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Introduction

1 INTRODUCTION
1.1 Purpose and scope of the handbook

This handbook outlines opportunities to improve the efficiency and profitability of marinas. Its ad-

dressees are professionals, who are directly (e.g. owners, operators and managers of marinas) or

indirectly (e.g. representatives of local authorities) involved in the marina business. Primarily, it is

the accompanying learning material for the participants of training courses on the matter in Lithuania

and Poland, which are offeredwi t hin the scope of the South Baltic Pl
However, interested parties may use it also as stand-alone guidance.

The presented recommendations base on field-proven 1 positive and negative 1 practices and les-
sons learnt by proficient (east) German and Dutch marina operators with long years of experi-
ence. They were gathered through desk research, interviews and site visits. Supervision by an inter-
national expert group composed of marina operators, experts and educators from Germany, Po-
land and Lithuania during its elaboration ensures applicability for t o d a yuaton of the German,
Polish and Lithuanian marina business.

The handbook has no ambition to be an exhaustive manual for operating a marina. It merely depicts
fields and aspects that matter the most for operating a marina efficiently and profitably, according
to practical operating experiences. In this context, the focus is on optimising the process of service
provision of marinas, i.e. primarily on i s odsgedis, and only secondarily on physical infrastructure.
This makes it helpful and applicable for optimising the operations of existing marinas in particular.

The advice and guidance is provided in the following way and by the following means:

Y Service blueprints ar e indineentfanced6 t o expl ore the contents comp
structured way. Overview tables are given separately for guest boater and resident boaters
and display the steps of the service chains by following the actions of the customers. Detailed
blueprints delineate the individual steps of the respective service chains in more detail. The
blueprints enable new insights and give ground for own reflections.

f The profitability compass thinks the provided guidance through to the end. It evaluates individ-
ual service elements in terms of relevance for customer satisfaction, increasing revenues and
saving costs. Provided along with the overview service blueprints and the detailed service blue-
prints, it creates fAsi deenabled&hostoutsdoo ttohd i man délgoano.st T
vant and interesting points to improve the efficiency and profitability of a marina.

f The service blueprint tables and the profitability compass are accompanied by text blocks_with
targeted advice on customer demands and critical issues making the service provision ef-
ficient. These recommendations stem from practical experiences of operators. They directly re-
flect on the question, how wishes of boaters can be satisfied with lowest possible efforts and / or
how they can be used to boost revenues.

f Tips and examples found in German and Dutch marinas illustrate the generalised advices and
show to what solutions and practices that have led in concrete cases.

The following handbook, therefore, is not a classic reader or course book. It is outlined as structured
pool of practical hints & solutions that invites to browse and may get you caught here and there.

The handbook was drafted and developed within the project

i MA RR | ABstEer marina management, harbour network consol-
idaton and water tourism marketing BTSSR management l'tic ri

! better marina
O

which provides also related training courses in Lithuania and project-marriage. net
Poland in 2013/14. The initiative is part-financed by the European
Union (European Regional Development Fund) within the South Baltic Programme INTERREG IVA programme.

Please find further information on the project and the training seminars at www.project-marriage.net.

R} better marina .. . . .
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1.2 Why caring about efficiency and profitability of a marina?

Marinas are much more than just businesses, of course. They are attractive waterfront spots and usu-
ally very popular among inhabitants and tourists. As such they can make a city or municipality a
pleasant place of living and add an extra to tourism destinations. The constructing and operation of
marinas is, therefore, often not seen as something that has to pay for itself at the operational
level. Especially from the public side, it is argued that they are long-termed investments that are rather
to create wider economic benefits. This creates subtle tendencies to generally exempting them
from commercial considerations, especially along the ASouth
makes it difficult to yield a profit with a leisure boat port.

Nevertheless, there are important arguments that it is high time for turning more towards enhancing
efficiency and profitability of marina operations in Germany, Poland and Lithuania:

f Proper incomes are the prerequisite for attractive marina networks: Germany and more re-
cently also Lithuania and Poland have extensive and attractive marina networks in place thanks to
tremendous public investments. But lack of incomes and profitability may pose serious chal-
lenges to maintaining high quality facilities and services in the long run, especially in times
of tight public budgets and in the event of decreasing EU funding.

Y Marinas can create immense financial burdens: Leisure boat harbours are very capital inten-
sive operations. This refers not only to initial investments, but also to the efforts needed for main-
taining the infrastructure and services. At the same time, however, their incomes are relatively
smal | when the season i s as s hoNofprogesbalancehetyveen
costs and incomes, therefore, can very easily lead to considerable operational losses. This
can pose challenges especially when the marinas are owned by small municipalities with limited
financial resources. Even if yielding a profit is difficult to achieve with only 2 months of high sea-
son, minimising costs and efficient operation appears imperative against this background.

f Attractiveness and profitability are two sides of the same coin: Customer satisfaction is the
basic prerequisite for proper incomes. High revenues are crucial in the marina business because
of its capital intensive character. Hence a marina can only turn profitable when high customer sat-
isfaction, proper revenues and / or low costs go hand in hand. Introducing commercial consid-
erations into the operation of a marina, therefore, strengthens naturally also the quality focus
of the management and its attractiveness for boaters. And it may extend the financial scope for
further improving services and infrastructure i either by minimising costs or delivering profit.

R} better marina .. . . .
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1.3 What makes service blueprinting helpful in this context?

Service blueprinting allows to picture and to structure the process of handling boaters from the
perspective of the customers. It follows their steps when visiting a marina and connects them direct-
ly to actions that the marina operator has to take in order to fulfil their demands and expectations.
More specifically, service blueprints relate each customer action is to:

1

front-stage actions of so-called contact employees, i.e. activities that are visible for the client
and performed by the staff members, who are in direct interaction with the customers,

back-stage actions of contact employees, i.e. activities that are not visible for the client but still
performed by the staff members, who are in direct interaction with the customers, mostly in their
presence,

supporting actions and processes, i.e. measures that are performed by the marina manage-
ment and / or other marina employees. Those prepare and complement the former at the opera-
tional and / or strategic level and have often tremendous impact on efficiency and profitability.

The service blueprinting of the marina business that is delivered by this handbook is helpful for
optimisingef f i ci ency and profitability operations,

1

€ increases transparency regarding individual actions of the operator while keeping a
comprehensive perspective. Experienced and proficient operations affirm: It is the level of small
details of the service provision and the interplay between different aspects of it rather than in their
general outline that can make a difference in terms of efficiency and profitability. The elaborated
service blueprints give comprehensive descriptions of the process of service provision. Breaking
them up into individual action taken by the customers and the marina operator helps to identify
and explain the details and the interplay of different aspects that matter.

é carves out that the operation of a marina is a very specific business. At first sight, marinas
appear similar to a variety of other touristic services (e.g. management of a hotel or a campsite).
This may suggest that approaches from other tourism sectors may be applied to the marina busi-
ness without much of adaption. A closer look, however, makes clear that it has a lot of unique fea-
tures with regard to the behaviour and expectations of the customers as well as the ways how to
deal with them by the operator. The provided service blueprints deliver the level of details that is
necessary to reveal the specifics of the marina business and its customers.

étakes account o fptimishtien ih the gervitehpaolvisian of a marina requires
many small steps with reference to practical experiences: Each marina has specific needs,
advantages and disadvantages. There is, therefore, har d |1 y a mpdelflesigndn @ f a
to ensure a profitable operation. It rather needs a tailor-made approach to serve the boaters as
well as to reducing costs, increasing turnover, getting to efficiency and finding internal and exter-
nal synergies. Marina operators report that their operational schemes required a step-by-step pro-
cessoveralongertimewi t h a | ot o fbefdrd they were swucecessful @amd iprofitable in
all details, similar to fixing a complicated jigsaw puzzle. The service blueprinting delivered with this
handbook provides a structured pool of field-tested hints and solutions to pick from and may thus
show fishort cutso for opti mi-lsyistepg t he operati

éall ows | ooking at the service provi seisceparatay:
The demands and expectations of guest boaters who visit marinas for short time and resident
boaters who have permanent berth usually for the whole season are very different. But they are
served in wide parts with the same infrastructure and staff. Many marina operators therefore only
partly or implicitly reflect on and differentiate their service chains with reference to these groups.
The provided, differentiated service blueprints, therefore, alter this perspective and enable new in-
sights and (own) reflections already in this way.

R} better marina .. . . .
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1.4 How to use the handbook effectively?

Each marina is different and so are the ways to enhance their efficiency and profitability. The hand-
book provides information on many measures that can be taken but only few may be applicable to
your case. fFixing the puzzleo of s er vi c,éherefqet needs woartinpu to be successful.

The service blueprints for resident boaters and guest boaters and the profitability compasses give
you an overview and a generalised appraisal on the issues that can matter. Reflecting on your own
starting point and plans before you start digging into their contents more details can be a further step
to filter out the most helpful aspects for your specific marina.

Invest some minutes in answering the questions below. This will help you to absorb the provided
information and recommendations more effectively and efficiently. You may write down your answer to
the last two questions and having a look to it again after reading the handbook, too. The comparison
should give you an even clearer picture of what it really needed and usual to optimise your marina!

Questions to reflect and concretise your starting point:
1. What are the basic parameters of my marina?

> Number of berths / piers; infrastructural data on buildings in the marina, deepness of har-
bour basin; number of resident and guest boaters; company structure, operating model (e.g.
private, public or club mari na) é

2. Which natural preconditions and general circumstances affect my marina?

> Assess the location of your marina in relation to neighbouring marinas and the surrounding
boati ng ar eaé

3. How is the current market situation for my marina and which prognoses exist for the fu-
ture development?

> Take existing market analyses and prognoses into account - both your own ones and those
from umbrella associatons or touri stic organi sationsé

4. Why is my marina a good marina?

> Collect the advantages of your marina, the positive details and what is currently working well
in the management and for the customerseé

5. In which parts is my marina profitable already?

> Have a look to existing data and materials concerning revenues and costs in your business
as well as other relevant documents like business plans, feasibility studies or SWOT-
analyses...

6. Which plans and goals do | have for the future development of my marina?

> |deal picture of your marina in 5, 10 or 20 years; planned investments and changes; plans
concerning improvementso f management and service proc

7. What are the biggest challenges and barriers my marina is facing today and in the future?

> Risks and obstacles concerning the business in general / the concrete situation in my mari-
na / profitability that need to be minimised / overco me é

R} bett arina .. . . .
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Service provision for resident boaters

2.1 Overview service blueprint / Profitability compass

SERVICE CHAIN OF A RESIDENT BOATER STAY IN A MARINA FOR ONE BOATING SEASON

lInformation /
Reservation

Contracting /
Renting perma-
nent berth

Launching boat

Coming into the
marina from
landside

Using summer ser-
vices in the marina

Leaving marina
for boating trip

Winter storage
and overhaul

1 Providing general
information

1 Providing customer-
specific information,
incl. handling of
reservation / wait
listing

SERVICING THE
BOATER

1 Concluding the
contract

1 Payment/ clearing

1 Providing access to
berth and services

T Information / book-
ing / permission

1 Self-launching by
the slipway

1 Craning / lifting

Line of i

9 Arrival / access /
parking

1 Embarking / loading

1 Information updates
for residents

nternal interaction
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i Pay-per-use summer
services

1 Amenities (also be-
yond boating)

1 Preparing for the trip
9 Temporary check out
1 Returning into berth

1 Information / booking /
permission

1 Hauling out the boat /
transfer to winter storage

9 Winter overhaul in the
marina
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2.2 Step 1: Information / Reservation

2.2.1 Detailed service blueprint / Profitability compass

STEP 1/ RESIDENT BOATERS: INFORMATION / RESERVATION

Providing general Providing customer Handling of reservation /
information specific information waiting list
CUSTOMER ACTIONS o
c
1 Collect general information on | § Contact suitable marinas and | § Concretise interest with a c_n|
potential home marinas ask for specific information reservation g

m through accessible materials / 1 If no vacant berth: Ask to be m

g channels wait-listed -

5 Line of external interaction

E CONTACT EMPLOYEE i FRONT-STAGE ACTIONS

®)

e 1 Hand over and communicate @ § Give feedback to specific cus- | 1  Make reservation for a berth
general information to the cus- tomer questions and inquiries 1 If no vacant berth: wait-list the
tomer 1 Make a concrete service and interested boater

price offer for the customer 1  When berth available: Inform
customer on availability
Line of visibility
CONTACT EMPLOYEE i BACK-STAGE ACTIONS )§>

'-(BJ 1  Supply customer with general 1  Check if the customer demands | 1  Register the reservation g

|<E information with the help of var- concerning berth and / or ser- | 1 Add the costumer to the >
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o OTHER EMPLOYEES / MANAGEMENT i SUPPORTING ACTIONS AND PROCESSES
,% <"}J) i  Strategic marketing towards resident boaters
% @ 9 Efficiently designing and monitoring the effects of information materials and channels
e
S
0n o
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Providing general Providing customer Handling of reservation /
E information specific information waiting list -
0 Um
& &  satisfying FIFivl Satisfying 4 44 44) Satisfying 444 2l
<Z( ,‘E customers customers customers 3 §
S L > Z
w 8 Generating Generating ) Generating o] r(-r)l
IE'\:J O | revenues revenues revenues Ch
o 20
2 | optimising ofofololn; Optimising afeelo ol | Optimising 2
costs costs costs

@®@®®®); cnerally rather high relevance, i mostly rather high relevance, i very greatly
varying relevance, i mostly rather low relevance, @COOO] generally rather low relevance

‘ ¥ Efficient and profitable marina operation
* 4 x bt 2o Practical advice for optimising service provision

better marina
_§\:“ management
5 e net




14
Service provision for resident boaters

2.2.2 Customer actions

Becoming a resident boater starts with finding the appropriate marina and an adequate permanent berth.

This process is episodic and rather infrequent from the customer’s perspective: Many boaters stick to the

marina for some years or even for their whole fAboaterd

|l ook for a new fho madéivatadaby beingpatnenicanerpuhaving tholigt a meav boat, inter-

est to discover a new boating region or being unsatisfied with the old marina.

In the process of choosing a (new) home marina, the boater may:

f Collect general information on potential home marinas (prices, services, infrastructure, accessibility
etc.) through accessible materials / channels (e.g. brochures, internet, other boaters).

Y Contact suitable marinas via phone / email / face-to-face and ask for specific information. This
may include visiting the marina in order to get a personal impression on the spot.

T Make areservation for a berth (if this service is provided by the operator).

T Ask for being wait-listed (if no berth available and service is provided by the operator).

ek better marina . . . .
SN - T Efficient and profitable marina operation
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2.2.3 Interactions between contact employee and customer

E Pprovision of general information

What matters for the customers?

< << <<

\%

Simply and quickly finding information about the marina when they look for it in a targeted way.
Clear and comprehensive information on location, general outline / size, infrastructure, services,
prices, availability of berths, contract options etc.

Information on the surrounding boating area and trip opportunities, beyond the marina itself.
Pictures to get a first impression of the marina and its surroundings.

Reliable and serious information, preferably being provided in a modest way and tone. Exaggera-
tions and aggressive advertisements can even be perceived irritating or untrustworthy so that they
scare boaters off, rather.

Contact information and contact persons.

How to serve boaters efficiently:

@ Resident boaters become aware of a marina and may consider it as new home port through positive

word-of-mouth communication or own occasional experiences, most of all. This implies to consider
carefully what is really needed on top and as complementation. If a marina is well-known, has a
good reputation and a satisfying occupancy rate, the need for providing general information may be
limited i and efforts and money saved for other issues, e.g. paying more attention to customer-
specific provision of information.

@ General information sources / materials may still be the first contact between marina and custom-

er, once they are offered and widely accessible. Depending on this first impression, the boater may
decide to take the next steps and to contact the marina. Proper quality of the information provided,
therefore, should be considered a must, once it has been decided to provide some in a certain way.
An operator should at least provide the quality of an average marina in the sailing region in order not
to stand out negatively. Offering better quality of information than average is always a good adver-
tisement for the marina.

@ Develop your information channels slowly and grow with them. Starting too ambitious and not being

able to keep the frequency and quality of information will cause negative impressions. Being up-to-
date is more important than fancy technology or design. User-friendliness and enabling customers
to easily find what they are looking for is most important.

The main source of information of potential resident boaters is today the internet. Customers are
used to find all relevant information in the web. Providing the most important information to potential
resident boaters particularly the prices at own website is a common standard. Not complying with it
may be a serious competitive drawback. Creating a homepage got cheaper in the last years so that
costs and benefits stay in proper relation even for smaller marinas. But have the maintenance and
following costs in mind when you instructed an external company to develop your homepage.

@ Printed brochures about marinas or boating areas in which they can find information and impres-

sions are still effective and appreciated. Also here the boaters seek rather for concrete information
(e.g. about size and prices in the marina, very important: contact information / persons) but also an
attractive design is acknowledged. Also the traditional harbour handbooks which usually are on
board of every ship still provide many customers with information about potential home marinas.

@ Potential customers do not necessarily look actively for a new home marina, but may also be moti-

vated to consider a change when discovering alternatives by chance. Their attention might be
caught by advertisements or information about a marina in media that they regularly use (e.g. boat-
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ing journals, brochures or websites of boating areas etc.). Using these channels should be seen as
complementation to establishing own channels and drafting own materials.

Boaters tend to trust themselves, fellow boaters or berth neighbours more than advertisements or
official information materials when it comes to the quality of a marina. Promotion campaighs may
therefore not be fruitful right away, but create wider impact only after being validated by word-of-
mouth communication. Hence the marina business is rather slow when it comes to re-orientate cus-
tomers. Operators should therefore plan for continuous actions and efforts over a longer period.

E Providing customer-specific information / Handling of reservation and waiting lists

What matters for the customers?

<< <

Vv
\%

Clear information where and how (online form, telephone etc.) the inquiry for a berth can be made
and who is responsible for giving a feedback / contact persons.

Availability of these information services / contact persons as announced.

A pleasant atmosphere and the feeling of being personally and seriously consulted.

Swift answers that are adequate, to the point and easy to understand.

Comprehensive and reliable information, especially on the prices, available berths, infrastructure /
services and contract / service options. This includes receiving details, conditions and contract op-
tions (e.g. which berth is available for the concrete season) that are as much as possible tailored to
specific wishes and expectations.

Clear information on the further proceedings for becoming a resident customer of the marina, i.e.
the single steps that would follow until the contract can be signed (reservation possibilities, wait-
listing possibilities etc.).

An opportunity to get an impression of the marina or the concrete berth on the spot, therefore to
make an appointment for a personal visit to be made alone or guided by the contact employee.
Sufficient time to think over before deciding, e.g. in the form of a fixed term reservation.

Being approached again by the operator, in case of vacancies.

How to serve boaters efficiently:

@ Every request of a potential resident customer should be taken serious. It is a chance for winning

a new customer or at least to leave a good impression that might pay off indirectly or after a while.
Keep in mind that changing the home port is not considered very often!

The atmosphere and satisfaction at the early stage of interaction may play an important role
regarding the decision for or against a marina. Friendly and competent customer treatment is essen-
tial from the very beginning, therefore.

@ Be quick and reliable in answering to written requests, even though the busy summer season

might limit the possibilities. They usually involve some kind of pre-commitment and have therefore a
rather high probability to result in contract conclusion.

It is good to know what potential residents are usually looking for and to have the relevant in-
formation prepared and at hand for the contact employee. Often this is a learning process and the
most common questions and requirements will be clear after some seasons. But active documenta-
tion and pro-active planning can increase efficiency a lot.

The earlier the customer receives a concrete offer, entry in the waiting list, confirmation of the res-
ervation, contract etc. the better this will concretise the obligations between customer and marina
and the more it will enhance the prospects of contract conclusion.

@ It is helpful and will simplify the contracting process a lot to invite potential resident boaters to a per-

sonal visit in the marina. It can be used to show the customer around, clarify further details - and

* bett arina .. . . .
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possibly already to sign the contract. Put a lot of effort into the personal contact and appointments,
as these visits are often decisive. If done wrongly (e.g. through unfriendly or incapable personnel)
the customers may be scared off for good i and may tell others about their experiences. If done
right, even indecisive customers can be won immediately.

@Clear communication guidelines for the contract employees that structure the communication

process to a certain extent can contribute to quality of service and avoid unnecessary actions. But
keep in mind that boaters see themselves as individuals and appreciate a personal atmosphere. Be
professional and simple but to not standardise too much.
Always try to find and provide a solution. When there is no berth free at the moment, offer e.g. a
place on the waiting list. If the customer does not want to decide immediately, give some informal
orevenformalfir espi t ed t (e.g.tinlthe folnm ofbavfixed-term reservation). The aim should
be to make the interested customer a resident as soon as possible. If this is not possible right away,
try to stay in contact with him and keep him as potential customer.

2.2.4 Supporting actions and processes

Elaborating a targeted information strategy for resident boaters

How to contribute to efficiency and profitability:

@ The shape and scope of strategy can vary a lot. It can reach from a structured learning-by-doing
process in which the operator tries to reflect its experiences and lessons learnt systematically, to
comprehensive documents that are drafted with professional help and include scientific and empiri-
cal market research. All this can be valuable, but not all of it may represent a good value-for-money
for your specific case.

@ It may take considerable efforts to elaborate a targeted information strategy. Making it an efficient
instrument, therefore, requires that costs and benefits stay in a proper relation. Find a strategic ap-
proach that fits to your marina and concentrate on the main aspects. Keep it as lean as possible.
But do not go without any structured and clear idea on how you want to deal with potential resident
boaters.

@ Most marinas serve both resident and guest boaters. For them, it may hardly make sense to develop

a separate strategy only for resident boaters, and another one only for guest boaters. There are a lot
of overlaps both with regard to potential target groups and information channels that may be used.
Only an integrated strategy for guest and resident boaters, therefore, is able to detect and use
the synergies that arise effectively 1 both in terms of the drafting process and the guidance that it
gives.
Local, regional and national tourist association do usually a lot of market research and process it
towards general or sector-specific marketing strategies. Before making own studies and drafting own
strategies for the own marina, it is wise to find out what is available and have a look at the data
and recommendations contained.

* bett arina .. . . .
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Designing general information offers and materials for resident boaters

How to contribute to efficiency and profitability:

@ Information offers and materials for resident boaters do not only have to be carefully planned, but

also be properly implemented and designed. Drafting and design as such may therefore not be done
by staff of the marina, but better with assistance of external service providers.

