scott McAdams — Sheldon Jackson Museum

Sue Barlow — Alaska Naturalist Program (UAS Sitka)

References consolidated 3/27/06 — Sitka Long-Range Tourism Planning Process

Dr. Richard Pierce (deceased)
— Limestone Press

- Pioneer Alaska historian in Russian history

Bill DeArmond — historian and writer

Dr. Heikki Hanka — Professor of Cultural History, Jyvaskyla University, Jyvas-
kyl4, Finland

Dr. Lydia Black (rtd.) — Professor of Anthropology, University of Alaska-Fairbanks
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The following guidelines were developed and introduced early in the planning process. They served to focus the Stakeholder’s work and dia-
logue, The Ground Rules and Concerns for Presenting Data were developed by the Stakeholders. The Debate/Dialogue section came from
the work of Mark Gerzon and the Public Conversations Project, National Study Circles Resources, and Educators for Social Responsibility.

Ground Rules:

Respect

* For people and the process

* Suspend judgment of people and ideas
Fairness

* Encourage all participants to have a voice
* Equal time for speakers

Listening

* Listen to understand; suspend your replies until other fin-
ish speaking

Openness

* To other points of view and to the outcome

e Come with a sense of inquiry; ask questions

Committed

* Be present — for three hours, try to hold the focus here. Be

here now

Assume the best intentions, from the facilitator, from one
another.

Timeliness — start on time, arrive on time, finish on time If
you miss a meeting, do your homework (use the web, the
library, one another to catch up on what you missed).

Raise your hand to speak.
Don’t interrupt.
Avoid being argumentative; don’t take others’ values personally.

Communication to the public — if individuals or groups
express their opinions (especially negative opinions) to the
public outside of the group, it could harm the group and the
process — Stakeholders should promise to commit to the
process; use these meetings for addressing issues about the
process; speak outside the room as you would speak here.

Support and protect the process both in and outside the meetings

Expect candor of everyone — to not withhold information that
might effect decisions we might make in this room, even if it
1s difficult or controversial, or be untruthful.

Don’t share things that you don’t know to be the truth — ru-
mors, unverified stats, exaggerations — or try to pass off opin-
ions as truth.

Do not politicize the process
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Important Concerns for Presenting Data

* Have the Needed Information list available.
* Have printed information available before presentation.
e Use collaborative information gathering for complex issues.

* Filter out unnecessary information (not identified in Needed
Information).

* Either have the expert available or have a process for gathering
questions and getting answers.

* Deal with Bias/Credibility issues before delivery, address them in
debrief.

e Divide information into “bite-size” pieces, debrief those pieces.

¢ When the information is more controversial there needs to be
more sources for that information.

e Separate objective facts from subjective conclusions.
* Present background information — resources and methodology
e Present all the Needed Information that is available in the report.

* Remove recommendations/Strategies from presentation. Only
show the requested data.
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Debate Dialogue

Assuming that there is a right answer and that you have it. ———— Assuming many people have part of the answer.

Combative: participants attempt to prove the other side wrong. ——— Collaborative: participants work together toward common understanding.
About winning. About exploring common ground.

Listening to find flaws and make counterarguments. Listening to understand, create shared meaning, and find agreement.
Defending our own assumptions as truth. Revealing assumptions for evaluation.

Seeing two sides of an issue. Seeing all sides of an issue.

Defending one’s own views against those of others. Admitting that others’ thinking can improve one’s own.

Searching for flaws and weaknesses in others’ positions. — Searching for strengths and value in others’ positions.

Discouraging further conversation by creating winners and losers. Keeping the topic open even after discussion ends.

Seeking a conclusion or vote that ratifies your position. ———  — Discovering new options, not seeking closure.
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Implementation Worksheet

90 Day Implementation Steps

Action Focus Area:

Specific Goal Title:

Start Date:
End Date:

90 Day Intent (Why):

Implementation steps (How)

Who

By When?

)

2)

3)

4)

5)

6)

7)

8)

Coordinator: Collaborators, partners:
Team Members:

(signed)

Evaluation measures/
Success indicators

Budget

Next Meeting Date:




