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Introduction 
 

Background 

Elmwood Township engaged Pangea Advisors LLC (Pangea) to perform a financial review of Elmwood Marina with 
the primary objective of analyzing the financial implications of undertaking various investments, with a view to 
understanding near term, intermediate term, and full long replacement life cycle financial sustainability of the 
marina.  Within this general context, five specific questions were posed by the Township Supervisor: 

1. What is your impression of the overall financial position of the Elmwood Marina? 
2. What are your thoughts on the Marina rates (seasonal and transient slip fee, launch fees, storage fees, 

parking fees, mooring ball fees) relative to the financial needs in the near and distant future? 
3. What are your recommendations for financing phase 3 improvements, A dock replacement, B dock 

replacement, C dock replacement, Brewery Creek Parking Lot improvements and maintenance and 
upkeep for all previously mentioned items? 

4. Any recommendations for staffing and wages at the marina? 
5. Our Harbormaster has suggested expanding the marina to the south, creating more slips that could 

accommodate larger boats.  Any thoughts on the financial implications? 

Report Intent 
 
This report is intended to provide, in financial terms, the current financial position of the marina, how it has arrived 
at this point, and the financial future ahead, along with a financial assessment of key risks and opportunities the 
Township may want to consider as it moves forward, with its Phase III development, and beyond.  The report has 
been developed with an intent to provide information that may be helpful to the ownship if it decides to develop a 
full life cycle master plan for the marina, as recommended in the original land based improvement focus from the 
2016 Marina Master Plan. 
 

General Assumptions and Limiting Conditions  

To the best of Pangea’s knowledge and belief, the statements of fact contained in this report, upon which Pangea 
bases its analysis and conclusions, are true and correct. Pangea obtained information, estimates, and opinions that 
underlie this analysis from sources considered reliable and believed to be true and correct. However, Pangea 
assumes no representation, liability, or warranty for the accuracy of such items nor is such accuracy imposed on 
Pangea, and such items are subject to corrections, errors, omissions, and withdrawals without notice.  

Pangea utilized estimates and assumptions developed in connection with this engagement throughout the analysis 
presented in this report. Some assumptions, however, inevitably will not materialize, and unanticipated events and 
circumstances will occur; therefore, actual results achieved may vary from the estimates contained in the 
accompanying financial analysis.  
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Infrastructure Investments 
 
Historical 
 
Elmwood Township Marina is the result of 75 years of redevelopment and investment.    As summary of the 
investments to date is presented below. 
 
Table 1 - Elmwood Marina - Investment by Decade 

 
 
Under the authorization of the River and Harbor Act of June 30, 19481, the harbor was dredged, and a breakwater 
built in 1950.  The USACE dredged a mooring basin 600 feet wide by 1,000 feet long to a depth of 14 feet in the 
outer 500 feet of the area, and to a depth of 10 feet for the remainder and constructed a single sheet steel pile 
breakwater approximately 1,300 feet in length.    The harbor was modified under provisions of Section 107 of the 
1960 River and Harbor Act by the USACE on June 26, 1964, to provide for a detached 420 foot rubble mound 
breakwater along the south side of the harbor and a 300 foot rubble mound extension to the existing steel pile 
breakwater.    
 
After completion of the harbor breakwater structures in 1966, the Township began 
to expand the marina beyond its origins as a mooring harbor, beginning in the 
1970’s and 1980’s with land-based improvements, largely for parking, and the 
installation of several buildings that remain in use today.    
 
Docks were initially installed in 1994, with further investment in 2002 and 2003.   
The boat launch area was improved in 2004, along with a new marina wall.  A third 
dock (C Dock) was added, and other marina improvements were made in 2009 and 
2010.   
 
In 2010, $1.3 million of marina fund resources were invested to rebuild the 
Greilickville Harbor Park, and an additional $432,612 was invested in 2012 and 
2013 to acquire and improve Brewery Creek land in anticipation of addressing 
marina parking needs.   

 
1 Department of the Army Report of the Chief Engineer, 1951, p, 1,797 

Figure 1 - Marina - after 1966 

Figure 2 - Marina - 2003 
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In 2015, an agreement was reached with CenterPointe Marina allowing for the 
construction of a 233 foot dock extension to an existing 242 foot dock on and the 
sharing of revenue with the Township for boats moored along the dock over 
Township bottomlands.  
 
In 2016, the Township embarked on a multi-phased Marina Master Plan focused 
on improving land based assets of the marina.  Additional ramp and dock 
improvements were made in 2017, followed by significant Master Plan Phase I 
and II investments in 2019 and 2020 to construct a new harbormaster building, a 
fish cleaning station and improve the marina parking facility. 
 
The Township is now poised to begin master plan phase III investments, which 
includes demolition of existing obsolete structures, enhancement and expansion 
of the seawall and construction of a new boater bathhouse.  Beyond this, the 
dock systems are reaching the end of their useful lives and will need to be 
replaced.  In addition, to complete the full lifecycle of investment, the harbor 
breakwater structures are almost 75 years old and MSWP and USACE documents 
indicate the need to consider maintenance, repair, or replacement work on these 
structures.   
 
 
  

Figure 3 - Marina - 2009 to 2015 

Figure 4 - Marina - 2022 
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Future 
 

Overview 
 
The table below summarizes, by key marina component, estimates of current replacement costs, based on 
available data (e.g., historical actual costs, master plan estimates and MSWP feasibility study unit cost estimates). 
The cost to replace all marina structures, over a complete lifecycle of the underlying components, is estimated to 
be in the range of $15 to $22 million in 2023 dollars.  The cost, timing and responsibility for this investment is 
dependent on the remaining useful life of the asset, future inflation, funding capacity and ownership of the 
individual structure.   
 
 
         Table 2 – Marina Structure Replacement Cost Summary 

 
 
Based on the estimated construction dates and useful life of each marina component, it is estimated that roughly 
$9 million of the $15 million replacement cost liability that the Township is responsible for funding has already 
been “consumed”.  This suggests that, if the Township marina fund balance was equal to $9 million (with no debt), 
invested in assets earning returns equal to or better than inflation, and additional funds added annually by an 
amount equal to the amortization of the then current expected replacement value of the marina infrastructure 
(2023: $471,438), the marina fund should, conceptually, be self-sustaining and able to fund future infrastructure 
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investments without incurring the additional frictional costs of debt funding.  The marina fund cash balance at 
12/31/22 was $1.4 million and 2022 operating cash flow before non-marina items was roughly $490 thousand. 
 

Review of Infrastructure Replacement Cost Estimates 
 
Construction and replacement cost estimates were derived from several sources: 
 

• The Elmwood Township Capital Improvement Plan draft dated November 15, 2022, was used to 
understand planned near term investments as presented to the Township Board 

• Construction cost estimates for Phase I, II and III of the Elmwood Township Marina Master Plan were used 
for most land-based improvements.  For Phase I and Phase II investments, which were made in 2019 and 
2020, amounts were first brought forward to 2023 dollars, and then projected forward to future 
replacement cost based on future inflationary expectations.  Similarly, for Phase III constructions costs, 
the estimates dated March 16, 2021 were brought forward to 2023 dollars for financial modelling, with 
subsequent replacement costs projected based on future inflationary expectations. 

• For water-based improvements, the MSWP Facilities Condition Assessment cost and useful life estimates 
informed replacement cost and timing estimates for dock, ramp, utility and breakwater structures 2 

• For equipment related assets identified in the marina asset depreciation schedule, a rough estimate 
($200,000) was made for future replacement costs.  A similar rough estimate was made for the 
replacement costs of buoy mooring equipment ($250,000).  

 
 

Township Capital Improvement Plan – Marina Items 
 
The Township Capital Improvement Plan includes $7.5 million of marina infrastructure investment over the next 
five years, as summarized in the table below.  Most of this investment ($5 million) is to finalize the land 
improvements contemplated in the 2016 Marina Master Plan – construct a new boater pavilion, improve the 
seawall to protect the new building and improve the parking area and amenities adjacent to the new facility.  
Roughly $2.1 million relates to anticipated dock replacement and improvement, with $413,000 related to parking 
and other improvements to the Brewery Creek parking area. 
 
Table 3 - Township Capital Improvement Plan - Marina Items 

 

 
2 See MSWP Facilities Assessment Report dated January 2020.  Pages 1,260 and 1,261 of Appendix G includes 
detailed unit cost estimates for individual marina components.  Pages 506 to 510 include a detailed assessment of 
Elmwood Township Marina facility conditions and indicative replacement cost estimates and timetables. Pages 19 
to 23 and 1,275 provide an overview of the MSWP cost and life cycle estimating methodology for each high level 
marina component (e.g., break waters, docks, etc.). 

https://www.michigan.gov/dnr/-/media/Project/Websites/dnr/Documents/Boards/MSWC/MSWC-Various-Documents/waterways-facilities-assessment-final-report.pdf?rev=1fab37457eb34f63a1b12d2c251590c5
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Phase III Construction Cost Estimates 
 
During Phase III, roughly 45,500 SF currently 
occupied by parking and several buildings will be 
demolished and replaced with an updated seawall, 
parking, and a new boater pavilion. This Phase is 
subdivided into the following components: 
 

• Phase 3A – demolish existing 
buildings and increase 400 LF of 
seawall height by 18 inches and 
extend its length by 135 LF along 
Brewery Creek to provide added 
flood protection for the marina 
and the planned boater pavilion 

• Phase 3B – construct a new 4,186 
SF boater pavilion to replace 
existing obsolete building 

• Phase 3C –install parking, 
sidewalks, landscaping and 
amenities, and adjust dock 
connections (e.g., utilities, ramp, 
etc.) after changes to seawall 

 
Phase III construction cost estimates, developed 
on March 21, 2021, total $5.4 million.  Adjusting 
the estimate to 2023 dollars using the consumer 
price index for historical periods, and a 4.5% 
estimate of inflation for 2023, results in a current 
dollar replacement cost of $6.3 million.   
 
 
 

Table 4 - Phase III Costs by Component 

 

 

Figure 5 - Phase II Improvement Area 



Page 11 of 58 

MSWP Cost Estimates 
 
The table below summarizes repair, maintenance and replacement cost estimates prepared by Edgewater 
Associates on behalf of the MSWP.  The cost estimates exclude mobilization, general conditions, design, permitting 
or contingency costs.  The report, issued on February 24, 2020, was based on unit cost estimates as of October 24, 
2019.  In some areas, notably breakwater structure ownership, and parking and launch ramp cost estimates appear 
to be inaccurate.  MSWP cost estimates used in this analysis to estimate replacement costs for docks, piers, 
breakwater, and other structures, as documented in the sections that follow.  
 
             Table 5 - Summary of MSWP Cost Estimates 

 
 
 
 
Key differences between the $8.2 MSWP estimate and the $21.9 million Marina Replacement Cost Summary 
estimates in table 2 are $4.6 million for breakwater structures, $3.6 million for buildings, $3 million for parking, $2 
million for docks, and $1 million for seawall investments. 
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Marina Fund Depreciation Schedule Assets 
  
 
The depreciation schedule includes an estimated $3.5 
million recorded book value of investments in the 
marina fund on December 31, 2022, comprised of docks, 
buildings, parking, equipment and other assets, with an 
original cost of $7.4 million.  All assets were categorized 
as either Marina based assets or Park based assets and 
were further sub-categorized where possible as water 
related (docks, ramps, moorings, etc.), land related 
(parking, building, etc.) or equipment.  Included within 
the Marina Fund is a combination of “enterprise” 
activity assets – the marina itself - and “public” activity 
assets, in the form of Greilickville Harbor Park.  
Excluding the $1.2 million cost and $518 thousand book 
value of non-marina specific invested assets, the marina 
fund investment in the marina has a cost of $6.1 million, 
with a book value of $3.0 million.  There are no assets 
that reflect any interest the Township may have in the 
bottomlands or harbor breakwater structures.   
 
The relatively larger investments in parking and 
buildings reflect recent Marina Master Plan Phase I and 
Phase II investments in the harbormaster building, the 
fish cleaning station, and the reconfiguration of most of the marina’s land area, most recently under Phase I and 
Phase II of the Marina Master Plan.  The TBD items relate to differences between available cost documentation 
and amounts recorded in the marina fund asset ledger that require a finer level of detail for the item recorded in 
the depreciation schedule to allocate by infrastructure component.  The relatively low book values of seawall, 
docks and moorings is consistent with the deferred maintenance related to these relatively older assets. 
 
 

Best Estimates of Marina Structures Replacement Costs 
 
What follows is the rationale for infrastructure replacement costs estimates included in the financial model.  
 

Docks 
 
The Township Capital Improvement Plan dated 
November 15, 2022 includes $2.1 million for dock 
replacement.  This includes $1.5 million to replace A 
Dock, which is said to be several years beyond its useful 
life plus $500 thousand for an extension to the C dock, 
to gain 10 to 15 additional slips.  
 
Based on MSWP unit cost data, the cost of replacing all 
docks is estimated at $5 million, or $1.7 million per 
dock. 

Table 6 - Summary of Marina Fund Asset Schedule 

Figure 6 - Dock Area 
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    Table 7 - Dock Replacement Cost Estimate 

 
 
Alternative Dock and Harbor Configurations 
 
Projections of the marina fund are predicated on replacing existing infrastructure with like kind capacity at the end 
of structural useful life.  During the financial review several potential changes to the marina configuration were 
noted by Township staff that may warrant further review to determine feasibility: 
 

• Extend C dock to add slips 
• Adding a D dock 
• Expand marina to south 

 
While further discussion is required to understand these scenarios and the potential economic impact on marina 
fund projections, several basic observations stand out: 
 

• Extending the length of C dock (or A and B docks) may require dredging to move the existing navigation 
channel at the east of these docks.  Indicative MSWP dredging costs (see below) for preliminary planning 
purposes appear to be around $48 per cubic yard (2023) 

• It is not clear where a D Dock would fit in the current marina configuration. 
• Expanding the marina to the south may be cost prohibitive, since it would require the existing 420 foot 

long rock mound revetment to be moved and additional bottomlands dredging.  The replacement 
construction cost of the revetment is estimated at $5,000 per linear foot ($2.1 million) 

• An opportunity may exist to assess the feasibility to increase and/or optimize the revenue generation 
potential through a reconfiguration of the marina dock layout  
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Launch Ramp and Piers 
 
The marina has six boat launch ramps, supported by three piers, as 
shown in the image.  The Township Capital Improvement Plan 
dated November 15, 2022 includes: 
 

• $42 thousand to replace and extend the A ramp launch 
pier to 95 feet, consistent with the B and C ramp launch 
piers, and  

• $10 thousand to repair the B ramp launch pier, which is 
built on a coffer dam that needs to be replaced 

 
The MSWP document includes “Preliminary Cost Estimate Unit 
Rates” for such piers at $15,000 each for 5-foot-wide piers 30 
feet in length, in 2019 dollars (2023: $18,000).  This suggests a 
$57 thousand replacement cost for each pier.  The MSWP 
document contemplates periodic replacement of the ramp area 
based on an estimated area of 9,600 SF and a cost of $70 per SF in 2019 dollars (2023: $84), resulting in a 
replacement cost of $672,000 (2023: $806,400), with an expectation of replacement in five years (2025) and again 
in 10 years (2030).  Based on Google Maps measurements, the concrete ramp area appears to be more in the 
range of 5,750 SF (115 feet wide by 50 feet long, including 35 feet above water and 15 feet below water), 
suggesting a lower periodic replacement cost estimate of $483,000 in 2023 dollars.  The estimated total of ramp 
and pier replacement costs of $654,000 was rounded to $1 million. 
 
 
Breakwater Structures 
 
In an email dated 2/2/23, the USACE acknowledges that the “east 
steel sheet pile wall and the two rubble mound breakwaters 
were constructed and are now maintained by the Corps of 
Engineers” and provided a copy of the latest annual survey of the 
structures, dated October 2022, in which the structure were 
rated to be in “good” condition.  As such, it appears that the 
costs of maintaining the structures do not fall on the Township. 
 
This USACE information corrects a misstatement of fact included 
in the MSWP Facilities Assessment Study dated February 24, 
2020 that indicated the structures were 100% owned by the 
Elmwood Township.  However, for forward operational (not 
financial) planning purposes, the MSWP report suggested 
replacement of the steel sheet pile breakwater within a ten-year 
horizon (by 2030) at an estimated cost in 2019 dollars of 
$1,721,000, and Type B maintenance (for structures rate in very 
good condition) for the offshore rock revetements, initially within 
a ten-year horizon (by 2030) at an estimated cost in 2019 dollars of $109,200, and again within a twenty-year 
horizon (by 2040) for an additional $273,000 (2019 dollars).  
 
The MSWP report included cost estimates that may be helpful to assess the feasibility of any material changes to 
the harbor configuration that might be the responsibility of Elmwood Township.  For example, the cost to replace 

Figure 8 - USACE “Project” Map 

Figure 7 - Launch Ramp Area 
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the steel pile component of the breakwater was estimated to be $1,400 per linear foot, based on mid 2019 pricing 
- adjusting for inflation to 2023 price levels increases the cost by 21% to roughly $1,700 per linear foot.  Thus, 
replacing the 1,300 feet steel pile component of the breakwater has an estimated replacement cost of $2,210,000, 
before considering design, permitting, demolition and construction contingency cost.  Similarly, the MSWP 
Facilities Assessment Study preliminary cost estimates to replace an offshore rock revetment are $5,000 per linear 
foot (2019 dollars).  In 2023 dollars, this is roughly $6,000 per linear foot, before design, permitting, demolition 
and construction contingency cost. Using an estimated 780 linear feet of existing offshore rock mound revetment 
(the average of the USACE and MSWP information), results in an estimated $4.5 million replacement cost for these 
structures in 2023 dollars.  While additional work would be required, this cost would likely make it financially 
unfeasible for the Township to fund an expansion of the marina to the south of the revetment breakfall, unless 
outside funding such as the USACE were available. 
 
 

Dredging 
 
The 2023 Community Park, Recreation, Open Space and 
Greenways Plan notes that “dredging needs within the 
harbor and around the marina are minimal to non-existent”, 
and that dredging at the facility last occurred in 2001, when 
970 cubic yards of material were removed from around the 
boat launch area. USACE records indicate that Greilickville 
harbor is on a 75 year dredging cycle, was dredged in 1951, 
and that the next planned dredging is 20263.   Any material 
expansion or reconfiguration of the marina docks appears 
likely to require additional dredging to maintain navigable 
channel to provide access throughout the harbor.  The 
MSWP study estimates dredging costs in 2019 at $40 per 
cubic yard (2023: $48).   An alternative data point for 
planning purposes is a 2022 proposal by Savin Lake Services for $90,000 to dredge 3,000 to 3,500 cubic yards at 
the Grace Harbor Marina in Elk Rapids ($12 to $30 per cubic yard).   The USACE website includes periodic updates 
of hydrologic surveys of the harbor depths that may be helpful in assessing and estimating dredging volumes to 
help assess the economic feasibility of reconfiguring the marina to expand slip capacity.4 
 
 

 
3 USACE, Great Lakes Recreational Boating Report, 2008, page 85 
4 https://www.lre.usace.army.mil/Missions/Operations/Grelickville-Harbor-MI/ 

Figure 9 - USACE Hydrologic Survey of Elmwood Harbor 

https://www.lre.usace.army.mil/Missions/Operations/Grelickville-Harbor-MI/
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Parking 
 
There are several parking areas for marina users.  The 
primary, and closest, parking area lies immediately 
adjacent to the marina, east of M-22.  A secondary 
parking area, west of M-22 is generally referred to as 
Brewery Creek.  Another, overflow parking area lies at 
the northwest intersection of M-22 and Cherry Bend 
Road.  The primary parking area and the Brewery 
Creek parking area are the only parking areas for 
which replacement cost estimates have been 
estimated. 
 
 
 
Brewery Creek Parking 
 
The Brewery Creek parking area was acquired by the Township in 2012 for $400,000.  The Township Capital 
Improvement Plan includes $413,000 for parking and stormwater improvements, based on a cost estimate 
prepared November 7, 2022.   An updated Preliminary Project Cost Estimate prepared by Wade Trim on January 2, 
2023 estimates the project cost at $441,376. 
 
 

Marina Area Parking 
 
The primary parking area for Elmwood Marina, to the east of M-22, covers approximately 205,000 SF, based on 
measurements from Google Earth.  Using the MSWP replacement cost for an asphalt parking lot of $10/SF (2023: 
$12/SF), plus engineering service, permitting, mobilization and contingency estimates at 25%, the estimated 
replacement cost of this parking area is $3.1 million. 
 
Key Findings and Recommendations 
 
During this review, no single facility asset listing was available that provided an inventory of all marina assets, 
installation date, useful life, condition, replacement cost or prioritization, in terms of repair, maintenance or 
replacement.  While the marina fund depreciation schedule provided some relevant information in this regard, it 
was too highly aggregated and, of course, did not provide information about the condition, replacement cost or 
remaining useful life of the underlying assets.   Pages 37 to 42 of the Oyster Point Marina (in San Mateo County, 
California) Facility Condition Assessment Report5 provides an example that may be helpful for long term marina 
financial and operational planning of its infrastructure investment.  

  

 
5 https://www.smharbor.com/files/720784199/Marina_Condition_Survey_OPM_2014.pdf 

Figure 10 - Marina and Brewery Creek Parking Areas 

https://www.smharbor.com/files/720784199/Marina_Condition_Survey_OPM_2014.pdf
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Historical Financial Performance 
 

Income Statement 
 
Marina operating income excluding depreciation (essentially operating cash flow) has increased in each year since 
2017 except 2018 and is forecast to be approximately $500,000 in 2022.  However, while the ratio of marina 
operating income excluding depreciation as a percent of marina operating revenue was roughly 61%, it declined to 
57% in 2021 and 58% in 2022, due largely with costs increasing faster than revenues. 
 
Table 8 - Income Statement 
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Operating Revenue 
 
Marina Fund revenue over the last five years, along with a preliminary estimate for 2022, is presented in the table 
below.  Over this period, operating revenue has grown faster than inflation due to increased dry storage and haul 
out, boat launch and transient slip revenue, due primarily to higher usage.  While seasonal slip fees have generally 
increased with inflation over this period, other fees have remained mostly unchanged. 
 
Table 9 - Marina Fund Revenue 

 
 
By comparison to other public marinas in West Bay, Elmwood Marina has a significantly lower mix of transient slip 
revenue and no fuel dock revenue, but significantly more boat launch fee and winter storage revenue.  
Interestingly, Elmwood Marina generates only 27% more seasonal slip revenue than Duncan L. Clinch Marina, 
despite having twice as many slips. 
 
Table 10 - West Bay Public Marina Revenue Mix 
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Operating Expenses 
 
Marina operating expenditures have increased since 2017 at a 6.6% CAGR, largely due to higher growth in 
occupancy costs, and salaries and benefits.  Total marina fund costs have grown at a 9.7% CAGR, due to higher 
Greilickville Harbor Park expenses and higher depreciation levels following the recent Phase I and Phase II 
investments in the harbormaster building, the fish cleaning station and land improvements related to parking and 
circulation at the marina site. 
 
Table 11 - Marina Fund Expenses 

 
 
On an operational basis, Elmwood Marina expenditures as a percentage of operating revenues for 2022 are higher 
than Duncan L. Clinch Marina, due to higher Salary and Benefits, Occupancy and Administrative costs.   Almost 60% 
of the higher level of Salary and Benefits can be attributed to lower seasonal slip fees and a lower mix of transient 
slips at Elmwood Marina that depresses the revenue base by comparison to the Duncan L. Clinch Marina. 
 

Table 12- Comparative Operating Performance - 2022 
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Balance Sheet 
 
The marina fund balance sheet is summarized below.  Since the end of 2016, the marina fund net position 
increased $1.7 million (50%), due to marina operating income ($1.2 million) and grant funding ($1.1 million), offset 
by capital related expenditures expenses in the income statement ($364 thousand) and non-marina expenses 
($307 thousand).  The cash and cash equivalent balance has remained largely stable, although it declined 
significantly in 2020. 
 
 
Table 13 - Marina Fund Balance Sheet 

 
 
 
For the grant funding received or approved by the MSWP, the grant funding agreements state that “any net 
revenues accruing from the operation of the facilities shall be separately accounted for and reserved in a restricted 
fund by the Township for the future maintenance of the facility or, with the Department’s approval, for the 
construction of other recreational boating facilities.”  While “facility” is not specifically defined in the agreements, 
which cover grant funding for the construction of the C-Dock and all land based Marina Master Plan investments to 
date, there may be an interpretation of this term that includes all of the marina facilities, which would suggest that 
all marina revenues may be subject to restriction under these grant agreements. 
 
One of the specific requests of the Township Supervisor was that the report comment on the adequacy of the 
marina fund.  As discussed in the section on future infrastructure investments, if the Township marina fund 
balance was equal to $9 million (with no debt), invested in assets earning returns equal to or better than inflation, 
and additional funds added annually by an amount equal to the amortization of the then current expected 
replacement value of the marina infrastructure (2023: $471,438), the marina fund should, conceptually, be self-
sustaining and able to fund future infrastructure investments without incurring the additional frictional costs of 
debt funding.  The marina fund cash balance at 12/31/22 was $1.4 million and 2022 operating cash flow before 
non-marina items was roughly $490 thousand.   
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Statement of Cash Flow 
 
Marina operation cash flow increased from $399,723 in 2017 to $492,195 (est.) in 2022.  Including $97,836 of 
Greilickville Harbor Park expenses paid in 2022, marina fund operating cash flow is estimated to be $394,359 in 
2022. 
 
Table 14 - Marina Fund Cash Flow 

 
 
It should be noted that the cash flows and ending balance for 2022 are estimates, since final 2022 audited financial 
statements were not available at the time of this report.  The actual cash balance at the banks, as of 12/31/22 was 
$1,415,462.  The difference is likely due to uncleared transactions and changes in accounts receivable and 
accounts payable that were not considered in the estimates, due to their historically de minimis nature.  
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Marina Revenue Review 
 
Revenues presented in the historical financial statements are, obviously, a function of historical fees and volumes.  
This section of the report is intended to place the fees charged into a competitive context, relative to other public 
marinas with similar market focus, activities, and levels of demand. 
 
For grant funding received from, or approved by, the MSWP, the grant funding agreements state that “the 
Township shall not impose fees for the use of the facilities unless they have been specifically approved by the 
Department in writing” and that “the Township shall request, no more than once annually, approval to vary from 
fee rates set by the Michigan State Waterways Commission”.  Although it is our understanding that the Township 
understands that C-Dock revenues are restricted in this manner, and that revenues from A and B docks may not be 
so restricted, there may be an interpretation of the MSWP grant agreements that all marina revenues may be 
subject to these terms.  Importantly, in a “no names” conversations with Linnae Dawson, recreational harbor 
coordinator for the Michigan Waterways Commission, Ms. Dawson indicated that MSWP facilities are allowed to 
charge rates different from those published by the MSWP, as appropriate for their individual situation. 
 
What follows is a competitive assessment of fees charged at Elmwood Marina for seasonal slips, transient slips, 
boat ramp activity, parking, and the bottomlands lease with CenterPointe Marina.  
 
 
Seasonal Slips (2022 Revenue: $580,209) 
 

Highlights 
 

• Inflation for 2023 is forecast at 4.5% 
• Elmwood Marina is identified in a recent MSWP report as a high demand facility where rates could be 

increased until waitlists decline to 10% of marina capacity to reduce long term MSWP funding shortfalls 
• Elmwood Marina seasonal slip rates are 13.4% below the neighboring CenterPointe Marina  
• The Elmwood Marina waitlist includes 259 names, equal to 1.6 waitlisted applicants for every available 

seasonal slip at Elmwood Marina.  
• There appears to be limited near term potential to increase West Bay seasonal slip capacity.  If the 

proposed Harbor Shore Marina project is completed, only 64 seasonal slips would be added to a market 
with a wait list of approximately 550 names. Between Suttons Bay, Elmwood Township and Duncan L. 
Clinch Marinas 

• The possibility exists to charge below market seasonal slip rates and increase revenue $90,000 
• More than 80% of seasonal slips are leased to non-residents 

 

Slip Capacity in the West Bay Market 
 
There are six public marinas in the West Bay market area from Bowers Harbor in the East to Suttons Bay to the 
north.  Combined, these marinas have a capacity of 749 slips, of which 640 are available for seasonal rent and 106 
are available for transient boaters.  Two of these marinas are located some distance from the primary Elmwood 
Township Marina customer base – Bowers Harbor and Suttons Bay – and are not considered primary competitors 
in the Elmwood Township Marina customer area.  Similarly, another marina – Harbor West Yacht Club – is not 
considered a primary competitor to Elmwood due to the condominium based ownership of the facility.  This 
reduces available slips in the market area to 295, of which 154 are at Elmwood Township Marina, with the balance 
split evenly between CenterPointe Marina and the Duncan L. Clinch Marina. 
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  Table 15 - West Bay Seasonal Slips 
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Market Demand - Seasonal Slip Wait Lists 
 
Demand for seasonal slips in the West Bay area is very high, as demonstrated by marina wait lists.  There is a 
“headline” waiting list of 758 names at the Elmwood, Traverse City and Suttons Bay marinas (no information is 
available currently for CenterPointe Marina), although the effective waiting list of individual boatowners is more in 
the range of 550 boats, after elimination of duplicate names on the waitlists. 
 

   Table 16 - West Bay Marina Wat List 

 
 
Since two of these marinas are located a significant distance from the primary Elmwood Township Marina 
customer base – Bowers Harbor and Suttons Bay – I would not consider these marinas to be primary seasonal slip 
competitors in the Elmwood Township Marina customer area.  Similarly, another marina – Harbor West Yacht Club 
– is not considered a primary competitor to Elmwood due to the condominium based ownership of the Harbor 
West facility.   
 
         Figure 11 - Location of Elmwood Seasonal Slip Customers and Local Marinas 

 
 
There are 295 available slips in the Elmwood Marina market area, of which 154 are at Elmwood Township Marina, 
with the balance split evenly between CenterPointe Marina and the Duncan L. Clinch Marina.  Less than 20% of the 
seasonal slips are leased by Elmwood Township residents.  Explicit demand for Elmwood Township Marina is 259 
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names, essentially equal to that at Traverse City.  This equates to 1.63 applicants for every available seasonal slip 
at Elmwood Marina. 
 
 

Seasonal Slip Prices - 2023 
 
Elmwood Marina rates for 2023 were set equal to Duncan L. Clinch Marina, based on MSWP “Level 1” rates, the 
highest rate category published by the MSWP.  While this represents a 7.8% rate increase for Elmwood Marina 
users, it is to a MSWP rate level that did not change since 2020.  Thus, the new MSWP rate level should be 20% 
above where it is for 2023, due to inflation for 2021 (5.4%), 2022 (9.1%) and 2023 (4.5%).  Essentially, Elmwood 
Township 2023 seasonal slip rates are in the same adverse position they were in 2016.  The only difference is that 
this relative position isn’t visible, due to the effective ”capping” of Duncan L. Clinch Marina “benchmark” rates that 
resulted from MSWP rate inaction since at least 2021.  
 
The 2023 MSWP rate schedule is unchanged from 2020, despite inflation during 2021 and 2022 and expected 
inflation in 2023.  According to Linnae Dawson, MSWP recreational harbor coordinator, the MSWP did not adjust 
the 2023 rate schedule for inflation because, after lengthy internal discussion, the MSWP concluded that individual 
marinas were free to charge higher rates by moving to a higher rate bracket.   Obviously, for facilities like Elmwood 
that are already at the highest MSWP rate level, moving to a higher rate bracket is not an option.  Ms. Dawson was 
clear that MSWP marinas were free to raise rates as needed to reflect local considerations, while maintaining a 
focus on making boating accessible and affordable. 
 
Within this context, seasonal slip rates at Duncan L. Clinch Marina can be seen as a pricing floor, albeit one that 
does not account for inflation, while CenterPointe Marina rates can be seen as a local market price ceiling, before 
considering unmet demand from waitlist applicants.    It may well be that CenterPointe has been restrained in 
increasing prices by the low pricing levels at Duncan L. Clinch Marina and at Elmwood Marina.  Within the local 
context, both Elmwood Marina and Duncan L. Clinch Marina rates may be viewed as constrained by MSWP 
“published” rates that are $22/LF lower than inflation would suggest and $17/LF below market rates for a 
comparable, immediately adjacent marina.   Rates could be even higher from potential unmet demand from 
waitlists. 
 

          Table 17 - West Bay Seasonal Slip Prices 
 

 
 
 
 
 
 
 
 
 
 
 
 
Key Findings and Recommendations 
 

Marina/Pro Forma MSWP Pricing 2023 Pricing  
Pro Forma MSWP Level 1 rates 
adjusted for 2021 to 2023 inflation 
(5.4% and 9.1% and 4.5%) 

$132/LF 

Market equilibrium pricing > $127 LF? 
CenterPointe Marina 30 to 40 LF = $127.05/LF 
Pro Forma MSWP Level 1 rates 
adjusted for 2022 to 2023 inflation 
(9.1% and 4.5%) 

$125/LF 

Pro Forma MSWP Level 1 rates 
adjusted for 2023 inflation (4.5%) $115/LF 

Elmwood Township Marina $110/LF all slips 
Duncan L. Clinch Marina $110/LF all slips 
Suttons Bay Marina $83/LF all slips 
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Due to effective rate “capping” because of MSWP rate inaction, limited slip capacity in the West Bay market area 
and a long wait list of potential customers explicitly desirous to rent a slip in Elmwood Marina, the need for, and 
the ability to implement, seasonal slip price increases appears reasonable, and is material in amount.    Also, it is 
understood that there may be five or more seasonal liveaboards in the marina. Some public marinas do not allow 
this practice, while others do, with limits, and a surcharge of $200 per month.  This could generate $4,000 
annually. 
 
          Table 18 - Potential Seasonal Slip Pricing Actions 

Action Potential Revenue 
Increase 

Raise rates for 2021 to 2023 inflation (ca. 20%) $116,041 
Raise rates to market equilibrium $90,000+ 
Raise rates consistent with CenterPointe Marina $89,669 
Raise rates based on expected 2023 inflation of 4.5% $26,109 
Charge liveaboard surcharge $4,000 
Annually survey, document and review local marina pricing TBD 

 
 
 
Transient Slips (2022 Revenue: $105,805) 
 

Revenue and Capacity Utilization at Elmwood Marina 
 
Elmwood Marina allocates 21 slips to the MDNR transient slip program.  These transient slips are occupied 48% of 
the time, for about 2,000 boat days annually, generating $100,000 of revenue.  Notably, revenue per transient slip 
is 50% higher ($1,500) than for seasonal slips. 
 
                       Table 19 - Transient Boat Days and Revenue – Elmwood Marina 

 
 

 
Seasonality of Demand  
 
Overall, 80% of Elmwood Marina transient rentals occur in June, July, and August, with the balance distributed 
evenly between the shoulder seasons (May and September/October).  Elmwood Marina was open for 183 days in 



Page 27 of 58 

2022.  Of this, 53 days (29%) could be considered “premium” days – weekends, holidays, or special events, such as 
Cherry Fest – when transient slip demand is highest.  While daily data was not available for review, it is estimated 
that 60% of Elmwood Marina transient rentals occurred during “premium boat days”, when transient slips are 
believed to be largely occupied.  On this basis, the occupancy rate for non-premium days is estimated at 26%. 
 
  Table 20 - Transient Boat Day Seasonality, “Premium” Boat Days – Elmwood Marina 

 
 
Market Capacity 
 
There are three marina facilities in the immediate area that routinely provide transient slip rentals.  Elmwood 
Marina has a 22% market share of the transient slips in the Traverse City area, all of which are in the 30’ to 42’ 
range, where it has 55% market share.  This is the largest segment of the boating market. 
 

Table 21 – Elmwood Marina Transient Slip Market 

 
 

Immediately adjacent to Elmwood Marina, CenterPointe Marina provides transient slips, as available.  Further 
afield (18 miles), Suttons Bay has 36 transient slips and, further still (30 miles), Northport has 62 transient slips.   
 

Market Demand 
 
While available data demand is limited, the table below presents transient slip boat day utilization at local marinas 
with dedicated transient slips, based on available harbor logs (Elmwood) and budget documents (Clinch).  It is 
believed that the 95 available transient slips are competing for market demand of between 7,000 and 9,000 boat 
days.  Although Duncan L. Clinch Marina has slightly more than twice the number of transient slips that Elmwood 
Marina has, it has more than three times the number of transient boating days, due largely to its proximity to 
downtown Traverse City. 
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          Table 22 - Transient Slip Market Demand in Boat Days 

 
Pricing 
 
Transient slip pricing in the area is based on rates established by the DNR, although the DNR allows marinas to 
charge different rates, as appropriate in the local market area. It is notable that the DNR raised rates significantly 
in 2022 (30% for a 35’ slip), after a period of generally stable rates dating back to at least 2015.  In a discussion 
with the DNR, the stated reason for not raising rates annually is due to the view that individual marinas are free to 
change rate levels by migrating from one rate level to another as a means of attaining inflationary rate parity. 
 
Elmwood charges DNR G level rates across the season.  There is ample precedent for Elmwood Marina to consider 
variable pricing to address congestion issues.  Duncan L. Clinch Marina transient fees are 21% higher than 
Elmwood marina for 11 days during Cherry Fest and 43% lower during most of May and September, and October. 
Eight MSWP marinas charge variable rates throughout the boating season.  Six marinas charge higher rates on 
weekends, holidays, or special event dates.  Five marinas charge lower rates during the shoulder season in April, 
May, September, and October.   Four marinas around the state (Duncan L. Clinch, Charlevoix, New Buffalo and St. 
Clair Boat Harbor) charge higher rates for certain periods than Elmwood Marina. 
 
Table 23 - Variable Transient Slip Pricing Practices at MSWP Marinas 
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Key Findings and Recommendations 
 
Due to high transient slip demand, particularly at peak periods (holidays, weekends, Cherry Festival) and limited 
transient slip capacity in the Elmwood Marina market, there are several actions that, when combined, could 
increase marina revenue by as much as $47,250.  
 
           Table 24 - Potential Transient Slip Pricing Actions 

Action Potential Revenue 
Increase 

Adjusting rates consistent with Duncan L. Clinch marina during the Cherry 
Festival (J rate level) $2,389 

Raising rates based on expected 2023 inflation of 4.5% $4,761 
Establish premium pricing consistent with Charlevoix and New Buffalo for other 
high demand and occupancy periods such as holidays (I rate level) and 
weekends (H rate level) 

$8,600 

Converting seasonal slips to transient slip use could increase marina revenue by 
$1,500 per slip converted; doubling the number of transient slips could increase 
Elmwood Marina’s transient slip revenue mix to levels consistent with Duncan L. 
Clinch and Suttons Bay Marinas  

$1,500 to 
$31,500 

Market to historical slip renters to generate additional repeat business to 
improve non-peak occupancy TBD 

Charging based on slip size, and not boat size, may generate additional revenue. TBD 
Improve operation and analytic understanding of transient slip operations 
through better use of existing technology and POS TBD 

Combined Total $2,389 to $47,250 
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Boat Launch Revenue (2022 Revenue: $69,852) 
 

Highlights 
 

• Elmwood Marina is by far the largest and highest volume public boat ramp in the northwest Lake 
Michigan area, with 99% of launch revenue in the West Bay market area, significant periods of 
congestion, and limited alternatives; Given this, its overall activity level appears more comparable to 
public launch ramps in Milwaukee, Racine, New Buffalo and suburban Detroit than to launch ramps closer 
to home such as Duncan L. Clinch, Suttons Bay and Elk Rapids 

• Ramp launch fees have not changed since 2017, although the CPI has increased 25% during this period 
• While Duncan L. Clinch and Suttons Bay Marinas offer lower launch fees, they do not appear to be 

appropriate benchmarks, particularly for larger boats, based on negligible launch activity reflected in 
municipal financial statements and budget documents 

• Other relevant public marinas charge launch fees that are double or even triple the fees charged at 
Elmwood, creating the potential to generate $70,000 or more of additional revenue  

 

Launch Ramp Capacity in the West Bay Market 
 

• There are three public boat ramps in the West Bay market area: 
 

 Elmwood Duncan L. Clinch Suttons Bay 

Layout 

  

 
 

 

 

Revenue 

2022: $69,952 
2021: $61,423 
2020: $59,777 
2019: $57,489 
2018: $55,885 

 
2022: $800P 
2021: $2,300 
2020: $1,800 
2019: $4,934 
2018: $4,170 

 

2022: $0 
2021: $1,830 

2020: $0 
2019: $32 

2018: $450 

Estimated Launches 10,000 125 nm 
    
Fees (2023)    
Daily Launch Pass  $10 $6 $5 
Daily Commercial $20 $12  
Season Pass $75 $45 $40 
Commercial Season Pass  $90  
Charter $150   

 
Elmwood Marina 2022 launch revenues include daily launch fees ($28,484), Season Passes 
($27,790) and Commercial Launches ($13,678). 
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Benchmark Data 
 
A review of boat ramp practices in Michigan and on Lake Michigan suggests that Elmwood Marina launch fees are 
generally at the low end of the range.   
 