Clarify your strategic approach before you start with designing the material. Especially questions
i ke: dMWwhehew do | want to present my mari na?
which channel s?0 or : thé Wdormatian,svho wil &gemitnup-ioddte® 0 f & h o
clarified in advance.

Concentrate on the channels that are most effective with regard to the most important customer
groups for the marina (e.g. motor boaters > advertisements in special magazines / young sailors >
online info / older customers > print media etc.). Pay most attention and allocate most resources to
them. PR agencies offer help with this regard, too, that may be very valuable.

@ When new technologies or offers occur (e.g. Facebook), ask yourself first for which groups and for

which purpose you can use them in your specific case i and if additional effects in comparison to
the old channels justify related efforts and costs. This prevents investments into fashions or nice
technologies with little relevance and added value.

Keep an eye on selecting and designing media that are easy to provide, maintain and keep up-
to-date in terms of technical, personal and financial effort (e.g. website with CMS, brochures that are
valid at least for one season). Keep in mind that out-dated information that still is circulating can be
without any value or even counterproductive.

Tailor the information (what is presented and how) to the information channel (e.g. internet and
brochures set different requirements) and primarily targeted customer groups. Rely on professional
support and experiences from publicity and marketing agencies in this matter, if possible.

Present your marina, its atmosphere and its services in a focussed way so that a clear image of its
advantages and special features evolves and creates recognition value. This can include a catchy
marina logo / slogan / corporate design or an internet domain through which the marina can easily
be found online.

Monitoring the effects and outreach of designed media if possible and with clear, pre-defined crite-
ria. Do not hesitate to abandon or change them if they do not fulfil your expectations.

2.2.5 Practices and tips

E
3

S better marina

Examples: Information strategies for resident customers

Drafting comprehensive strategic documents and doing detailed market research is still an ex-

ception in the marinas business, being limited to very large marinas or marina groups. Most com-

mon is a structured learning-by-doing process, which aims at reusing and optimising of what worked

out well in terms of promoting the marina to potential customers.

Structured learning-by-doing requires collecting feedback from the customers. Common and easy

ways to do so are in terms of resident boaters:

1 Asking the resident boaters when signing the contract how they became aware of the marina
and which information sources were most important for them in the process of informing them-

Efficient and profitable marina operation
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selves about the marinas. The information can e.g. be obtained during the conversation and
noted by the contact employee, without much effort for the customer and without bothering too
much.

1 Monitoring the effects and outreach of the media that are in use. Easy, cheap but effective
proved to be e.g. website tools like Google Analytics. They allow following the user flow and
seeing which subpages were opened how often. This gives a very good overview and chance
for optimising the online information first of all, but may allow also for more general conclusions
(e.g. origin of the website visitors may give orientation on fairs to be visited).

3 Many marinas use cooperation and exchange to improve their information strategy. Through joint
actions and the related dialogue with other marina operators they receive information about stand-
ards and levels of competitors as well as their experiences on what worked out and what not. The
entry ticket is openness to share own experiences with others. Most marinas do not hesitate to do
so. They made the experience that they get with little own efforts valuable hints, which can replace
the elaboration of a costly strategy i or a lot of inefficient trial and error.

E Tip: Word-to-mouth communication is most important

Boaters who want to become resident in a marina can use a variety of media and sources to collect in-
formation about harbours that may suit them. Most important for making their decision, however, seem
still to be own experiences or reports from other members of the fi b o0 a tf i anngi. Boatérs are widely
available as they visit a lot of other marinas on their trips and like to share experiences with others. They
are very talkative and real fifchatterboxeso, esp
The word-of-mouth communication, therefore, plays a very big role for the acquisition of residents:
 Positive as well as negative talking about a marina within t &tengf
impact on the success of a marina. Good experiences spread fast and without further pushes. In
turn, it is very difficult to reverse a pbsdwkorr
different turn may involve long-termed efforts. It can be only partly and indirectly influenced, which in-
formation is exchanged and at which speed.

I A marina operator should have an open ear for thetalkingabout hi s mari na u-|
nityo an deedbaclecoricdrning the success or aspects that needs to be improved. Also ac-
tively looking for feedback e.g. through questionnaires is an appropriate way getting to know the cus-
tomer better. Adjustments, however, should then be implemented carefully as an unsteady marina
management with numerous radical changes cant-.
er communityo and wil|l usually not be appreci e

f The most effective way to influence word-of-mouth communication may be to provide a high
quality of services and satisfaction for all customers over a long time. This will make them po-
tential sources and distributers of positive talking. Satisfied own residents will share their experienc-
es when other boaters visit the marina or when they talk with fellows on their trips. But also properly
servicing guest boaters is important and can pay back. Their positive experiences may make them
considering becoming a resident in the future themselves. This can then motivate others to have a
personal look to a marina, too and to follow their example.
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2.3 Step 2: Contracting / Renting permanent berth

2.3.1 Detailed service blueprint / Profitability compass

21

STEP 2/ RESIDENT BOATERS: CONTRACTING / RENTING PERMANENT BERTH

Concluding the contract Payment / Clearing Providing access to berth and
services
CUSTOMER ACTIONS
Select the desired berth and | 1  Pay dues for berth and selected | 1 Obtain access to the marina 8
services services in line with rental and its facilities c_n|
Define scope and terms of the agreement 1 Obtain detailed information | O
rental contract for the permanent about using the marina and its r%
w berth facilities -
= Sign the contract
:’_.’ Line of external interaction
% CONTACT EMPLOYEE i FRONT-STAGE ACTIONS
x
(T Give advice on contract options | 1 Issue invoice on dues / remind- | 1  Provide access to the marina
and service packages er notices and its facilities
Define scope and terms of the 9§  Receive the payments f Hand out information material
rental contract for the permanent about the marina
berth 1 Explain important rules and
Sign the contract procedures
Line of visibility
CONTACT EMPLOYEE i BACK-STAGE ACTIONS %
L Cross-check the availability of | 1 Register contract in the ac- 9  Register berth occupancy / g
2 berths & services counting system provided resident services >
5 Cross-check contract conditions | 1  Check status of payments and | § Prepare / program the access %
5 and options compliance with the rental tool / means to the services %
é Check previous agreements and agreement 1 Prepare the information pack- :f|
offers age for the resident %
Prepare the contract
Line of internal interaction
00 OTHER EMPLOYEES / MANAGEMENT i SUPPORTING ACTIONS AND PROCESSES
ECL',J, 1  Contract terms for resident boaters i defining the pricing level
g ‘,_’u’ 1  Contract terms for resident boaters i defining non-financial aspects
& 8 I Proving autonomous access systems for resident boaters
75
Step 2 / Resident Boaters: Contracting / Renting permanent berth > PROFITABILITY COMPASS
Concluding the contract Payment / Clearing Providing access to berth
- and services -
| Um
E,J m | Satisfying A 4 444 Satisfying A4 A 444 Satisfying A A 444 g h
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STH > Z
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2.3.2 Customer actions

After having decided for a home marina, the customer signs a contract with the marina operator. It is to
secure for the resident boater the permanent berth and the desired services over a fixed period and for
mutually confirmed conditions. Rental agreements for resident boaters are usually limited in time (e.g. one
season, one year). They have therefore to be concluded periodically by the customer.

The regular case is that the customer renews the contract with its present marina operator. The conclu-

sion of a contract in a new marina is rather the except i o n, as boaters do not of ten
porto. I f doing so, however, the resident bldtermastaedr woul d
services as far as possible beforehand. The actual contracting, therefore, starts after the basic decision(s)

have been made and implies merely to fine-tune, settle and confirm them.

For the resident boater, the actual process of concluding the agreement and renting the permanent berth
involves the following:

f Selecting the desired berth and services, either by choosing from standards service packages (e.g.
full service package including overwintering, only summer season berth) and / or negotiating a specific
arrangement (e.g. specific berth).

f Defining the concrete scope and terms of the rental contract for the permanent berth (e.g. payment
terms and methods, contract duration, prolongation procedures etc.).

f Signing the contract and in this way agreeing on the execution of mutual obligations (payment vs.
service provision).

Paying the dues for the berths and selected services according to the rental agreement.

Obtain access to the marina and its facilities (e.g. permission to enter the area, access code, keys to
sanitary facilities etc.), along with detailed information about terms of use (e.g. safety instructions,
opening hours etc.).

* bett arina .. . . .
: ‘ -3 T Efficient and profitable marina operation
- Practical advice for optimising service provision




23
Service provision for resident boaters

2.3.3 Interactions between contact employee and customer

E Concluding the contract

What matters for the customers?

Vv

< < << << <

Getting the full attention of the responsible marina employees when negotiating and concluding the
contract, with as little disturbance as possible.

Negotiating directly with authorised and competent employees who are able to provide all the
required information and to take decisions concerning critical issues (e.g. exact berth).

Previous agreements and promises are kept, also information and agreements that have been
made only verbally and before meeting personally.

Options to choose from that make it easier to determine an appropriate service package.
Individual tailoring of the service to be included in the agreements, especially the possibility to
choose a berth that has as specific features as possible.

Automatic prolongation of assets from the previous seasons, especially no downgrading.

Being reminded that the contract terminates but not necessarily automatically prolonged (good bal-
ance of push and pull).

Getting the contract for sighature as soon as possible, but also that there is no pressure from
operator side to sign and possibly a period of time in which he has a reservation for the berth.
Transparency especially with regard to costs and provided services, both in the oral consultation
process and written documents, in the latter also concerning legal and insurance related aspects and
his customer rights regarding the marina operator.

How to serve boaters efficiently:

@ Ensure that someone is available and prepared when an appointment was made. Clarify who is

able to implement it with understanding and respect of the customer demands in the specific case.
You do not have to convince the customer anymore, most probably, but you can still scare off an al-
most safe one if such basics are not ensured!

@ Create a designated place for contracting. The employee should be able to pay full attention to

the customer and not be disturbed by other people. Also access to all information and documents
(e.g. paper or computer) needed for arranging and signing the contract should be ensured at this
place.

Be prepared for contract conclusion anytime. A respective request by a customer is not yet but
almost a safe contract. Processing it a bit further in such spontaneous situations makes the conclu-
sion even safer. In the daily business all employees should be at least able to prove the customer
with the most important information (e.g. concerning available berths) and documents for becoming
a resident customer.

@ For the contracting of resident boaters it is rather not necessary to adjust or extend the office hours.

Residents are regularly and often in the marina, also in winter time (e.g. when overhauling the boat).
In case of prolongations, written processing plus on-demand dialogue can be an alternative. It is ra-
ther not the ideal way but still a satisfactory option.

The contact employees have to consult the customers concerning the offers and service packages
that can be booked and for finding the best individual solution for the customer properly. The situa-
tion is in some parts comparable to a classic sales conversation, therefore the contact employees
have to serve the potential customers professionally. Nevertheless the situation in the marina busi-
ness is specific as boaters who sign the contract have already more or less decided to become cus-
tomer of the marina.
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@ It is essential to clarify which employees are authorised to deal with contractual issues and are

the ones to answer customer requests. All employees have to know their role and the steps they can
follow when they are contacted by an interested customer e.g. through following prepared guide-
lines. This contains aspects like knowing how to interact and communicate or knowing the prices or
at least where they can be looked up.

