Village of Egg Harbor
Harbor Committee Meeting Minutes
September 24™, 2019 at 1:00 PM
Paul J. Bertschinger Community Center
7860 STH 42, Egg Harbor, Wisconsin 54209

Call meeting to order

Dickson called the meeting to order at 1:00 p.m. Those in attendance were Robert
Dickson, Denny Philips, William Freyman, Ryan Heise, and Megan Vandermause.
Absent were Robert Dunworth and Karl Klug. Also in attendance from F|3 Marina were
Phil Cook and the Egg Harbor Marina Manager, Ali Gibbs. In attendance in the audience
was Dawn McGinnis.

. Approval of the Agenda
Freyman moved to approve the agenda, second by Philips, motion carried.

. Approval of August 28", 2019 Harbor Committee Minutes
Freyman moved to approve the August 28", 2019 Harbor Committee minutes, second by
Philips, motion carried.

. Open session (limit ten minutes)

e McGinnis stated that she wants to speak to the committee about the debt limit
increase the Village Board approved at their last meeting.

e McGinnis said that if the Village borrows $10 million this would create a 26% tax
increase for tax payers which amount to about $795 on a $300,000 home.

e McGinnis stated that she is just bringing this to the committee’s attention because
$795 per year is a lot.

e Dickson stated that the Village is not even considering borrowing this amount of
money and asked Heise if the Village will even be taking a vote on any of the
higher priced capital projects in the next year or two. Heise stated that the Village
will not be approving any higher price capital projects for a few years.

e Dickson stated that he thinks McGinnis’ comments are premature.

e McGinnis stated that her opinion is that all of the community members should
have a say in Village decisions.

e McGinnis said that she would like to bring this to Dickson’s attention because it
seems like her and Dickson are having trouble communicating.

e Freyman pointed out that in the latest Boat US magazine there is an article about
leukemia cup races across the country and he just wanted to bring this up so that
the committee realizes the exposure that the leukemia races get.

e Gibbs stated that she would like to bring up the yacht club and just make the
committee aware that there have been issues with boater parking and vehicle
parking during the yacht club’s family races.

e Gibbs stated that she feels like the marina and the yacht club need to have better
communication on the parking rules in the marina.

e Freyman stated that he and Gibbs will need to meet before the next yacht club
meeting to go over the parking issues.



Freyman stated that Gibbs is welcome to come to the yacht club meeting.

Gibbs stated that there are issues will vehicle parking and boats pulling into
empty slips without reservations.

Gibbs stated that in a few cases staff needed to track down the boaters and ask
them to move and not all boaters were respectful to the staff when asked.
Freyman stated that these issues should be passed on to the yacht club.

Dickson asked if the yacht club has races every week and Freyman stated that
they do, but the family races bring in a lot of boaters from outside of the marina.
Gibbs stated that there are really just issues with the family races. Freyman stated
that there are more issues with these races because boats from outside of the Egg
Harbor Marina come to those races.

Dickson stated that the family races take place during two of the busiest weekends
of the season.

Philips stated that this could be an issue itself.

Freyman stated that the yacht club does try to schedule the races avoiding the
busiest days during the holidays.

Gibbs stated that this next year the 4™ of July is on a Saturday so she is a bit
nervous that the race could end up being on the same day.

Freyman stated that the committee needs to make the issue during the races clear
to the yacht club members so that the issues can be resolved.

Philips stated that slip members have a sticker on their cars so why not keep the
lower lot open for slip holders only during the busy weekends.

Dickson stated that because the race dates have not yet been set the yacht club
should work with the marina to determine what dates might work best for the
races.

5. Green Tier report

There was not Green Tier meeting in the last month.

6. Ken Mathys request for launch ramp night lighting

Gibbs stated that Ken Mathys sent an email suggesting that lighting be added near
the launch ramp so that people that are pulling boats out of the water closer to
dark can see easier.

Gibbs stated that she has not received any other comments regarding the lighting
at the marina.

Gibbs stated that she has not reached out to any contractors regarding this request.
Freyman stated that some of the lighting at the marina does get glarey on the
water when people are pulling into the marina.

Freyman stated that he feels like the committee needs to wait until there is some
demand to fix the issue.

Philips stated that he looked at the lighting on the marina building and maybe one
light could be turned 180 degrees so that the light is facing the launch ramp versus
the building.

Philips explained that this should be relatively easy to fix.

Dickson asked that staff take a look at this solution and possibly give it a try to
see what the impact is on the launch ramp and the parking lot.



e Freyman stated that the slip holders are surveyed every year and asked if at some
point the launch ramp users should be surveyed to see if there are things they are
looking for a the marina.

e Dickson stated that a lot of boaters that know that they will be pulling out of the
water after dark provide their own lighting.

F|3 Marina Reports

Gibbs stated that August was a very good month.

As of right now, there are 20 people on the waitlist for a seasonal slip.

Gibbs stated that the main thing she wanted to accomplish this season regarding the
marina grounds was the landscaping in the flag pole box which was accomplished.
Previously the cost of goods sold was straight lined and now the cost of goods sold
has been reallocated throughout the months.

Trends for revenue are that the marina continues to be up compared to last year and as
well as against budget.

The two major expenses are out of the ordinary, but everything else is tracking very
close to last year.

Dickson asked if there should be a charge for credit card processing.

Freyman stated that he resents paying the convenience fee for credit card processing
when a private business charges the fee, but he doesn’t mind it when a government
entity charges the fee.

Philips asked what the percentage is with cash versus credit at the fuel dock. Gibbs
stated that most people are using a credit card at the fuel dock.

Philips stated that he would suggest just raising the fuel price to recover the credit
card processing fee.

Cook stated that last year the committee stated that it is okay to fluctuate the fuel
margin so he was thinking the same that the fuel margin could be increased to recover
the credit card processing fees.

Philips stated that after his review of the DockWa App he noticed some inaccuracies
on the app and he thinks these should be corrected in the off season.

Cook stated that staff will be sure and review the information on DockWa and get it
corrected.

De-icing proposal

Dickson asked if everyone had a chance to look over the de-icing proposal.

Freyman stated that when the de-icing was originally discussed it was discussed as a
solution to keep the pilings from lifting up.

Freyman asked if the de-icing is necessary now that the pilings have been anchored
down.

Freyman stated that he is okay with phase one of the de-icing proposal, but he doesn’t
think anything more than that is needed.

Dickson stated that phase one would allow for the committee to know what kind of
impact the de-icers would make on the marina.

Freyman stated that if the de-icing is put in place the ramp will not be usable by ice
fisherman and others.

Dickson stated that the committee could wait and see if the anchoring of the pilings
will hold up or put in some de-icers so that the pilings are not damaged.



Dickson asked if the camera that the Village purchased would have the de-icers in the
view.

Freyman stated that he is very dubious of a permanent camera to temporarily monitor
the break wall.

Freyman stated that he thought the discussion last time was to approve the option for
the camera that could be used for other purposes.

Philips asked if the website is getting enough hits to justify having the camera feed on
the website.

Cook stated that he is confident that he can get the number of hits that the website
has.

Dickson stated that his hope is that with the camera there will be a view of the wave
action on the break wall and the de-icers.

Philips stated that he is opposed to the de-icing proposal because of the money that
was spent on anchoring the pilings.

Freyman stated that from what he knows he would be against the de-icing because of
the pilings being anchored down.

Cook stated that it is hard to tell what might happen with the high water levels and the
de-icing proposal was put together to help provide some solutions to potential issues
that could arise because of the high water.

Cook stated that because the marina is in the bay there is calmer water so that helps
with the level of damage.

The committee decided to wait and see what happens with the water levels this year
and the de-icing proposal can be revisited next year if necessary.

Philips asked if anyone is concerned that the marina will have more damage because
of the high water.

Cook stated that there is a lot more damage that can happen because of the high
water, but it is hard to say what the stress level will be on the docks.

FY 2020 Draft Marina fund budget and account detail forms

e Gibbs presented the draft FY 2020 marina fund budget.

e Gibbs stated that with the 2020 budget the daily launch fee line item is being
decreased due to the fact that the Murphy Park launch ramp is open and not as
many people are using the marina launch ramp this year.

e Gibbs stated that the marina will not meet the FY 2019 budget number for daily
launches based on actuals from this year.

e Dickson asked if $1,300.00 would be a more realistic number.

e Philips asked if the launch ramp fees and seasonal launch ramp fees are getting
raised this year and Gibbs stated that these fees are not being raised this year.

e Philips asked if Gibbs thinks that the marina will lose customers if the fees are
raised, and Gibbs stated that she thinks the marina will because we are quite high.

e The committee agreed that the daily launch ramp fees line item in the budget
should be changed to $1,300.00.

o Fuel prices will be raised.

e Gibbs stated that the courtesy docks will now be included in the shore side
services line item instead of the miscellaneous revenues.



Gibbs stated that she would like to start selling Egg Harbor Marina merchandise,
and Freyman asked if this will be tracked separately. Cook stated that this can be
tracked separately.

Gibbs stated that the seasonal slips rates are being proposed to increase by 3%.
Gibbs reviewed the estimated increase for each slip length.

Philips asked if the seasonal slip rates were raised last year and Gibbs stated that
last year the rates were raised 4%.

Gibbs stated that with the increase the marina will still have cheaper rates than
Sister Bay and be just a bit more expensive than Fish Creek Town dock.

Philips stated that the Village seems to shy away from contributing additional
funds for the operational costs of the marina when it comes to the marina fund.
Heise stated that he recalls committee member Karl Klug doing a comparison for
what the slip rate increase was supposed to be year after year from the beginning
of the marina and it was recommended that there be 2.7% increase in slip fees per
year.

Heise stated that most people appreciate a small increase year after year versus a
large increase at once.

Heise stated that this discussion can be revisited after the committee reviews their
debt payment contribution.

Cook stated that the percent margin on regular fuel sales was decreased for the
2020 budget and that explains the disparity in additional revenue for FY 2020.
Gibbs stated that she is confident that the marina will be able to hit the FY 2020
goal of $50,000 for transient revenue.

Gibbs is proposing an increase in transient rates. Gibbs stated that as of right now
the marina has some of the cheapest transient rates in the county.

Philips asked if the marina is expecting a bump in transient rates due to Pumpkin
Patch and Gibbs stated that she is expecting the marina to end up at $48,000 in
transient revenue for FY 2019.

The diesel fuel will have a 17% margin and the regular fuel will have a 12%
margin.

All of the paperwork for the launch ramp that was included in the cost of goods
sold line item will be moved to the expense side of the budget.

The items that are not highlighted in the blue on the budget spreadsheet will be
increased by 3%.

Gibbs is proposing an increase in advertising as she would like to sell Egg Harbor
Marina merchandise and she would like to hold a boater appreciation event.
Gibbs stated that she would like to get the exterior of the marina office painted
and replace some things in the marina restrooms. This expense is included in the
building line item in the budget spreadsheet.

Philips asked about the pavilion building that the marina has been working on
finding a solution for.

Heise stated that as a general note with Parks and Public Works helping out with
the marina there is a new spirit of cooperation within the department.

The committee discussed what the cost sharing should be with Parks and Public
Works and the Marina.

Freyman stated that beyond the expenses there needs to be a responsibility factor
that reviews what committee needs to take the lead on different projects.



Heise stated that maybe there needs to be a capital list of the amenities and then
the majority of users could determine the expense side and responsibility.

The committee reviewed past discussions that took place on the bathroom and
pavilion building.

Dickson asked if there is any funding included in the budget for the replacing of
the pillars on the pavilion.

There will need to be fund balance carried over for the pillar replacement.

Gibbs stated that she would like to replace the laptops for the POS system at the
marina.

Philips asked what Windows are running on the current laptops and Gibbs stated
that she thinks the current laptops are Windows 7 or 8 but the new ones will be
Windows 10.

Gibbs stated that the docks line item was increased by $1,500 for replacing some
boards on the docks.

The equipment, maintenance, and repair line item went up $1,000.

Gibbs stated that she would like to increase the marina staff’s pay by $0.75/hr.
Gibbs stated that with this increase she thinks most of the employees will return
next year.

Freyman stated that he thought the staff was well received this year.

Gibbs stated that she did include resort style furniture in the budget and she thinks
that going with more park style furniture would cut down cost.

The committee agreed with replacing the picnic tables.

The committee decided that the furniture should be municipality grade, but
doesn’t need to be resort grade.

The committee discussed the marina website item.

Philips asked who wrote the first marina website and Cook stated that Resident
Capture wrote the current website.

Dickson asked what is being revamped especially when the website was just
redone not long ago.

Freyman stated that there are a few issues with the current website such as the
events calendar.

Philips stated that if the committee does not have the traffic reports on the website
then there is no justification for a new website.

Freyman said that he thinks that the website is used a lot.

The committee did not agree with the expense of revamping the website.

Heise stated that maybe there needs to be a discussion on the objectives of the
website.

Dickson stated that part of the committee’s frustration is the fact that F|3 Marina
recommended the current vendor and if the vendor is not performing then F|3
Marina should subsidize the upgrade.

The committee recommended decreasing the website line item by $2,000.00.
Gibbs included funding under meals and travel to attend the Chicago Boat Show.
Gibbs stated that she did have a group from Indiana come to the marina as a result
of an interaction she had with them at the boat show.



Dickson asked what kind of reservation capacity Gibbs has during the boat show,
and Gibbs stated that she starts taking transient reservations on January 1% and the
boat show is January 8" so there is a lot of availability.

The purchase of equipment for the retail supplies was included in the budget
under small tools and equipment.

Because the de-icing proposal is not moving forward, the utilities line item will be
increased by 3% instead of the proposed increase based on the use of electricity
for the de-icers.

There are some golf cart repairs included in the FY 2020 budget.

Philips asked if the golf cart will be used in the same capacity that it is used now
and asked if the beach expansion project will increase marina staff’s
responsibility down at the Village beach.

Freyman stated that he thinks this goes back to the responsibility assignment
because when he first joined the committee the Harbor Committee had control
over the beach property.

The committee discussed if there should be some budget capacity available to the
marina due to marina staff servicing the beach.

With the WIFI upgrade that is included in the FY 2020 budget there will be about
$2,000 available from the removal of the cable service.

The committee asked if the cable cost was removed from the budget.

The internet and web item will be decreased to $3,000.00 as the cable service will
be removed.

Gibbs will check on the WIFI speeds available at the marina.

The committee discussed the option of raising the concrete for the launch ramp
instead of adding dock extensions.

Philips stated that the concrete would need to be broken up and re-barred so that
the concrete would not have moisture in between to the two slabs of concrete.
The committee reviewed the proposal provided by Mike Kahr.

The committee agreed to include $6,000 in the budget for the launch ramp
improvement.

The committee had a discussion on the break wall study and including the cost of
the study in the budget.

Freyman stated that the Village will need to decide how they would like to protect
their investment in the marina and the Harbor Committee has given the Village
Board a course of action for protecting the investment if they choose.

Freyman stated that the choice to lower the break wall had nothing to do with the
marina and had everything to do with politics of the project.

Freyman stated that the village protecting the investment should not put pressure
on raising the marina fees.

Gibbs reviewed some emails from Bill Brose with Smith Group JJR regarding the
marina break wall.

Freyman stated that if the Village feels that the break wall study is something that
the Village needs to do to protect the investment then it should be included in the
budget so that the study can move forward.

Freyman stated that because the decision to change the break wall was not a result
of the marina itself but was a result of the general public the burden of fixing the
break wall should not be put on the operating budget of the marina.



Dickson stated that from this budget meeting if the committee recommends that
the study should be done then the money should be included in the marina budget.
Freyman stated that if the Village Board decides to include the $15,000 in the
marina budget then they should understand that the debt payment may not be as
high as it has been in the past.

Heise stated that as included in the budge the debt transfer payment in the marina
budget for FY 2020 comes in at $43,000 which is quite lower than it has been in
the past.

Freyman stated that he thinks that if the expectation of the marina by the Village
Board is that the marina should cover its own operating expenses than that is
acceptable, but if the expectation is that the marina needs to recover the cost of
improving the break wall because of a decision that was not made by the marina
this is not acceptable.

Dickson reviewed the history of the marina project and the fact that the general
public knew that the revenue from the seasonal slips would not cover the entire
debt payment.

Freyman stated that he thinks that the committee should recommend that the
Village Board have the break wall study completed.

Philips stated that the he is not concerned that the water levels will affect the
break wall because he does not believe that the engineer that worked on the break
wall would have signed off on it knowing that it would not last.

Philips stated that the he believes that the engineer errored on the side of caution
and built the break wall knowing that the wall would last.

Philips stated that he would say no to including the $15,000.00 in the budget for
the break wall study.

Freyman stated that he thinks the study should be pursued because the committee
is not in a professional position to assess the break wall.

Gibbs asked if the camera on the break wall should also be budgeted to help with
the study.

The committee discussed that the camera is not necessary unless the Village
Board thinks it is necessary if they move forward with the study.

Gibbs reviewed some minutes from when the decision was made to lower the
break wall.

Freyman stated that he thinks it is the responsibility of the Village to have the big
picture regarding the break wall laid out for them and that should be done through
the study.

Gibbs stated that the Sea Farer statue will be a good way to tell if the high water is
having an impact on the break wall.

Cook reviewed the debt transfer payment with the changes made to the budget
which comes in at $59,466.00.

The committee discussed utilizing fund balance for a number of one-time
expenses.

Dickson stated that some of the fund balance could be transferred to increase the
debt transfer payment.

The Village decision was to have the marina contribute $150,000 to the debt
transfer payment.



e Heise recommended the target for the debt payment by the marina should be
roughly $90,000.00.

e Cook stated that one of the unknowns is the Village administrative expenses that
are billed back to the marina.

e Dickson asked if everyone is comfortable with transferring $30,000 to the debt
transfer.

e Fund balance is what revenues were after expenses in previous years.

e Freyman asked if when expenses come up that weren’t included in the budget
why they are not charged against the fund balance.

e Heise stated that this doesn’t happen because it is time consuming and requires a
public hearing held by the Village Board to access the funds.

Dickson moved to approve the budget as amended to include the capital improvement of
$30,000 and debt transfer of $89,000, second by Freyman, motion carried. Philips nay.

10. Next meeting time and date
The next meeting is October 23", 2019 starting at 10:00 a.m.

11. Adjourn
Dickson Moved to adjourn, second by Freyman, motion carried.