Table 25 - Marina Fee Benchmarking Data 

 
 
Daily Pass 
 
Elmwood Township charges $10 per launch, a price that has not changed since 2017.  Adjusting for inflation, this 
would be $13 in 2023.  While Elmwood Marina daily launch fees appear consistent with other marinas in the areas, 
other high volume public launch ramps on Lake Michigan charge as much as $30, with some charging fees that vary 
by length of boat (from $10 to $30).  Some also charge higher rates for non-residents, although the MSWP is not 
generally supportive of this approach, other than for out of state residents. While Duncan L. Clinch Marina charges 
$6, this is not believed to be a relevant benchmark, due to the negligible boat launch revenue reported by the 
marina, in comparison to Elmwood Marina. 
 

Season Pass 
 
Elmwood Township charges $75 for a seasonal launch pass, a price that has not changed since 2017.  Adjusting for 
inflation, this would be $94 in 2023.  Other public launch ramps on Lake Michigan are generally charging higher 
fees (from $100 to $600) and some charge fees that vary by length of boat (from $120 to $260).  Some also charge 
higher rates for non-residents, although the MSWP is not generally supportive of this approach, other than for out 
of state residents. While Duncan L. Clinch Marina charges $45, this is not believed to be a relevant benchmark, due 
to the negligible boat launch revenue reported by the marina, in comparison to Elmwood Marina. 
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Commercial Launch Passes 
 
Elmwood Township charges $20 for a commercial launch pass, a price that has not changed since 2017.  Adjusting 
for inflation, this would be $25 in 2023.  Most of the marinas reviewed do not charge separately for commercial 
launches, although Charlevoix has significant charges for commercial use.   Charlevoix charges $1,200 or $1,500 for 
a commercial season pass, depending on residency.  Alternatively, a 10 punch pass is available for $500 or $750, 
depending on residency.   Riverview (in the Detroit area) does not allow commercial use of the public ramp. 
 

Key Findings and Recommendations 
 
Given the very high volume of the Elmwood Marina boat launch, the limited apparent launch volume at Duncan L. 
Clinch and Suttons Bay marinas, and the higher rates charged at comparable high volume marinas around Lake 
Michigan (Milwaukee McKinley Boat Ramp, Racine Pershing Park and New Buffalo) that charge higher rates that 
are variable by boat size, the potential exists for Elmwood Township to increase launch fees on a basis that 
maintains stable rates for smaller boats, while increasing overall boat launch revenue by roughly $70,000.  
Additionally, due to high levels of congestion during peak periods of activity, the potential exists to consider 
demand based variable pricing.  It may also be beneficial to implement a handheld credit card based point of sale 
system for the launch, to reduce the potential for lost revenue and to provide better data to understand and 
manage boat launch activity. 
 
 

Parking Fees (2022 Revenue: $22,845) 
 
Elmwood Marina charges a $10 overnight parking fee, a rate that has not changed since at least 2015.  Since 2015, 
through 2023, the CPI increased 30%, suggesting the potential exists to increase parking to $15, increasing revenue 
$11,000.  Additionally, due to high levels of congestion during peak periods of activity, the potential exists to 
consider demand based variable pricing. 
 

Bottomlands Lease (2022 Revenue: $17,134) 
 
The 2022 CenterPointe bottomlands lease revenue sharing payment implies a slip rate of $92 per LF over 
bottomlands that Elmwood Township leased to its slip holders at $102 per LF.  In 2023, CenterPointe will charge 
from $112 per LF to $150 per LF, and Elmwood will charge $110 per LF.   
 

Table 26 - CenterPointe 2023 Slip Rates 

 
 
This represents a subsidy to CenterPointe Marina by Elmwood Marina customers and Elmwood Township and 
suggests the potential for Elmwood to receive 2023 lease payments that are 20% to 38% higher, or more, based on 
Elmwood prices per LF and CenterPointe rates for 40 foot boats at $127 per LF, respectively.  This could generate 
between $3,500 and $6,500 of additional revenue for Elmwood Marina. 
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Other Fees 
 
Other fees, such as winter storage, boat sewage pump out and wall mooring fees have not changed since at least 
2015.  Like parking, with a 30% CPI increase over this period, increasing these fees by 30% to 50% appears 
reasonable, potentially generating additional revenue - $22,000 for winter storage and $1,500 for pump outs. 
 
 

Investment Income 
 
Year-end 2022 Marina Fund cash and invested assets were $1.4 million.  Investment income reported in the 
Marina Fund Revenue Disbursement Reports was $181.  Investment returns of 4% are currently available from 
Merrill Lynch in their Preferred Deposit Program, while rates of approximately 3.5% are available through 
Huntington Bank and Ally Bank.  This represents an opportunity to generate $56,000 of additional revenue. 
 
 

Key Findings and Recommendations 
 
Based on the benchmarking review of marinas around the state, and around Lake Michigan, the opportunity may 
exist to increase marina revenue, consistent with comparable high demand, high volume marinas.  The potential 
exists to enhance marina revenue by $300,000, as summarized in the table below.  This information is intended to 
indicative in nature and is presented to help the Township understand the economic impact of potential pricing 
actions it may wish to consider in the context of various stakeholder interests. 

 

Table 27 – Revenue Enhancement Opportunity 

  



Page 34 of 58 

Infrastructure Project Financing 
 
Cash flow requirements to complete in 2023 Phase III of the 2016 Marina Master Plan land-based improvements 
are estimated to be $6.3 million. An additional $5 million may be required for dock replacement within the decade, 
bringing capital related cash needs to $11 million or more. 

 
Capital Improvement Plan Modelled 
 
Best estimates of future infrastructure investments are presented in the table below.  Key assumptions include: 
 

• Best estimates of future investment costs, in 2023 dollars, were adjusted to future value based on a long 
term estimated inflation rate of 2.5% 

• Relative to the Capital Improvement Plan previously presented to the Township Board, the Brewery Creek 
parking lot improvements were moved to 2023, consistent with recent Township Board discussion 
materials, and the cost was rounded to $450,000 

• Based on recent discussions between the Township Supervisor and the USACE, the potential costs of 
breakwater structure maintenance and/or replacement have been excluded from this analysis, as it is 
understood the structures are owned by the USACE, contrary to the information included in the MSWP 
Facility Assessment Report 

• Infrastructure investments beyond the 10 year investment horizon below were projected through the 
year 2100 to understand the long term financial sustainability of the marina fund over a replacement 
cycle for all marina infrastructure components 

 
Table 28 - Projected Capital Improvement Plan 
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Grants 
 
Elmwood Township has been awarded $2.5 million in grant funding to date, primarily from the MSWP, to fund 
Phase I and Phase II of the Marina Master Plan.6   There are two grants pending, for a total of $200,000 to 
$800,000 for improvements in Phase III, the final phase of the plan.  Grant funding will have provided 20% of 
improvement project budgets under the Marina Master Plan.   
 
 
Table 29 - Grant Funding 

 
 
While the MSWP has been a large contributor of project funding to date, there are several factors that may impact 
future MSWP grant funding: 
 

1. The MSWP has a long term projected deficit that could negatively impact future grant funding 
2. Elmwood Marina has been specifically identified in MSWP presentations as a marina that may be able to 

increase rates to reduce its need for grant funding in the future 
3. In discussions to date with the Township, there is a view that receiving grants for dock funding may 

restrict the use of dock revenues.  Presumably, this view would also apply to any grant funding that may 
be received for other improvements related to revenue generating features of the marina such as the 
boat launch ramp 

 
On this basis, grant funding has been projected on the following basis: 
 

1. Phase IIIa and Phase IIIb grants have been projected as approved 
2. The Blight Elimination Grant has been included at the current best estimate of availability 
3. The Phase IIIc grant application has been projected based on a 50% probability that the $600,000 grant 

request is approved and a 50% probability that it is denied 
4. No grant funding is assumed for any water based revenue generating improvements 

 
No grant funding is assumed beyond the 10 year investment horizon presented, to assess the marina’s ability to 
become financially self-sufficient. 
 

 
6 2023 Community Park, Recreation, Open Space and Greenways Plan, p. 19  
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Debt 
 
Projected 2023 capital improvements will require $6 million of debt funding, with an expected term of 20 years. 
The potential interest rate cost of debt funding is estimated to be between 3% and 4%, based on the charts 
below7, which show the yield curve for AAA government obligation municipal debt, and the credit spread between 
BBB and AAA municipal debt.  
 
Figure 12 - Municipal Debt Yield Curve and Credit Spreads 

  
 
 
Operating Cash Flow 
 
A review of marina fund financial statements, benchmark pricing and operational performance data, indicates that 
potential 2023 marina fund operating cash flow, currently projected to be $400,000, could be as high as $850,000. 
 