Contracting is usually a task that is performed only by few specialised employees that have also
other tasks. Contracting has peak seasons that should be considered in the work planning of and
for these employees. The time of year in which the marina operator has to deal more often with berth
reservation and contracting usually is the winter half-year, when the customers are planning their
next boating season. Generalised statements are hard to make as the popularity of the marina and
e.g. if a waiting list for new resident boaters exists can strongly influence this aspect. The best way
for planning in this case is usually the adaption to experiences made in previous years.

E Payment / Clearing

What matters for the customers?

< <K<K

Clear terms of payments.

Comfortable and flexible payment conditions and methods.

All necessary information related to the payment contained in the request.

Getting invoices in due time before the payment dates.

Clear consequences in terms of non-compliance with obligations.

Competent advice and feedback in case of unclear issues / clear contact persons for that.

How to serve boaters efficiently:

@ Due to the bigger amount of money the resident boaters have to pay, cash-payments are rather un-

common. Operators should basically prepare for and offer possibility to pay with cash- or credit-
card, receipt and / or an automatic debit transfer system.

@Offering the optionto payt he r esi dent sdé b oontar (e.g. monthly)dinstaimentd

basis may be appreciated by the customers and can be a competitive advantage. But it implies also
more efforts in bookkeeping and clearing.

@Think carefully over to whom and where to allocate the bookkeeping. The payment and clearing

processes of a marina are very similar to many other companies. It may be most efficient that some-
one deals with this issue who has some pre-knowledge. This may be an own employee with ac-
counting skills but could also be an external accounting company. The later can be an option espe-
cially when the marina is small and has no employee with considerable accounting experiences ex-
pect of the management. The service fees may turn out to be rather moderate compared to the costs
created by inefficiencies of own staff with little qualifications.

@ If dealing with the issue in-house. Electronic bookkeeping software is an investment that pays

more than back at the most part. Simple solutions may be most appropriate for small marinas as
they usually are rather cheap. Despite high costs for purchasing, complex systems should be pre-
ferred for large marinas (or companies owning and operating more than one marina) because of
considerable scale effects. The ideal case may be if they are part of a comprehensive marina man-
agement system and they create synergies of bookkeeping with other processes (e.g. organising
berth occupancy or marketing) in a pre-structured and thus very easy way.
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E Providing access to berth and services

What matters for the customers?

V Getting access to the marina and the booked services from the time when the contract period
starts.

Receiving the access tools that are necessary to reach the marina area, the berth and the most
important facilities like washrooms and toilets any time they want.

Getting a comprehensive picture and introduction on how to use and access the basic marina
facilities that can be used without further charges.

Getting some information on further boating related services that are available (e.g. repair ser-
vices, craning, winter storage etc.).

Getting information on further optional services and opportunities that can make staying in the
marina (e.g. opening hours of restaurants) and making seaside (e.g. brochure on the boating area)
and landside (e.g. brochure on next city) trips more pleasant.

< < < <

How to serve boaters efficiently:

@ In case you have a lot of areas and services that are locked and need access tools, it may be the

easiest way to provide and explain them already upon signing the contract. There is no risk in this
issue and it is much easier compared to doing this upon the first arrival of the customer in the marina
after signing the contract.
Providing the residents with the latest available information materials (e.g. price list, image bro-
chures etc.) on the marina as a routine step when prolonging the contract can be an efficient tool
to update them about changes. They will with high probability have a look to these documents and
contact you in case they find new service offers or changes in procedures that they need or wish
more information about.

@ Besides informing the customer about the marina in general the contact employees should use the
situation to inform the potential customer about his responsibilities in the marina (e.g. how to
handle access for third persons) and the marina regulations. Clarifying this from the beginning will
simplify the relationship to the customer as it is perceived as fair treatment even if the rules are per-
ceived as strict.

2.3.4 Supporting actions and processes

Contract terms for resident boaters i defining the pricing level

How to contribute to efficiency and profitability:

@ Resident boaters often represent shares of 40-60% of the total income in marinas and are therefore
an important element for covering costs and potentially also to make profit. High retention rates
make them furthermore stabilising elements in terms of financial balance. It is therefore crucial
to define a pricing level that is both attractive for them an sufficient to generate the necessary in-
comes for the operator

@ Resident boaters tend to be very price sensitive when it comes to harbour dues, even though these
costs are usually quite marginal compared to e.g. the costs for purchasing and maintaining a boat.
The price level in the boating area and the prices in the marina related to the neighbouring mari-
nas are most important aspects in terms of evaluation if they are appropriate. Resident boater will be
willing to pay a higher price for clear assets, especially good location, image, atmosphere, quality,

ok < better marina . . . .
I = E e Efficient and profitable marina operation
e Practical advice for optimising service provision

enet




26
Service provision for resident boaters

services etc. but only up to a certain extra compared to the average in the boating area.

Be transparent and clear in the price calculation and in the way the prices and calculations are

communicated. Any calculations more complicated than necessary may make the resident boaters

suspicious and may scare them off, even if the pricing level is not higher than in other marinas.

An operator should think well ahead before implementing any changes in the pricing system and

level. The customers will not appreciate changing systems every couple of seasons and are always

suspicious in this respect.

Consider not only the current market situation but have a look also into the future when determin-

ing the price level. Guiding question for this could be:

f Isthere a slow or fast, increasing or decreasing market?

i Is there currently rather an over- or undersupply with berths in the area leading to price pressure
and competition among marinas?

Y How will the market most likely develop concerning the number of boaters that can be expected
in the area (e.g. demographic structure, future attractiveness of boating)?

Contract terms for resident boaters i defining non-financial aspects

How to contribute to efficiency and profitability:

@ Use contracting to provide financial security for the future planning of the operator. The money

paid from resident boaters is usually the most important source of income for a marina. Long term
contract, perhaps with automatic prolongation may contribute best to this.
Clarify aspects like the payment methods, the duration and period of cancelation, the access to the
marina for the customers or the accounting of services that might be included in the berth fees like
water, electricity etc.. Clear provisions with these regards create trust on the side of the custom-
ers.

@ Use the contracts to make fi n i-t@hea v sewices offered in the marina (e.g. parking, craning, winter
storage or repair) profitable. This can be achieved through o f f e r iar & a i@ fat combine the
renting of a berth with the booking of services.

Use the contract cancellation provisions to give the residents a push to prolong the contract time-
ly (e.g. defining discounts for early prolongations with regard to the next season, automatic prolonga-
tion mechanisms).

@ For some kind operators (e.g. club marinas) it might make sense to offer long-time contracts for 5,

10 or 20 years that create planning reliability for the operator and possibly also better conditions for
the boater. But operators have to calculate wisely if they want to offer such a possibility as this might,
depending on the contractual details, imply that they are bound too much and become inflexible con-
cerning adjustments.
The contract sets up the relationship and legal basis between customer and operator. This is related
to e.g. insurance aspects or to have a legal basis concerning the payment modalities. The specifica-
tions therefore have to be clarified according to the (country-specific) regulations and legal provi-
sions. Legal advice may contribute to security for the operator.

Providing autonomous access systems for resident boaters

How to contribute to efficiency and profitability:

@ For the marina operator autonomous access provision is one of the key aspects to serve resident
boaters well and a measure with considerable cost saving potentials.
The system should be easily usable, implementable, maintainable and safe regarding misuse at the
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same time. Only then it makes full potentials of satisfying the customers and saving staff costs. This
calls for designing and selecting the systems with care and possible also with professional help
from outside.

The customers have the same interest for as few access systems as possible to access all rele-
vant services as the operator has. Have in mind that you have to maintain the systems and provide
assistance in case of problems.

@Also the operator should clarify that the customers know how to properly use the access system
and about their duties how and when to lock the doors/ gat es et espot-c cen wer si
with customers when concluding the contracts. This decreases the need for troubleshooting as well
as mistakes by the customers with negative side effects (e.g. access of thieves through a gate that
was not properly locked) and may allow saving on expensive technical solutions to prevent this.

2.3.5 Practices and tips

E Examples: Pricing systems for resident boaters

There are different practices how prices for resident boaters are tailored in practice:

3 The size of the boat is almost all cases used with this regard. It is very well comprehensible for the
customers that size and required space in the marina makes a difference for the operators. The dif-
ferentiations / calculations apply various approach, e.g.

I The classification of the resident boats simply by length. It is mostly done for guest boats but not
very often to be found for calculating fees for residents.

f A very common system is the price calculation through a multiplication of length and width of the
boat. This can be done by measuring the most outside points of the boat e.g. 10 m long and 3 m
wide, its multiplication (3 x 10 = 30) and then multiplying this number (m2) with a fixed amount to
calculate the price.

§ Another slightly optimised possibility is to charge the boats length and width plus one meter in
length and 0.5 m in width to in the end charge the used water space or necessary berth size.

f The operators calculate their prices also based on the available and necessary berths, e.g.
charging a fixed price for a berth 10 m x 3.5 m or 14 m x 5 m.

3 Besides the main fArentingo aspect size of boat
howtoc harge the faddit i o r.ag.lfortbeacensumption ofswateryvenecgg ar other
services like waste / bilge water disposal, Wi-Fi-access. Differing factor is hereby which services are
included for residents, which are paid acxordingta (
consumption (pay per use):

f Some operators ciparcgeged dofipahlkaeextra cost s,
season. This could be either a fixed amount or an amount multiplied with e.g. the length of the
boat.

f Ot her operators paveedhion!| fpdokage® me -panip, wastee
disposal, bicycle rent and charge others by consumption.

f The freshwater usage on the piepriiceocofard i
which is often due to the situation on the pier with one freshwater access for all berths in the sur-
rounding. Some operators have installed systems through which a charging per usage is also
possible for the water consumption.

f The energy consumption is somet i mepsriaclesoo pcehr
per size of the boat. Here the operators have more often implemented systems that allow the
charging of the consumed amount energy. Dutch marinas furthermore make a difference in the
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electric current (Ampere) provided on the pier (e.g. 16 Ampere is more expensive than 10 Am-
pere) and include a consumption of up to 100 or 400 kWh into the fixed price. The consumption
on top of this has to be paid extra, e.g. 35 ct / kWh.

3 Operators apparently try to achieve the acceptance of a higher price level with reference to the
following features, which refer either to concrete differences in operating costs and / or market po-
tentials and the demand side:

f The geographical location, the accessibility of the marina from water and landside or the touristic
attractiveness of the marina surroundings as central factor for making it attractive for resident
customers.

I The technical infrastructure and services provided in the marina. Providing and maintaining ser-
vices like craning or winter storage is expensive and might make higher prices necessary.

I The target groups a marina concentrates on or aims to attract. A marina aiming in attracting the
owners of big motor boats has to provide specialised services and may try to make use of the
fact that these boaters are wealthy to establish a high price level. But this possibly dismisses
customers not fitting into the high-end target group. As only few marinas can build on high end
customers this is a thin line, however, and might be risky.

3 In northern and middle Europe, price sensitivity of the customers is apparently on a very high lev-
el. This leads to very small differences in the price level between marinas within one country (e.g.
Germany and the Netherlands). In other boating areas like the Croatian Adriatic Sea the situation is
very different due to the high demand on berths the prices in one marina can be several hundred per
cent of the prices in the neighbouring marina.

E Tip: Pay attention to sign and negotiate contracts in a pleasant atmosphere

Boaters donotonlyreferto i h ar d d.galocatisng fac{lities, price) when selecting their home marina
but are sensitive also for i1 s off & ¢ t dike thh@atmosphere in the marina and especially the communi-
cation with the marina employees.

