
T R A N S M I T T A L   M E M O R A N D U M 

TO: The Honorable Mayor and City Council 

FROM:  Lacey G. Simpson, Acting City Manager 

DATE: February 9, 2022 

RE: Approving the Ward Cove Shuttle Operation Plan 

At its meeting of February 3, 2022, the City Council received a presentation from 
Acting Port & Harbors Director Mark Hilson on a proposed shuttle operation plan for 
buses transporting cruise passengers originating from the Ward Cove cruise facility 
north of City limits into downtown Ketchikan. The plan was developed with 
representatives of Holland America Princess (HAP) Alaska-Yukon and the Ward Cove 
Dock Group (WCDG) and endorsed by the Port & Harbors Advisory Board. The 
proposed plan will utilize the block surrounding the Southeast Alaska Discovery Center 
along Bawden Street, Spruce Mill Way, and Main Street. In receiving the presentation, 
which is attached for review, the City Council heard from a few independent tour 
operators and dock vendors who requested the City give consideration to the operation 
being located on the Port as it was during the pilot effort in 2021. The City Council 
requested the operators gather their concerns and discuss the matter with Mr. Hilson.  

Attached for City Council consideration is a memorandum from Mr. Hilson that 
conveys the conversations he most recently had with the tour operators and dock 
vendors as well as representatives of the WCDG and HAP. The tour operators and dock 
vendors are advocating for splitting the operation between the proposed Southeast 
Alaska Discovery Center location and the Port. Representatives of WCDG and HAP find 
that the proposed location is the best solution for their operations and visitors and 
minimizes the inherent issues and risks in locating the operation on the Port. Mr. Hilson 
continues to recommend that the 2022 shuttle operation be located at the Southeast 
Alaska Discovery Center as presented. I concur with Mr. Hilson’s recommendation.   

Given the limited time in which to implement this plan in advance of the start of 
the 2022 cruise visitor season, including hiring personnel, making the necessary 
improvements to the area, as well as the preparations that the Ward Cove Dock Group 
and Holland America Princess may need to undertake, time is of the essence. A 
decision by the City Council must be forthcoming for the above stated reasons and with 
acceptance that downtown Ketchikan’s unique layout and limitations will not provide for 
the ideal solution for all parties in the 2022 season. Staff will continue to work with other 
shuttle and tour providers regarding locations for their operations as appropriate and 
allowable. This operation may need modifications through the season once more is 
understood and it will be reevaluated well in advance of the 2023 season.  
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Following City Council direction, an agreement including associated fees will 
need to be negotiated between the City and the Ward Cove Dock Group. This would be 
subject to City Council approval.  

 
Corresponding motions have been prepared for City Council consideration. 
 
 

 
RECOMMENDATION 

 
 It is recommended the City Council adopt the motions approving the proposed 
Ward Cove shuttle operation on Bawden Street, Spruce Mill Way, and Main Street and 
directing staff to proceed with this operation for the 2022 cruise season and directing the 
Acting City Manager to negotiate an agreement and associated fees for shuttle 
operations with the Ward Cove Dock Group.    
 
Recommended Motion No. 1: I move the City Council approve the proposed Ward 
Cove shuttle operation on Bawden Street, Spruce Mill Way, and Main Street and direct 
staff to proceed with this operation for the 2022 cruise season. 
 
Recommended Motion No. 2:  I move the City Council direct the Acting City Manager 
to negotiate an agreement and associated fees for shuttle operations with the Ward 
Cove Dock Group. 
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 MEMORANDUM 
 