  Table 30 - Range of Pro Forma Marina Fund Operating Cash Flow 

 
 
In the Current Practice scenario, key assumptions are as follows: 
 

• Greilickville Harbor Park expenses and transfers to other funds totaling roughly $100,000 in 2022 are paid 
by the Marina Fund 

 
7 Merrill Lynch Municipals Weekly Fixed Income Research, February 10, 2023 
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• Seasonal slip fees continue to increase modesty from current levels (projected from 2024 at an expected 
inflation level of 2.5% annually), which may require MSWP approval unless the MSWP changes future 
rates levels, since Elmwood Marina 2023 rates are at the highest MSWP rate level (Group 1) 

• Transient slip fees remain at current MSWP Group G rate levels, which were unchanged in 2023  
• Boat ramp, pump out, parking and winter storage fees remain unchanged, consistent with recent 

practice, whereby there has been no material change since 2017 or before 
• De minimus investment income on Marina Fund cash balances 
• All fees increase at inflationary levels after 2023, inconsistent with current practice. 

 
On this basis, marina revenues will not be sufficient to meet expected debt service cost coverage requirements, 
and the marina fund cash balance will become negative in 2030 when replacement of the second of three docks is 
projected. 
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Financial Projections 
 
Two forward scenarios are presented below.   
 
The first – Current Practice – reflects operation of the marina fund consistent with recent practice, with pricing 
actions that generally lag inflation, while maintaining fees at below market levels that require grant funding for 
long term financial sustainability.  This scenario is intended to identify the marina fund cash flow funding needs 
that need to be addressed to fund the continued development of the marina. 
 
The second scenario is intended to present the actions necessary to fund ongoing marina development, to make 
the marina fund sustainable based on user revenues and to minimize the frictional cost of external debt.  This 
scenario includes revenue generating actions consistent with historical and projected inflation, while keeping fees 
at levels comparable to or less than seasonal, transient, ramp and parking fees observed from benchmark data at 
similar high demand marinas. 
 
 
 

Financial Projections – Scenario A – Current Practice 
 
Key Assumptions 
 

• Maintain status quo on rates in 2023 
• Increase rates thereafter for all services at inflation, inconsistent with current practice 
• Borrow $6 million in 2023 to fund Phase IIIc development 

 
 
Key Findings 
 

• Low debt service coverage may preclude ability to obtain this level of funding 
• At least $110,000 of added annual cash flow is needed with a 1.25 debt service coverage ratio covenant  
• Cash balance becomes negative in 2030, and generally remains negative thereafter, requiring additional 

funding via a combination of debt, fee increases or grants
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Operating Revenue Projection 
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Statement of Cash Flows 
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Income Statement 
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Balance Sheet 
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Financial Projections – Scenario B – Path to Financial Sustainability 
 
This scenario is intended to demonstrate that the Township may be able to accelerate renovation of the marina 
facilities and place the marina on a path to financial sustainability (excluding the cost of any future breakwater 
repair or replacement) and reduce frictional costs of future debt funding by taking pricing actions consistent with 
fee levels and structures at comparable high demand marinas. 
 

Key Assumptions 
 

• Invest cash balances to generate higher levels of investments income – 4% in 2023 and a 1% real interest 
rate (3.5% nominal rate) from 2024 

• Increase ramp fees on average by 50%, consistent with benchmark data.  This action can be implemented 
on a basis that reduces the impact on smaller boats while focusing the relative adverse impact on ramp 
infrastructure costs of larger, by implementing variable pricing dependent on the size of the boat, like 
McKinley Park Marina in Milwaukee, Pershing Park Marina in Racine, and New Buffalo.  As an example:  

o Daily Ramp Permits 
 Increase rates on boats less than 20 feet to $15, consistent with fees at other high 

volume boat launches in Milwaukee, Racine, New Buffalo, and Riverview, and 
directionally consistent with inflation since the last fee increase in 2017 

 Charge a rate of $20 on boats from 20 feet to 26 feet and $30 on boats above 26 feet 
o Seasonal Ramp Permits 

 Increase permit fees from $75 to $125 for boats less than 20 feet to create more relative 
equity, on average, between seasonal and daily permits users, while also addressing 
inflation since the last time rates were changed 

 Increase rates for boats between 20 and 26 feet to $150, and to $175 for larger boats 
o Commercial Launch Permits 

 Consistent with current practice, charge commercial launch users a price that is double 
current daily launch fees 

• Obtain, on average, 20% more revenue from transient slips rentals, by implementing some of the 
opportunities mentioned in the revenue review section, such as higher pricing on weekends, holidays and 
special events with high demand, and lower rates early and late in the season to stimulate demand, or by 
converting seasonal slips to transient slips 

• Obtain, on average, 20% more revenue from the CenterPointe bottomlands lease, by requiring a 
minimum revenue per LF consistent with the prices charged to Elmwood Marina slip holders, with an 
expectation that the revenue would be based more on the price CenterPointe charges for foot boats 
larger than 30 feet, the target market of this marina. 

• Increase parking, winter storage, pump out and other fees in 2023 consistent with inflationary increases 
since these fees were last changed 

• Increase 2024 seasonal slip rates 7.5%, to make up for “lost” 2022 inflation in the MSWP rate schedule for 
marinas at the maximum rate level.  This would raise rates to $118 per LF, which would still be 7% below 
CenterPointe rates for boats larger than 30 feet and less than 40 feet 

• Stop annual transfer of $15,000 from the Marina Fund and funding these costs from the Township 
General Fund (similar treatment of costs to maintain Greilickville Harbor Park would be even more 
beneficial to Marina Fund financial sustainability 

 

Key Findings 
 

• Acceptable debt service coverage ratios throughout full replacement lifecycle 
• Cash balance is negative only from 2035 to 2037, and is positive thereafter 
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Operating Revenue Projection 
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Statement of Cash Flow 
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Income Statement 
 

2021 2022 2023 2024 2025 2026 2027 2028 2029 2030 2031 2032
Marina Operating Items
Operating Revenue 756,987           852,335      892,900            1,037,909       1,066,319       1,094,357       1,123,038       1,152,379       1,182,396       1,213,106       1,244,526     1,276,675       
Operating Expense (284,189)          (361,961)     (388,988)          (398,712)         (408,680)         (418,897)         (429,370)         (440,104)         (451,107)         (462,384)         (473,944)       (485,792)         
Marina Operating Income excl. Depreciation 472,798           490,374      503,912            639,197          657,639          675,460          693,669          712,275          731,290          750,722          770,583        790,882          
Depreciation (233,262)          (221,035)     (225,000)          (450,000)         (453,066)         (511,434)         (511,434)         (511,434)         (511,434)         (511,434)         (577,472)       (596,205)         
Marina Operating Income 239,536           269,339      278,913            189,197          204,572          164,025          182,234          200,841          219,855          239,288          193,110        194,677          

Marina Capital Investment and Financing Items
Capital Investment Expenditure (67,886)            (57,813)       -                    -                   -                   -                   -                   -                   -                   -                   -                 -                   
Grant Funding 225,011           10,211        118,500            1,332,000       -                   -                   -                   -                   -                   -                   -                 -                   
Investment Income 125                   181              55,998              44,393            94,114            41,480            48,859            57,078            66,177            76,201            17,854          27,439            
Interest on Loans -                    -               -                    (240,000)         (231,940)         (223,558)         (214,841)         (205,775)         (196,346)         (186,541)         (176,343)       (165,737)         
Marina Capital Investment and Financing Items 157,249           (47,422)       174,498            1,136,393       (137,827)         (182,078)         (165,982)         (148,698)         (130,170)         (110,340)         (158,488)       (138,298)         

Non-Marina Items
Greilickville Harbor Expenses (42,495)            (82,836)       (45,000)             (46,125)           (47,278)           (48,460)           (49,672)           (50,913)           (52,186)           (53,491)           (54,828)         (56,199)           
Transfers Out (15,000)            (15,000)       (15,000)             (15,375)           (15,759)           (16,153)           (16,557)           (16,971)           (17,395)           (17,830)           (18,276)         (18,733)           
Unidentified Variance (507)                 -               -                    -                   -                   -                   -                   -                   -                   -                   -                 -                   
Non-Marina Items (58,002)            (97,836)       (60,000)             (61,500)           (63,038)           (64,613)           (66,229)           (67,884)           (69,582)           (71,321)           (73,104)         (74,932)           