Resident boaters are usually more or less absent during winter time and rather independent during the

season i once they have received their berth and access to the marina services. Encounters with the

marina staff take place usually ad hoc for trouble shooting, when information / exchange is needed or by
accident when meeting on the marina area. The contracting procedure is one of only few occasions
when marina operator and resident boater are involved in an undisturbed face-to-face conversation.

This makes its setting, atmosphere and course crucial for the general impression that the customer gets

of the marina and its staff. The following aspects can make a difference with this regard and thus con-

tribute to customer retention:

f  An undisturbed and comfortable place: The contract negotiations are a crucial moment from the
cust omer 6 s w.pmthein ¢course theyvmiake decisions that determine the stay quality as well
as they may have concrete financial implications. Interruptions, hectic and an uncomfortable setting
may be perceived as inappropriate. Hence most of the marina operators hold the contracting negoti-

ations in a dedicated room. It is wusually awa

(e.g. a back room) to prevent disturbance, with furniture that allows for a proper conversation over a
longer period (e.g. conference table and chairs).

f A relaxed and friendly but also serious and professional atmosphere is important as decisions
and agreements are best to be made when both parties feel comfortable. Simple things like e.g. of-
fering a cup of coffee or cookies or some small talk before starting the negotiation can help to create
it. But the seriousness should not get lost by such measures (the negotiations deal with the custom-

er6s money, after alll). Questions which ar ebe
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thoroughly and professionally answered. A proper preparation for the meeting (e.g. checking previ-
ous arrangements with the customer) is a must even if knowing the resident boater personally for a
long time.

 The conversation related to the contract conclusion takes place when the resident has already de-
cided for a new contract and most of its terms. Only last details are to be clarified and the customers
finally guided to the service packages that suits them (and the operator) best. This should also be re-
flected in a modest tone and style of the conversation. Calm advice may be more appropriate and
give better results than aggressively advertising the marina and its services. Keep in mind that it is
not necessary to convince the customers anymore but still possible to scare them off at this point!

f The operator should follow a personal approach as each customer is different. Responsiveness to
the specific wishes, demands and fAcrankinesso
expected. A sailor with a small boat who lives nearby and is looking for a cheap berth without many
extras has to be handled different than a wealthy motor boater who uses his boat on weekends and
expects comprehensive services. Try to find out at an early point what kind of customer you meet.
Be sensible for the reaction of the customers and adjust your style of conversation during the con-
versation.

I Generally the details play an important role. Customers may perceive further small details as
signs and proof of serious, professional and respectful treatment. This starts e.g. from being in time,
having prepared documents as far as possible, showing the customer around and explaining details
about the marina without creating the feeling of time pressure or proper clothing.

Creating the appropriate, pleasant atmosphere in this way involves some talent and calls therefore to

select the appropriate staff for the contract negotiations but it can also be trained. Some marina opera-

tors arrange role plays for their employees, in which they simulate common, unforeseen or unpleasant
situations with customers. These role plays help to get some experience and routine in the customer
interaction and have the side effect to promote the team spirit.
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2.4 Step 3: Launching the boat

2.4.1 Overview / Profitability compass

STEP 3/ RESIDENT BOATERS: LAUNCHING THE BOAT

Information / booking / Self-launching by the Craning / lifting
permission slipway
CUSTOMER ACTIONS
1 Collect information / select | 1 Transport boat from winter | §  Organise / carry out transport of
launching option storage to the slipway boat from winter storage to 8
1 Obtain permission to use / ac- | 1 Self-launch boat by using the crane / lift ‘_”,
cess to slipway slipway 1 Make use of craning / lifting g
1  Book launching service with boat | 1 Leave the trailer on the marina service for launching boat m
crane / lift area (if desired / possible) 1 Leave the trailer on the marina | ©
1 Pay for the launching facilities / area (if desired / possible)
% service to be used
< Line of external interaction
'_
|U’_. CONTACT EMPLOYEE i FRONT-STAGE ACTIONS
% 1 Inform the resident boaters on | 1 Open the slipway for the cus- @ §  Carry out the transport
E launching options in the marina tomer and supervise the pro- | 1  Carry out the lifting / craning
or nearby cess
1 Give access / permission to use | 1 Assist or even carry out the
the slipway slipping, if desired
1  Fix the date / timeslot for craning
/ lifting
1 Request / receive payment for
use of launching facilities / ser- %
vices and issue a receipt / con- X
firmation ;Z>
Line of visibility %
CONTACT EMPLOYEE i BACK-STAGE ACTIONS %
N % 1 Check available time slots for | 1 Prepare and maintain the | § Organise transport means :f'
2 |<£ craning / lifting slipway 1  Prepare and maintain the lifting %
m v | 1 Register allotted timeslot 1 Prepare and allot parking for / craning equipment
1  Register the payment the trailer
Line of internal interaction
oo OTHER EMPLOYEES / MANAGEMENT i SUPPORTING ACTIONS AND PROCESSES
(]
% 8 (L}J) I  Selecting and designing the launching infrastructure to be offered
& g CLG 1 Internal organisation and preparation of the launching process
(:,; Z O | 1 Define the pricing system for launching of resident boats
Step 3 / Resident Boaters: Launching the boat > PROFITABILITY COMPASS
Information / booking / Self-launching by the Craning / lifting
E permission slipway o2
|
3] §: Satisfying 4 4 4 4 4] Satisfying 444 4 Satisfying 4 44 8 =
<Z( ~ | customers customers customers I )<>
= =
> LWL > 2
WO | Generating Generating = Generating @o
W | revenues revenues revenues =
® oy e
2  optimising oo Optimising Optimising af el -
costs costs costs

[@®@®®®); cnerally rather high relevance, i mostly rather high relevance, i very greatly
varying relevance, L L Ielelely; mostly rather low relevance, L ]elelelel}, generally rather low relevance
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2.4.2 Customer actions

In the Baltic Sea Region, leisure boats are usually stored at land during winter time because of the climat-
ic conditions. Every year, therefore, the boating season starts for the resident boaters with launching
their boats. The most common time for putting the boat into the water is April / May / June, with a concen-
tration on just a few weekends or public holidays.

The boaters may launch the boat either themselves by using trailer and slipway or with professional assis-
tance by using craning / lifting services, depending on available facilities and services, size of the boat or
own skills. The launching may take place either in their home marina, in the place of the winter storage (if
different from the home marina) or at another marina that provides the necessary facilities (e.g. if they are
better or cheaper than in the other places).

In more detail, the process of launching the boat involves the following for the resident boaters:

f Collecting information about available launching services and facilities, thereby selecting the appro-
priate or preferred option (e.g. self-launching via slipway, using craning / lifting services).

Obtaining the permission and getting access to use the slipway.
Booking a launching service (e.g. crane, travel lift) and make an appointment for it.

Paying for the launching facilities / services to be used.

= =4 =4 =4

Transporting the boat from the winter storage themselves and then self-launching it by using the
slipway. The latter may be carried out either with or without help from marina employees.

f Letting the boat be transported from the winter storage to the crane / lift with outside assistance
and then making use of the craning / lifting service for launching boat, either while being present
on the spot or being absent.

ek better marina . . . .
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2.4.3 Interactions between contact employee and customer

E information / Booking / Permission

What matters for the customers?

Vv

< <<

<

Vv

Being consulted and guided towards the launching option that fits to the individual needs (e.g. size
and weight of the boat) and wishes (assistance / no assistance).

Reliable and up-to-date information on options where and how to launch the boat.

Receiving all information and explanations necessary to prepare for the launching, including con-
tact persons / responsible staff for the launching.

Getting a timeslot for being craned or using the slipway that fits to often very specific personal
needs (e.g. a certain weekend in May), also at short notice.

Certainty that the chosen / booked service / facility will be available as envisaged, especially with-
out much waiting times.

That the (additional) costs for launching are not disproportionally high.

How to serve boaters efficiently:

@ Launching the boat may in many cases not be the most significant source of revenues for the marina

operator, especially if only basic facilities and services are provided. Still, the issue should be taken
serious by the operator. It is an inevitable and periodic process that repeats every year and that
marks each time a little bit of a challenge for the resident boater. If a marina is known for enabling
smooth launching this can be a clear asset from the customer perspective.

@ Boaters usually check launching options available in their home marina first as they may be most

convenient to use. They may therefore get in touch with the marina operator of the home marina in
this context, no matter if the marina offers related services and facilities or not. It creates no
disappointment if operators are not able to offer the desired services themselves. But it may be per-
ceived as bad service if the contact employee is not able to guide the customer to appropriate
places and service providers. So it is advisable to prepare the contact employee for this situation and
to have relevant contact information or pricing information of other providers at hand. Active support
in contacting another marina may be perceived as good service quality. Cooperation agree-
ments with other providers that ensure special prices for own residents may even be considered as
very good service.

@ Especially for resident boaters who live far away, the launching can be a time consuming issue as

they have to come to the marina and / or transport their boat to it. They may therefore have a very
clear wish concerning the date of launching (e.g. need to take personal holiday or do it on public
holidays). Fulfilling it is very important for satisfying the customer. However, as they have the pos-
sibility to stay overnight in their boat they usually have some flexibility regarding the time of the day
they are served. This scope can be used by the operator to deliver even if the desired day is already
overcrowded. Propose an unusual time rather than a new date. Consider prolonging your service
time of craning / lifting rather than not complying with the customer wishes.

@ Investing in proper planning and organisation of the launching services may pay back with keep-

ing the efforts and costs for implementation as low as possible. The problem is that demand is very
uneven throughout the year. It has dramatic peaks that usually concentrate on only a few week-
ends and public holiday in April / May / June, which are usually described by marina operators as
Afth busi est time of the yearo. At the same ti

furthermore should have some experience. In the peak times the task may occupy the whole staff of
a marina or may make it necessary to hire additional staff. Aspects to focus on / possible measures
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in terms of planning and organisation are:

i Define time slots in which you give priority to launching and keep other tasks in the marina at
a minimum. This may enable to use the permanent staff for carrying out the launching even in
the peak time and prevent costs for hiring additional staff.

Y Motivate your resident boaters to articulate their demands and to define their preferred
launching dates as soon as possible. This gives you more time to reallocate your own re-
sources in consideration of demand peaks. But it may also give you the opportunity to level out
the peaks a bit. Redirecting customers to other dates may be easier accepted and possible in
many cases when asking for it well in advance.

 Set up a simple documentation system that gives you an overview on the requests. So you
can process the information directly into a proper planning for the use of facilities and staff allo-
cation. A side effect is that such documentation can help to avoid e.g. overbooking, queuing or
forgetting appointments, therefore improving the service quality.

@ If you offer launching services, make your residents use them as much as possible. They are the
target group that can be reached easiest. Contact employees may be instructed to offer them to the
residents whenever there is a proper occasion for this.

Additional customers may be acquired among residents of neighbouring marinas as well as

guest boaters. Attracting the latter has the special advantage that they use the facilities and service

at other times of the year than residents, i

@ Consider generating revenues also with your slipway but keep an eye on a proper balance be-
tween your risks / efforts and gains. Charging fees from own resident boater may appear inappropri-
ate. The slipway is considered basic infrastructure that should be included in the rent. Charging ex-
ternal users may be acceptable and understandable for customers. If doing so, however, it is nec-
essary to find a mechanism that requires these customers to contact and pay the fee before using
the slipway (e.g. a chain that can be opened only with the key of the operator or the key of the resi-
dent boaters). Monitoring the use of the slipway permanently and collecting the charges at the slip-
way may already be too much effort considering that the charges to be taken may be rather low.