TO:  Lacey Simpson, Acting City Manager 

FROM:  Mark Hilson, P.E., Acting Port & Harbors Director 

DATE:  February 9, 2022 

SUBJECT: Ward Cove Shuttle Operation 
 

At the City Council meeting of February 3, 2022, City Council received the attached 
presentation on how to best accommodate Ward Cove passengers who will be bussed to 
downtown Ketchikan for the 2022 cruise season.  In discussing the Ward Cove shuttle operation 
with some of the local businesses and some of the previous Dock Vendor lease holders, although 
not unanimous, the majority of the Dock Vendors I was able to speak with wanted the Ward Cove 
shuttle operation to drop Ward Cove passengers on the Port.  While dropping passengers on the 
Port is obviously financially advantageous to the Dock Vendors (and by extension to the City), 
some of the Dock Vendors went on to mention that it has the benefit of being in close proximity 
to the KVB and restrooms, and would provide more predictable and safe pedestrian flow.  Some 
also expressed a safety argument that traffic is more limited on the Port than the streets 
surrounding the Discovery Center.   In discussing the matter, I was clear that from the very 
beginning a key component as expressed by HAP Alaska-Yukon and Ward Cove Dock Group was 
that the pick-up and drop-off location must be the same, not only for all passengers but also for 
all busses.  This would mean that the entire bussing operation must occur in one location.  
Nevertheless, in order to give the proposal due consideration, I reached out to John Binkley and 
Jennifer Black with Ward Cove Dock Group, and Kari Erickson with HAP Alaska-Yukon and asked 
if this proposed compromise was acceptable and if not, why not?  Kari Erickson responded:  

 
“My opinion is that splitting the shuttle will result in confusion for the guests and potential 
over-congestion at one or the other of the loading locations”  
   
John Binkley stated that splitting the operation would result in degrading the guest 

experience and therefore, was not in favor of splitting the operation.   

  While I would like to be able to recommend the City Council accept the proposed 
compromise, I am very hesitant to risk setting up such an important operation that may not be 



fully functional and as a result, negatively impacts the guest experience in the City.  As it stands, 
we will need to be prepared to address unforeseeable issues that may occur with the shuttle 
operation and having it in one location will simplify the operation. 

In my discussions with Dock Vendors, it was suggested that there could be room left for 
tour bus parking and potentially tour selling in the vicinity of the Discovery Center.  The tour 
operations immediately adjacent to the Discovery Center property line would be prohibited by 
the 50 year Lease between the City and the Federal Government.  I would not recommend mixing 
tour busses and the Ward Cove shuttle. 

Motions have been prepared for City Council consideration.   

RECOMMENDATION 

It is recommended that the City Council adopt a motion directing staff to proceed with 
the Ward Cove shuttle operations on Bawden Street, Spruce Mill Way, and Main Street.  It is 
further recommended that the City Council adopt a motion authorizing the Acting City Manager 
to negotiate an Agreement for shuttle operations including associated fees with the Ward Cove 
Dock Group.    

Recommended Motion 1:  I move the City Council direct staff to proceed with Ward Cove 
shuttle operations on Bawden Street, Spruce Mill Way, and Main Street. 

Recommended Motion 2:  I move the City Council authorize the Acting City Manager to 
negotiate an Agreement for shuttle operations, including associated fees with the Ward Cove 
Dock Group. 
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What is the Purpose of this 
Presentation?

•To present  past bus operations and lessons learned 
from 2021’s shuttle operation

•To communicate the needs of a Ward Cove shuttle 
bus staging operation

•To identify challenges associated with shuttle 
operations on the port

•To identify non-port options for a Ward Cove shuttle 
bus staging operation

•To obtain City Council direction on the location of the 
shuttle operation
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2019 Bus Operation – Tours from 
City Docks

2 Lanes at Berth I



City of

Ketchikan2021 – Front Street Extended

5 Busses (July, 2021)



City of

KetchikanLessons Learned from 2021 Shuttle Ops

1. Congestion

2. Lack of Staging Capacity

3. Bottleneck due to multiple 
required uses

12

3



City of

Ketchikan2021 Shuttle Revision – Berth II

Moved busses onto berth Added Exit Through Lane



City of

Ketchikan2021 By the numbers

• NCL Encore, 8 AM to 5 PM

• Approximately 2300 guests onboard on average.