Marina Fund Change in Net Position 338,783           124,080      393,411            1,264,090       3,708              (82,667)           (49,976)           (15,741)           20,104            57,626            (38,482)         (18,553)           

Key Ratios:
Operating Revenue 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0%
Operating Expense as % of Operating Revenue -37.5% -42.5% -43.6% -38.4% -38.3% -38.3% -38.2% -38.2% -38.2% -38.1% -38.1% -38.1%
Operating Cash Flow as % of Operatiing Revenue 62.5% 57.5% 56.4% 61.6% 61.7% 61.7% 61.8% 61.8% 61.8% 61.9% 61.9% 61.9%
Depreciation as % of Operating Revenue -30.8% -25.9% -25.2% -43.4% -42.5% -46.7% -45.5% -44.4% -43.3% -42.2% -46.4% -46.7%
Capital Investment Items as % of Operating Revenue 20.8% -5.6% 19.5% 109.5% -12.9% -16.6% -14.8% -12.9% -11.0% -9.1% -12.7% -10.8%
Non-Marina Expenses as % of Operating Revenue -5.6% -9.7% -5.0% -4.4% -4.4% -4.4% -4.4% -4.4% -4.4% -4.4% -4.4% -4.4%
Unidentified Variance as % of Operating Revenue -0.1% 0.0% 0.0% 0.0% 0.0% 0.0% 0.0% 0.0% 0.0% 0.0% 0.0% 0.0%
Marina Fund Change in Net Position as % of Operati  46.7% 16.3% 45.7% 123.3% 1.8% -6.1% -3.0% 0.1% 3.2% 6.2% -1.6% 0.0%

Return on Equity - Overall 7.6% 2.6% 8.0% 23.7% 0.1% -1.3% -0.8% -0.2% 0.3% 0.9% -0.6% -0.3%
Return on Equity - Operating Income 5.3% 5.6% 5.6% 3.5% 3.1% 2.5% 2.8% 3.1% 3.4% 3.7% 3.0% 3.0%

Change in Operating Revenue 6.4% 12.6% 4.8% 16.2% 2.7% 2.6% 2.6% 2.6% 2.6% 2.6% 2.6% 2.6%
Change in Operating Expenses 8.4% 27.4% 7.5% 2.5% 2.5% 2.5% 2.5% 2.5% 2.5% 2.5% 2.5% 2.5%
Change in Operating Cash Flow 5.2% 3.7% 2.8% 26.8% 2.9% 2.7% 2.7% 2.7% 2.7% 2.7% 2.6% 2.6%
Change in Change in Net Position -63.2% -63.4% 217.1% 221.3% -99.7% -2329.4% -39.5% -68.5% -227.7% 186.6% -166.8% -51.8%   
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Balance Sheet 
 

 
 

 
 
 
Uncertainties and Risks 
 
There are a variety of uncertainties and risks that may impact these financial projections, most notably: 
 

• Timing and cost to repair or replace key structures 
• Water level variability  
• Facility usage, occupancy  
• Change in ownership of breakwater structure or change in responsibility for repairs and maintenance 
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Stakeholders, Revenue, and Infrastructure 
 
The table below is intended to provide an indicative overview of marina users, the funding they provide (or 
receive), and the infrastructure supporting their use.  Seasonal and transient slip holders appear to contribute the 
most revenue relative to the underlying infrastructure investment required to support their activity, excluding the 
cost of the breakwaters.  By comparison, users of the parking and boat launch areas appear to contribute 
significantly less revenue relative to the capital investment in their activities.  If the Township desired relative 
parity in the relationship between replacement cost and revenue generation between the various facility users, 
boat launch revenues would need to increase 82% and parking area related revenues would need to increase 3.2 
times.  Parking lot and boat launch ramp usage is the most highly subsidized area of the marina relative to the 
underlying infrastructure cost. 
 
Table 31 - Stakeholders, Revenue, and Infrastructure Investment 

Stakeholder Count 2022  
Revenue 

Replacement 
Cost of Related 

Assets  
Related Assets  

Revenue / 
Replacement 

Cost 

Township Residents 4,892 

Township residents have 
received benefits of roughly 
$2 million from the Marina 
Fund related to Greilickville 

Park and transfers  

Park and related 
maintenance, fire 

department 
support 

NA 

Water 
Based 
Users 

Seasonal Slip 
and Buoy Users 210 580,209 5,000,000 (A) 

6,700,000 (B) 
3,200,000 (C) 
1,000,000 (D) 
550,000 (E) 
16,450,000 

(Total) 

Docks (A) 
Breakwaters (B), 
boater pavilion 
(C), seawall (D), 
harbormaster 

building (50%), 
parking 

4.2% incl. 
breakwaters 

 
7.1% excl. 

breakwaters 

Transient Slip 
and Buoy Users 

574 
Boats, 
2,000 
Boat 
Days 

105,805 

CenterPointe 
Marina ca. 10 17,134 NA  NA 

Land 
Based 
Users 

Boat Launch 
Users 

10,000 
Launches 69,952 1,810,000 

Ramps, fish 
cleaning station, 

harbormaster 
building (50%), 

parking 

3.9% 

Parking Lot 
Users 2,284 22,845 

3,050,000 Parking, winter 
storage 2.2% 

Winter Storage 
Users 58 45,500 
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Key Findings and Recommendations 
 
There are a variety of options available to fund continued development, maintenance, repair, and operation at 
Elmwood Marina.  The challenge, of course, is generating sufficient revenue to cover costs, while balancing the 
demands of users, lenders, and sources of grant funding.   This report includes an overview of potential revenue 
enhancements that, at minimum, can support the path to the debt funding that will be required to complete 
Marina Master Plan Phase III construction and, potentially, place the marina on a path to financial self-sufficiency.  
Summarized below are several recommendations that may be helpful in managing the long term financial and 
operational health of the marina. 
 

• Work with the MSWP to obtain approval to charge reasonable rates consistent with market supply and 
demand that are sufficient to cover marina operating and capital costs.  Develop a written pricing policy 
and strategy.  Keep pace with inflation 

• Develop a 10 to 15 year Marina Master Financial Plan and update it annually.  Include sufficient 
documentation about operating and capital costs, and revenues, at a price and volume level, to better 
understand and manage marina operations and development 

• Develop a Facility Condition Report and update it annually.  Include sufficient detail at a component level, 
and reconcile it to the marina fund asset depreciation schedule 

• Implement processes and technologies, such as point of sale transaction entry, for more efficient 
transaction processing, improved financial control, increased capability to document and analyze usage, 
and to improve marina operational and financial performance 

• Implement a marina focused financial and operating review process with standard management 
information reporting 

• Perform periodic (at least annually) analytic reviews of actual revenues compared to expected revenues 
at a price and volume level as a reasonableness test of actual revenue 

• Evaluate the accuracy of financial reporting of the restricted and unrestricted balances of the net position 
of the marina fund 
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Appendices 

 
Marina Pricing History (2015 to 2023) 
 
Numbers highlighted below in brown reflect fee changes from the prior period.  You will readily see that there are 
areas where it does not appear that fees have been raised for more than five years, in many cases in areas with 
significant capital expense and/or congestion issues (e.g., parking, ramp, etc.)] 
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MSWP Facility Assessment Cost Estimates 
 
This appendix includes copies of pages from the MSWP Facility Assessment Report dated February 24, 2020, based 
on cost information as of October 24, 2019. 
 
The first two pages are a summary of the inventory and condition assessment of individual marina components at 
the Elmwood Township Marina.  The next three pages are estimates of the amount and timing of replacement 
costs, in 2019 dollars over three time periods: 
 

• Within five years 
• Between five and ten years 
• Between ten and twenty years 

 
The final two pages are MSWP Preliminary Cost Estimate Unit Rates for each major component and sub-
component of a marina.  The cost estimates exclude mobilization, general conditions, design, permitting or 
contingency costs.  These unit cost estimates were used to compare to, or independently develop “best estimates” 
of, individual component replacement costs for Elmwood Township Marina where differences exist between 
MSWP estimates and information from the following sources: 
 

• Actual historical costs for assets included in the Elmwood Township Marina Fund depreciation schedule 
• Wade Trim preliminary construction cost estimates 
• Estimates for Elmwood Township Marina contained in the MSWP report that appear to be inaccurate 
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Table 32 - MSWP Facility Inventory and Condition Assessment 
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Table 33 - MSWP Preliminary Cost Estimates Unit Rates 
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