E Self-launching by the slipway

What matters for the customers?

That the slipway is available and in proper shape when needing it.

Short waiting times.

Clear course and order of launching.

Sufficient and easily accessible space for queuing before launching the boat on busy days.
Experienced assistance on stand-by / available nearby, in case of problems.

Sufficient and safe parking space for car / trailer combinations on the marina area.

< <K<K

How to serve boaters efficiently:

@The slipway is a basic infrastructure that does not generate (much) additional revenues when
being used for self-launching by the resident boaters. It is therefore very important for the operators
to keep related efforts and costs low.

It is not necessary to have dedicated employees that take care of and supervise the activities on
the slipway permanently. Boaters are quite independent and mostly also experienced in slipping their
boat. Problems in this course do usually not occur very often.

@ An exception may be the peak times (weekends in May / April / June). The issues to deal with then
may be to organise the queuing before the launching or leave of trailers afterwards rather than to
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assist in the launching. It may therefore be enough to provide unqualified (additional) staff.

@ Trouble shooting may create more efforts than preventing difficulties. It may therefore be a good

investments to advice especially the inexperienced boaters how to queue, launch and leave the trail-
er beforehand.

Queuing and waiting times are hard to avoid but acceptable for customers during peak times.
Allotting time slots for using the slipway and making appointments that prevents this would require
considerable efforts. They can hardly be balanced with fees that may be considered moderate and
adequate. The fact that self-launching by the slipways is usually free of charge for the resident boat-
ers, however, should create some tolerance for queuing and waiting on the side of the customers
that allows refraining from such sophisticated organisation.

@ Queuing is accepted by customers but chaotic queuing may still create discomfort and frustration

that should be avoided. Keep in mind that queuing needs space and consider providing dedicated,
additional queuing areas in the peak times. They may also help to prevent that the queue gets con-
fusing so that the order is not kept properly, by accident or on purpose, which is another source of
frustration of boaters.

E craning/ Lifting

What matters for the customers?

<<<< <<

Adequate infrastructure and qualified employees to safely transport and launch the boat.

A smooth process, especially that the time slot for the craning / lifting is kept and the ordered ser-
vice is delivered as agreed and desired.

That own efforts and involvement are kept to a minimum.

Craning without presence of the boater, as a specific further option.

Adequate and moderate pricing but not necessarily getting a bargain.

How to serve boaters efficiently:

@ Craning / lifting is a high-end service that requires sophisticated equipment as well as considera-

ble staff effort. It implies high costs for the operators but may also justify considerable fees and
therefore generate quite a lot of revenues for a marina.

As the cost level for craning / lifted is rather high, the customers are usually sensitive with regard
to the service quality rather than with regard to costs. The operator has to pay special attention to
offer it in a smooth, comfortable and safe way and whenever it is needed at short notice. This may
include also to at least optionally offering the lifting / craning without or with very little involvement of
the owner.

@ Unpleasant launching / craning experiences can create a lot of frustration on the side of the cus-

tomer. This should be avoided as it is a memorable process and a popular topic for chats among the
resident boaters. Examples of critical issues: Long waiting times for craning services although having
made an appointment is already a serious shortcoming. Not keeping or forgetting a launching ap-
pointment is a no go, especially if the resident boater lives far way.

Qualified and experienced staff is imperative for providing craning / lifting. Keep in mind that you
move usually boats that have a rather high value. Any damage may have tremendous financial con-
sequences for owner and operator i and both the owner and the operator therefore very much inter-
ested in avoiding them. Inexperienced and unqualified staff bears extra risks which should and can
be avoided. Not only if there is damage but already if there is the slightest impression of insecurity or
lack of safety may be regarded as shortcoming service quality.

@ Personnel costs are a considerable cost factor for the operator. But it should be optimised only,
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where it is possible without deteriorating the service quality that is so much in focus.

2.4.4 Supporting actions and processes

Tailoring the launching infrastructure and services

How to contribute to efficiency and profitability:

@ Launching infrastructure and services can be very expensive, both in terms of purchase / estab-
lishing and maintaining. It is therefore crucial to orientate their outline on the concrete demand
and revenue potentials of the marina(s) that they should serve.

Tailor your facilities and services towards your core customers. Those are first of all to be found
among your resident boaters. Their needs should be considered in any case, as they are the cus-
tomers that expect to be served and have been acquired in the easiest way. Offering extensive and
various launching facilities but none for the majority of the own residents would be a major economic
shortcoming and also make a somehow strange impression for them.

On top of that, facilities can also go beyond the demands of the own resident boaters and be made
for attracting boaters from nearby marinas. In this case, analyse what is needed or missing in
your boatingareaand try to find an fAunique selling ac
structure that e.g. can serve the majority but enables better service quality (e.g. more safety, faster
launching) or that supplies a specific group not properly served yet.

@ It is essential that the offered services are profitable under consideration of investment costs, per-
sonnel costs, and maintenance and will pay off over the years. Although prospects are usually fine
for launching equipment and services, there are certain risks because of the high investment and
staff costs. Minimising it suggests to always consider the cheaper option, yet not necessarily to
choose it. The market is limited and there are competitors. So you may have to convince with ser-
vice quality. Do not go beyond minimum standards and orient also on the services and equipment of
your competitors.

Adequate pricing of launching for resident boaters

How to contribute to efficiency and profitability:

@ The prices need to be determined in a way that the launching infrastructure pays off in the long run

(e.g. 20 years) and related maintenance and staff costs can be covered. Prices for craning that en-
sure this can usually be achieved on the market. The service is rather high-end and the customers
not very price sensitive, because service quality counts most for them.
Usually, different options and service providers are available for a boater, in smaller or larger dis-
tance to their home marina. When searching for a price level that can attract customers, therefore,
not only the services inside the own marina have to be considered, but also those of other launching
providers nearby that have to be seen as direct competitive environment. This suggests taking the
prices of comparable services nearby as a basic orientation. Deviating too much may scare off
customers, even though the own resident boaters usually consider the services in the home marina
as the easiest and first option of launching.

@The fact that launching is a must suggests considering carefully if t he Al ow eseld-c
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launching via the slipway) should imply any extra costs for your resident boaters. Also the other
options should not be disproportionate to the rent and service fees of the marina. This may create an
impression of dubious business practices.

Theiadj usting screwso f or goutroktheaiven potentiasoareanot onty the
price level of the fees but also the use rate / frequency of the facilities and services. It may there-
fore be possible to reduce prices for own resident boaters and become even more attractive for them
if external customers can be attracted in a larger scale.

2.4.5 Practices and tips

E Examples: Influencing and directing the launching activities of resident boaters

3

In order to direct the lunching activities time-wise, many marinas organise so-called i s e a s 0 n-
i ng o eattheweaskends / public holidays in May / June. The joint launching of the boats is their
occasion and central element. It is accompanied by some socialising opportunities and special offers
(music, food etc.). Those represent incentives for the residents to visit the marina and launch their
boats when they take place. The atmosphere of the events motivates furthermore to mutual help and
keeps away the stress and tension from the launching activities. Another positive side effect is that
they contribute to the feeling of bppieaated y esident
boaters.

Some marinas approach their residents pro-actively concerning the launching services and dates
instead of waiting for being contacted by them, as this proved often to happen at short notice other-
wise. Usually they connect discussing the issue with the contract negotiations / prolongations. Those
take place in due time before the start of the season. Re-directing the costumers to launching dates
that are favourable for the operator is easier at this point.

There are cases in which marinas define obligatory time spans in which the boats of residents
have to be launched (e.g. 1 April i 31 May). They are announced at the information boards or in
mailings to the customers or even fixed in the rental agreements, in order to enhance commitment to
them.

Other marinas use rental agreements with resident boaters to sell the own launching services.
The most extreménchessvar mafiiamdaso that mak e
package. A softer and more common form of such cross-marketing is to integrate them into optional
service packages that extend the basic contract and combine t hem wi t hto-loa \heed
(e.g. winter storage, WiFi).

However, the most common approach among marinas is still to offer launching services only
separatelyandon a st rpgercuts efiop abyas i s

Charging the use of the slipway for self-launching can be found only in some marinas, and if then
mostly for external boaters that do not have a permanent berth in the port. However, the common
case is rather that the use is free of charge, at least for own residents.

E Tip: Does it need own launching facilities and services?

The current situation along the southern Baltic rim is that not all marinas offer launching facilities and
services. Slipways are rather common even in small marinas and widely spread. Serviced cranes or
travel lifts are provided only in a number of mostly larger or specialised marinas that are quite well dis-
tributed. Together, they create a rather dense network that can cope with the demand and ensures
availability for more or less all marinas nearby.

Using facilities and services in other marinas, therefore, is quite common and usual for the boaters but
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does not create too much efforts and discomfort. They may therefore not perceive it as disadvantage if a

marina has no own facilities and offers. Proper guidance in finding appropriate places and service pro-

viders for launching the boat as well as cooperation in this matter with other marinas and service pro-
viders, therefore, may be a very proper alternative to purchasing and providing expensive own infra-
structure and services:

Under certain circumstances, however, it can still make sense and be of befit for marinas to invest into

the issue and to provide them. For example:

f The ambition of being perceived and accepted as a full service marina by the customers and / or
certification systems. This may require most probably launching services like cranes or lifts. The
economic calculus behind is that necessary, quite considerable investment and maintenance costs
may pay back: The superior service quality may attract further customers as well as it can justify
higher fees from the residents.

 The intention to attract resident boaters with larger yachts. They can be ver
customers in terms of revenues both from harbour dues but also of other services / amenities pro-
vided in the marina as they are usually wealthy. Large yachts can hardly be launched via slipways.
Furthermore, their owners are usually also very much interested that the boat gets into the water in a
safe way and without any damage because of their high values. Proper cranes and lifts can therefore
be decisive criteria for them to select their home port. But providing launching services for them im-
plies also even higher investment costs, as launching large boats in a safe way requires large, so-
phisticated and non-standard cranes / lifts, too.

I Optimising the use of the own winter storage. The launching services and facilities may attract
customers that have their berth in other marinas, especially if they do not offer launching / hauling
out and / or winter storage. The competitive advantage of a marina that offers both winter storage
and launching / hauling out services at the same place is that this saves additional costs for landside
transport. Those can be considerable already for medium-sized boats that cannot be transported
over lands with car trailers. The efforts for hauling the vessel from the home marina to the launching
place, even over a longer distance, are always lower.

f To make the provision of launching (and hauling out) services itself an additional profit centre
and source of revenues for the marina. Craning creates a steady income for the operator as most
boaters get their boats out and into the water every year. If there are enough boats and not a too big
competition among marinas with cranes, it usually is a good business for a marina operator. Offering
sophisticated facilities and services, therefore, goes usually hand in hand with going beyond the own
residents as the target groups but to focus also on serving residents of neighbouring marinas and /
or guest boaters. But very large marinas may be able to re-finance costs for purchasing and main-
taining the infrastructure also without external customers.

To sum up, it can be stated that offering launching facilities and especially launching services need

careful consideration from an economy point of view. They may imply considerable investment and

mai nt enance cost so that the pure idea of Aipl e

providing them. A proper analysis and a clear idea how to generate extra revenues with them in the spe-

cific marina before deciding to offer them should be imperative.