• 55-60% of the ship’s passengers rode on the shuttle

• 10 shuttle busses were used with an additional 3-7 during peak times 
in the morning and close to all aboard

• 47 round trip shuttles (most of these coaches dead-headed back to 
WC after their first run downtown as guests weren’t ready to return 
that early)

• 4-7 One way returns to Ward Cove



City of

KetchikanWard Cove Shuttle Bus Identified Needs

•Room for safe loading/unloading of Passengers

•Close proximity to passengers desired destinations

•Shuttle bus staging for required number of busses

•Consistent predictable operations

•Match scale of shuttle operations to street 
characteristics
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Room for safe loading/unloading of 
Passengers
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Close 
proximity to 
passengers 

desired 
destinations

Key

CS – Creek Street

T – TGALS

M – Museum

S - Shopping

M

M

T

CS

S
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Shuttle bus staging for required 
number of busses

• Each Coach needs approximately 50 feet to line up.

• Coaches can seat approximately 50 passengers (this can vary)

• Coach occupancy efficiency is important

• More staging length to increase queuing would be better

• Coach staging is a function of speed of loading/unloading, and 
shuttle passenger counts, and ship timing



City of

Ketchikan2022 Cruise Season Risks

It remains to be seen what passenger counts will materialize:

• CDC has elevated cruise travel risk from level 3 to level 4

• The Canadian Government’s reaction to the Omicron Variant could 
result in border closures

• The Port of Seattle would not be able to pick up all of the ship 
berthing demand if Vancouver is closed to cruise ships

• Bookings could soften

• Overall ship utilization is unknown.  Consensus seems to be 
coalescing around an average of 70% occupancy of lower berth count 
at this point in time.



City of

KetchikanWard Cove 2022 Ship Capacities

Sun 2002

Jewel 2376
Spirit 2477 

Bliss, Encore 4174



City of

Ketchikan2022 Potential Shuttle Bus Passengers

983,464

1,475,196

265,504 

398,256 

132,752
199,128

2022  (70%  CA PA CITY) 2023  (A SSUME FULL  CRUISE)

Total Ward Cove RT Bus Trips (est)

* 50% of WC passengers will go to City - John Binkley, WCG, Dec 2021

*

Discussion
There are about 163 Total Ward Cove Calls on the schedule in 2022
However interesting and important total annual passenger count is, shuttle operations are built around peak days, not 
total passengers
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Bliss Encore Jewel Spirit Sun

NCL 2022  Ward Cove Port Calls

There are 9 days in 2022 where the # 
of passengers at WC is about 4500

There are 45 days in 2022 
where the # of 

passengers at WC is 
about 3000.

The other 45 days it’s somewhere between 1400 and 1700

1

1   Data as of July 2021, 70% Capacity
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2022 Ward Cove Maximum Daily 
Estimated Shuttle Passengers

• There are uncertainties associated with a variety of new port call 
times in 2022

• COVID-19 protocols can influence the number of busses especially on 
days when more than one ship is at Ward Cove

• On maximum two ship days (Bliss or Encore and Spirit), 2300 
passengers are estimated to use the shuttle

• On one ship days (Bliss), 1500 passengers are estimated to use the 
shuttle
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Shuttle bus staging for required 
number of coaches

• The maximum shuttle rotation will consist of approximately 18 
coaches

• On two ship days, HAP Alaska-Yukon advises that 60 to 70 Shuttle 
round trips are estimated with 18 shuttle busses

• On one ship days, 35 to 45 Shuttle round trips are estimated with 12 
coaches according to HAP Alaska-Yukon 

• More staging length to allow for more coaches to queue up would be 
desirable.
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Consistent Predictable Operations

• Shuttle Passengers must be dropped and picked up in the same 
location to avoid confusing guests

• Shuttle drivers get trained to run a routine.  Varying staging locations 
by day or time is problematic

• Signage is going to be important for guests
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Match scale of shuttle operations to 
street characteristics

• Coach busses used in the shuttle bus operation average 8’4” wide 
and 12’6” tall and about 40’ long

• Staging several of busses in a row can dwarf a smaller streetscape

• Bus width means that if you have busses staged on one side of the 
street, you should have a road that is at least 38’ wide to 
accommodate two way traffic and parking on the opposite side of the 
street.