Own launching services like craning / liftingaref ar fr om being an undifsgiu

nas. But here may still be potentials and niches for additional offers especially in the New Member

States with their growing boating markets. Slipways, on the other hand, can be considered as kind of a

minimum standard for a marina that wants to attract resident boaters if no crane or lift is in place. They

are rather cheap and simple to construct and maintain, ensure self-launching and can even be used for

kind of Al ow endo | aunching services iif using e
the water.
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2.5 Step 4: Coming into the marina from landside

2.5.1 Overview / Profitability compass
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STEP 4 / RESIDENT BOATERS: COMING INTO MARINA FROM LANDSIDE
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2.5.2 Customer actions

For resident boaters, the landsite is the usual direction from which they get into their home marina and to
their boat. Almost all resident boaters travel to the marina by car as they often carry equipment, food, tools
etc. that would be too heavy for other transport means. Other transport means (e.g. public transport or
bicycle) may be relevant only if boaters live very close to the marina.

The arrival of resident boaters is a regular and periodic event as they usually stay only part time on their
boats. The boaters can arrive anytime but peaks are to be found (e.g. Friday evening, evening before
public holidays, start of longer school holidays).

In more detail, the process of coming into the marina from landside involves the following for the resident

boaters:

§ Travel and arrive to the marina from the place of residence most likely by car, possibly also by other
transport means like bicycle or public transport.

Y Access and enter the marina area. If it is a closed and protected territory this may require using e.g.
a key or key-card to open the gates.

f Park and leave the car or the other transport means that were used close to the boat, if possible on
the marina area.

Y Embark to the boat via the pier, if available / existing / required with the help of assisting infrastruc-
ture / equipment like e.g. stairways.

Y Load the boat for the stay or the trip, if available / existing with the help of assisting infrastructure /
equipment like wheelbarrows or stairways for embarkation of car and loading of boat.

f Pick up the latest news on the situation in the marina. This may involve to look at information

boards that display written information for resident boaters or to get in contact with marina employees
in order to ask for or induce an oral update on relevant issues.
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2.5.3 Interactions between contact employee and customer

E Arrival / Access / Parking

What matters for the customers?

< <K<K

Access to the marina anytime and without the need to personally contact the marina staff.
Easily reaching the marina and accessing the marina area and car parks.

Reliable access tools and proper guidance how to use them.

Receiving help from marina employees in case it is needed.

Finding parking slots easily and close to the boat.

Being sure that the car is parked safely.

How to serve boaters efficiently:

@The arrival to the marina by car is a field that boaters attach a lot of attention to. Especially for

resident boaters it is a central aspect for the attractiveness of a marina. Operators should there-
fore also pay sufficient attention to this issue, no matter if they provide the car parks themselves or
the resident boaters use car park on external territory (e.g. in public space).

@ When operators do not or cannot provide parking themselves they should not leave the issue entirely

to its customers but at least assist them. This may imply e.g. formally cooperating with or provid-
ing the contact to the closest public car park. Often this is done in city marinas with only little
available space.

The keys to satisfying service quality are only to a small part to be found in the operational handling
(e.g. redirecting cars in case of inefficient use of the available parking space). Much more relevant is
a proper design of the parking infrastructure if provided by the operator as well as a proper co-
operation with e.g. the municipality in this issue if the marina area is too small to provide own car
parks. This may solve (or create) most of the problems and discomforts that may occur. The resident
boaters want first of all to park their cars as close to the boats as possible and have short ways for
loading their boats.

@At operational level, the operator should ensure efficient management of the parking space and

situation. It is crucial to safeguard that the customers will not chaotically park their cars in or around
the marina. Such situation can block important access ways to the boats and lead to use scarce
parking space in an inefficient way. Both will create frustrations and eventually complaints of the cus-
tomers if they are directly affected. Also competition between resident boaters and other guests of
the marina for parking slots should be avoided, with priority given to the resident boaters.

Car parks can generate more or less considerable revenues if an adequate pricing system is in
place. Frame setting is first of all the local situation like the marina size, the number of boaters com-
ing by car or the available space in the marina surroundings for parking cars. For example a city ma-
rina with little car parking space in the surrounding will have good arguments to charging fees for the
car park on its own territory i namely that there are no alternatives. If customers are used to park
their car for free on the side of the road or at another place not far away from the marina, however, it
will be difficult to convince them to pay money for it. The operator in this case needs a clear asset of
its facilities like newly built car parks, a bar that prevents external cars to enter / blocks the car park
or a security firm guarding the cars.

@ Problems of customers with the access to the marina area are rather difficult to be solved with

a responsive approach, because resident boaters arrive very often outside the service hours. A
24 | 7 emergency hotline can of course be an effective tool but means a lot of effort and probably al-
S0 costs, so that only larger marinas may be able to effort it, if at all. Smaller marinas may rather fo-
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cus on preventive measures, e.g. to have reliable mechanisms for autonomous access and to
check them regularly or even to refrain from closing the marina area generally or temporarily (e.g.
when night time arrival of many residents can be expected).

E Embarking / Loading

What matters for the customers?

\%
Vv
\%
\%

Comfortably transferring belongings from the car to the boat without much physical effort.
Safely and easily embarking and loading their stuff from the bridge to the boat.

Helpful facilitating devices that are in a good shape.

Receiving personal help for embarkation and loading when required or desired.

How to serve boaters efficiently:

@ The proper assistance of loading activities requires usually only small services and simple devic-

es, even if longer distances need to be covered. They do not imply much use of staff resources or
investments costs.

@ Satisfying customers can be achieved without much economic risks and planning efforts:

I Personal assistance of loading is a rather rare demand and can be provided ad hoc by regular
employees, usually. Fees that cover the costs may be achieved without problems.

I Devices like wheelbarrows are cheap in terms of purchase and maintenance but deliver al-
ready a satisfying service standard. They can simply by stored and offered outside and in central
places. Charges can be obtained by simple mechanisms that require unlocking them with coins
(i.e. like shopping trolleys).

@ In terms of facilitating devices, it is very important for the operators to ensure that the provided

services match the needs and requirements of the customers. It is very easy to find comfortable
and fancy solutions that may imply considerable costs and also some revenues but very often ques-
tionable if they are really needed. So it may be advisable to employee a demand-driven approach
to them in a consequent way. Start e.g. from customers complaints and wishes when selecting
what you want to offer and not from catalogues of manufacturers.

@ An easy but still effective way to facilitate the embarkation of customers and loading of belongings

from the bridge to the boat is to allow resident boaters to use their own devices. Such opportuni-
ty is usually also appreciated by the resident boaters as it enable them to select the form of assis-
tance that suits best to their wishes. For the operator, it may be a bit problematic, however, in so far
as the connected individualisation on berths may slightly deteriorate the appearance of the marina
and require checks in order to ensure safety. The efforts and costs are very limited but there are also
no revenues to compensate them.

@ To provide more sophisticated devices (e.g. finger piers) may be worth to be considered especially

because they can justify higher prices for the berths. But here the operator should be very sure
about the willingness of customers to pay extra for them, because the investments costs are high.
An intermediate step to find out could be to install these facilitating services only in few berths first
and test the demand before making larger investments.
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E information updates for residents

What matters for the customers?

< <K<K

Being informed about the latest and most relevant marina news.

Comprehensive and reliable updates by the operator.

That the information is displayed in written form at a well accessible place.

The possibility to contact marina employees on the issues in addition, if desired or necessary.
The opportunity to inform and contact fellow boater if there is a demand (e.g. if a boaters want to
buy or sell a boat).

How to serve boaters efficiently:

@ Displaying information in a proper way is an important element of service quality for the resident

boaters. The task should be taken serious although it may appear as trivial. Customers can quite
easily be irritated when they find chaotic, outdated or incomplete information displays in mari-
nas as they are usually used to proper offers with this regard from other marinas. Putting efforts in
maintaining and updating it properly is imperative. The design and shape of information displays is
secondary as the expectations of the resident boaters are low with this regard.

@A simple information board for displaying up-to-date information on paper is the minimum

standard. Even if the operator has very much personal contact with the resident boaters it is still
necessary because of the fact the residents may arrive outside the office hours. At the same time it
is an effective tool as it allows providing all important information that may be relevant. Also it is an
efficient way of displaying information as original documents can be used without editorial adjust-
ments. On top of that, it is usually very much liked and desired by resident boaters as they are used
to it over years. To sum up: Actually, it does not need more than this for informing resident boaters
conveniently and up to their expectations.

@ Supplying the customers with latest information during chat with them in case of an accidental

personal meeting for a short update should also be considered a must. It is an opportunity to deliv-
er important information and especially customer specific information with very little effort. Further-
more, the customers expect that the marina operator takes care of them. Not complying with this
standard may at least surprise the customers and for sure irritate them if transmitting important news
would be missed.

@ Boaters are also very keen to communicate among each other via information boards that al-

low them to display own information (e.g. if they want to sell or buy a boat). It is apparently kind of a
distinctive and constituting feature of a fAm
that also implies not much costs and efforts. It may be possible to use the same board for operator-
to-boater information and boater-to-boater information. The only form of maintenance that the latter
requires from the operators is to clear it from time to time.

2.5.4 Supporting actions and processes

Providing proper car parks

How to contribute to efficiency and profitability:

@ Car parks can be arranged properly either on the territory of the marina and by the operator or

in the vicinity of it. In the latter case they will most likely be realised and offered in cooperation with
the municipality or an external land owner / tenants and / or service provider.

n {& better marina . . . .
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@ Carparksareafimust haveo i.Bitstdl & makessense toestick a strictly commercial

and pragmatic approach when planning and designing them. Car parks can generate revenues
and this potential should be used as much as possible. If the operators charge money they should
pay attention to give them a proper shape and invest into these aspects.

A lot of decisive features that determine the attractiveness of car parks for resident boaters but also
most of the possible shortcomings, root in the planning and construction phase of the marina
and are difficult to be changed later on (e.g. if there is enough space for car parks).

A problem of attractive car parks is that they can also prevent increasing the turnover of a marina.
The reason is that they are provided at locations close to the berths that may be also attractive for
providing services with even higher revenue potentials for the operator (e.g. restaurant or hotel).
Parking is an important part and service in a marina but a little bit of concessions in terms of the
service quality may not harm the satisfaction of resident boaters too much. Whenever the ideal
area can be used for create something with more revenue potentials the operator should seriously
take the chance to do so and go for the second best option for the car park.

@ The parking should be located as close as possible to the piers. The boaters do not want to carry

their equipment for a longer distance. If larger areas close to the berths are not available, however, a
measure to still serve this requirement is to offer short time parking slots that are to be used for load-
ing / unloading only.

Ensure also that there are no barriers on the way from the berths to the car park, hindering the
access with e.g. a wheel-barrow from the cars to the boats.

@ Provide sufficient capacities. Competition for parking slots is very unpleasant especially for resi-

dent boaters as they may then be confronted with this situation regularly. The weekend is usually the
busiest time concerning the parking situation and the average. Keep in mind not only your residents
but also other persons like tourists visiting the marina or guests from the resident boaters who may
come to the marina with their car when planning the capacities.

The operator should make the car parks as safe as possible by constructive means, so that
guarding them can be reduced to a minimum. Most important is a clear separation from the areas
accessible by car for the general public, e.g. by a gate, bar or fence. A welcome side effect it that
this may also prevent competition for slots between the resident boaters and others user of the car
park that should be minimised.