• Ideally sidewalk should provide for room for people to pass through, 
enter businesses, while accommodating lines for loading

• Busses must be able to maneuver and enter and exit staging areas 
safely, and without backing up
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Ketchikan2022 Option 1 – Berth II



Red Flags/Concerns Mitigation Considered

• Busses bottleneck 
along the berth

• Berth II Gangways 
are impeded

• Busses conflict 
with Berth I 
Passenger Queue

• Pedestrian Safety 
need to be the 
utmost concern

• WC Shuttle Days 
normally occur 
when City Berths 
are fully utilized

• Adjust timing of 
departures

• Relocate bookings 
from Berth I and/or 
II

Option 1 Issues

Berth I (Golden Princess) 
looking back at Berth II 
(Westerdam)
Photo courtesy of CLIA



Option 2 – Discovery Center

40’

~10’4”

~6’0”



January 25th, 2022 Dry Run

Option 2 – Discovery Center



Option 2 – Discovery Center



Option 2 – Discovery Center



1 Remove (14) Vehicle Spaces around Discovery Center for (9) busses 

2 Create new temporary parking lot at old Hospital location on Bawden Street 

2

Option 2 – Discovery Center

3 Add Crosswalk to Promenade

1

3

Front St. Route Only - Remove (1) parking spot on Mill St. to allow busses to stay on State Hwy4

4

Main St. Route

Front St. Route

Crossing guard when Coaches are on Bawden St., No parking zone added5

5



a Change Main Street, Spruce Mill Way, and Bawden St into One Way Streets

2

Option 2a – Discovery Center

Add Crosswalk to Promenade

Main St. Route

Crossing guard when Coaches are on Bawden St., No parking zone added

a

a

a

a
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Mitigation Measures

2
1

1 Reduce the number of coaches along Bawden Street from 4 to 3 and add ‘No Parking Zone’

2 Add Crossing Guard during shuttle operations to assist with traffic and emergency response

3 Add up to (8) trash receptacles to key locations, perform end of day litter patrol

3

4 Personnel & temporary signage to direct Discovery Center visitors and Ward Cove Shuttle passengers 

4

5 Perform Exhaust Mitigation Study

5
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Mitigation of Lost Parking
Bawden Street Temporary Parking Lot
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Pedestrian Safety Enhancement
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KetchikanOption 3 – Main Street

32’~ 6’3” ~ 6’3”



Option 3 Issues

Red Flags/Concerns

• Narrow Sidewalks will cause 
congestion

• Lack of Staging Capacity
• Scale of operation is out of 

sync with Main Street
• Turn off of Mill St is 

problematic for last staged 
bus
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Will lose 8-9 parking spots

Option 3 – Main Street
Lose non-Ward Cove Tour 

Bus Parking



City of

KetchikanOption 4 – Water Street 
This is where busses used to line up post 9/11 and pre-Berth 3 Upgrade

~6’6”~6’0”



City of

KetchikanOption 4 – Issues

Red Flags/Concerns

• Sidewalk congestion
• Lack of Staging Capacity
• Scale of operation is out of 

sync with Water Street
• Would introduce different 

drop off and pick up locations
• Parking is a premium in this 

Area/Difficult to make up loss



City of

KetchikanOption 4 – Water St

Will lose 13-14 parking spots
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KetchikanEvaluation Matrix

Identified Needs Option 1 – Berth II Option 2 –
Discovery Center

Option 3 – Main 
Street

Option 4 – Water 
Street

Room for safe 
loading/unloading 
of Passengers

Close proximity to 
passengers desired 
destinations

Shuttle bus staging 
for required number 
of busses

Consistent 
predictable 
operations

Match scale of 
shuttle operations 
to street 
characteristics
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* Provided 9 of 10 required spaces



City of

KetchikanComments and/or Questions



City of

Ketchikan



"UNAPPROVED"



"UNAPPROVED"



"UNAPPROVED"



"UNAPPROVED"
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