2.5.5 Practices and tips

E Examples: Access systems and parking provision

)

(OO

City marinas with usually only little available space cooperate very often formally with the municipal-
ity or provide at least contact to the closest public car park to their customers.

When the car parks are far from being fully occupied, responsive removal of obstacles proved
to be the most efficient way to deal with problems and complaints as cases are rare.

In the peak times of parking (during high season, at weekends, in case of events etc.) when prob-
lems are much more likely, some large marinas or marinas with very scarce place for leaving the car
consider preventing more efficient than reacting to problems and complaints. They allocate mostly
extra staff to manage the parking situation, e.g. pupils as they are cheap but capable to manage
the situation. Their task is to regularly check the parking situation and take pro-active actions (e.g.
removing cars immediately, directing the arriving cars to vacant slots through guides / persons or
placing signs or opening / closing certain areas step-by-step).
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3 Concerning how and what to charge for a car park operators found very different and individual
solutions. Some have one car park included in the regular fees for residents others charge it general-
ly extra and on demand. Additional places can also be booked and are charged extra.

3 Many marinas provide and dedicate areas in which the cars of the residents can be parked in the
most attractive parts of their car parks, especially if the overall capacities are rather scarce. The
marina in Heiligenhafen offers the possibility to rent one specific car park reserved for the customers
especially close to the piers for an extra fee.

3 There are operators that make a good and steady income from the parking fees. Renting the car
parks weekly for e.g. charter boat users or for the day or a couple of hours for day guests is used to
further differentiate the prices and generate even more income. The income can be calculated as
steady flow so that they are able to pay off the investment costs of building the car park in the fore-
seeable future.

3 Some marinas minimise the risks of faults and problems while accessing their usually closed
and protected territory and troubleshooting efforts by opening it e.g. time-wise (e.g. car park and
gate are open longer when night time arrival of many residents can be expected or even the whole
night) or partly (e.g. opening one gate only that allows persons to enter and get to their boat for
overnight stay, whereas the care stays outside overnight).

E Tip: Welcome your residents to their leisure time

It is well proven that product placement in the event of positive feelings can very effectively improve the
image of the product and therefore contribute a lot to customer retention. The arrival of the resident
boater in the marina is an occasion for marina operators to make use of this phenomenon for their own
purposes. Coming into the marina is a moment of happiness for the boaters. It marks to step out of the
daily routine, turn the attention to their hobby and joining the i mar i naun t b yn, the <c
they usually appreciate a lot. With very little efforts and by taking small measures it can be used for ef-
fective marketing:
I Place signs and boards to the landside entrance of your marina that display the logo and name
of your marina. This will attach the marina and the name of the operator to positive emotions while
arriving and looking forward to the stay on the boat.

I Add a positive messaget o t he boar d. A simple fAwel comeon-
forcethe feeling to arrm-ve in the fAmarina co
munityo and make the ;
sublime way.

Y Keep an eye on providing a pleasant _ :

(e.g. fancy design, proper lightning etc.) and | Waterland sy
clean entrance area and car park. This is to i i |
- ) - WATERLAND YACHT CHARTER b5
ensure that the positive feelings are not over- . B WATERLAND SAILTRAINING
shadowed by a bad impression or anger. = =5 il
1 Consider to set up a number of signs and | Landside _welcome B b

o . boards in Monnickendam RESTAURANT DS OUWE Bauwe
place them in intervals along the main ac- (righty and  Naarden | ™ mcco:z:;m
cess roads. This may intensify the happy an- | (above). . ZEUSCHOOL WATERLAND

ticipation of finally arriving in the marina.
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2.6 Step 5: Using summer services in marina

2.6.1 Overview / Profitability compass
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STEP 5/ RESIDENT BOATERS: USING SUMMER SERVICES IN MARINA
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2.6.2 Customer actions

During the summer boating season resident boaters will use all kinds of services that are provided in their

fifhome marinado. Before it comes to the actual usage of
themselves about the terms of use and payment and other formalities. For the basic ones and / or most

important ones for the customer, this is usually done already with conclusion of the contract.

From the perspective of the resident boater, the summer services used in a marina can be divided into
three groups with reference to terms of use and payment conditions defined by the operator:

Y Naturally the resident boater will make use of the basic services in the marina (e.g. water and elec-
tricity at the berth, toilets and washroom or otherprovi ded i nfrastructure | ike the
or a barbecue spot). Their provision by the marina operator is usually included in yearly berth fee.
Relevant access tools are usually picked up already when concluding the contract.

Y Pay-per-use services are accounted separately and in addition to the harbour dues. They can be
either provided for the boaters (e.g. shower, Wi-Fi access, washing machine) or for the boats (e.g.
petrol station, repair services, bilge pump). These pay-per-use services will in most cases be provided
by the marina operator, but sometimes also by external providers. Booking and payment requires ex-
tra interaction / contact with marina staff respectively staff of the provider.

1 Furthermore the resident boaters might make use of the amenities that make the stay in the marina
more comfortable. These amenities like chandlery, restaurant, supermarkets or accommodation are
provided and accounted either from the marina operator as part of his service-portfolio or from an ex-
ternal service provider. They may not be directly connected to staying with the boat in the marina and
that may go beyond fApuredo boating. Booking and- paymen
rina staff respectively staff of the provider, too.
The list does not claim to be complete or generally valid but gives and overview and orientation on which
services for resident boaters are usually assigned to each of these categories:

SERVICES FOR RESIDENT BOATERS
Basic services (usually free of charge or integrated into resident boater harbour dues)

1  Electricity at the berth 1  Toilets / washrooms 1 Information displayed in ~ §  Harbourmaster / marina
1 Drinking / fresh water 1  Washing-up area marina / marina office office
at the berth 1T Childrends pl (e.g. weather forecast9 1 Infrastructure supporting
1  Place for barbeque landing and mooring
Pay-per-use services (are usually accounted separately and have to be paid extra)
For the resident boaters For the boats (here: summer and winter services)
M Showers 1  Wi-Fi access 1  Petrol station 1  Waste management /
1 Washing machine 1  Parking 1  Repair service (e.g. recycling
1 Laundry dryer 1  Baggage transport motor, sail) 1  Crane/ travel lift
1 Oil/bilge pump 1  Slipway
1  Septic dump 1  Boat cleaning site
1  High pressure cleaner
1  Winter storage
Amenities beyond boating (operated directly in the marina or from external providers)
f  Charter service f Bar T Meeting room T Accommodation
1  Chandlery 1 Restaurant 1 Library 1  Camp site
1  Yacht brokerage 1  Supermarket 1  Public internet access 1  Trailer spaces
1  Yachting school 1  Shops 1 Bicycle/ car rental 1  Sauna/wellness
1  Fishing T Kiosk 1  Boxes for locking 1  Beach access/ sun-
1  Water sports 1 Catering equipment bathing area
1 Events 1  Shuttle service 1  Swimming pool

1  Bread and bakery service
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2.6.3 Interactions between contact employee and customer

E Basic summer services

What matters for the customers?

< <<

Having access to the basic services that are provided in the marina whenever needed.
Well-functioning facilities and adequate capacities.

Good quality and especially proper cleanliness and maintenance.

Using the services without being bothered with details, with easy-to-use access tools and gen-
eral information provided by the operator without asking for it.

Transparent information and accounting of services that have limitations with regard to using
them (e.g. amounts for consumption of electricity or water).

How to serve boaters efficiently:

@ Resident boaters expect to find the basic summer services in their marina. The operator should

make sure that they are not only provided but also in a good shape. Really good quality can posi-
tively influence the image of a marina. New and clean facilities for basic services are much more im-
portant for boaters than il n i-t@hea v extbas they rarely use.

Marina operators have to decide whether they want to provide them on their own or sourced out and
in cooperation with external providers. The basic services, however, are usually not sourced out
and in most cases provided internally. Exceptions are only certain aspects connected to them,
e.g. maintenance of the service infrastructure or cleaning of washrooms. In some marinas external
companies are involved and in charge for this.

The marina operators should provide the services in a way that the customers have an easy access
(e.g. through access codes of access cards when facilities are locked) and find a sufficient number
of e.g. toilets / showers for the number of customers.

The marina operators should simplify the processing of the basic services for their employees and
prevent the need for trouble shooting as much as possible. A good way of doing so is to thoroughly
and comprehensively explaining all relevant aspects for the use by the customer already upon
contracting. This may also involve explaining and showing facilities on the spot.

The marina operators should ensure that the basic services fit to the needs both of resident boat-
ers as well as guest boaters so that synergies occur and efforts are kept to e minimum. They
should also be flexibly and promptly adapted to new market developments.

@Basic servicest hat are no fAmust impovtansforspebificttargetmmups ke a

chil drends pl avegiteplaycan rase thd atrattigeness of a marina. When the res-
ident boaters can choose between several marinas, e.g. families with children will most likely chose
marinas providing a playground.

The marina operators should ensure that staff can adequately provide information and help re-
garding the basic services, if required.
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E Pay-per-use summer services

What matters for the customers?

<< <K<K <K<K <

Thati mu st h av e onotsneludediinghe berth rent are provided with as little additional efforts
for accessing them and at a moderate price level.

An appealing scope and mixofini ce t o haw.e services

Clear, understandable and comprehensible information about the available pay-per-use services
including the prices and accounting modalities.

Efficient organisation of access and payment.

Immediately access and flexible use on demand after having paid for them.

Well-maintained and clean facilities and services.

Help and further information from marina staff / service provider when needed.

How to serve boaters efficiently:

@The operators have to decide which services for residents beyond the absolute basics they

really need in their marina. Aspects like the necessity, the profitability and the investment or
maintenance costs for the services will influence this decision. The profile that operators want to give
their marina is another important reference. Also the size of the marina and the number of resident
boaters are important as a bigger marina has other possibilities and demands on services than a
small marina.

@ The pay-per-use services that will be appreciated by resident boaters most or even expected may

be parking, showers, Wi-Fi access or a washing machine. Their provision should always be consid-
ered and regarded a fimust haveo for | arger mart

@ The marina operators should aim at providing the pay-per use services profitable or at least self-

financing. For those among them that are essential for attractiveness of the marina, however, oper-
ators may even take losses into account. Nevertheless the operators have to optimise the prices and
calculations for each of the services. Steady optimisation and knowing the prices for these services
in the surrounding marina (the customers compare the prices and will not be willing to pay much
more than average market prices) are advisable.

@ Both the necessity and the possibilities for providing very specific pay-per-use services inthe i h o r

mar i nao ase pletordtie marina location and the availability of such services in the sur-
roundings. Many services need a certain number of customers in order to be profitable. Finding
such services nearby might make a provision in the own marina unnecessary and unprofitable. A
significant number of potential users beyond the boaters in the proximity of the boaters may extend
the prospects for providing them self-financing (e.g. guest of a neighbouring camp site seeking for
laundry).

@ In order to find the best price level and service mix marina operators usually followthe it r i a

error o0 pltoftendsihard te predict if a service provision works out in a specific location. Ma-
rina operators may also orientate at neighbouring marinas in which certain services have worked out
and are appreciated by the customers also in order not to fall back behind direct competitors and to
make use of their chronological step ahead. It is furthermore important to give the services that are
provided in a marina time for development and not to give them up too soon. In the slowly changing
marina business services often need time before being accepted and used.

@ The marina operators should not only ensure a proper maintenance and a good service quality of

the services that are provided by themselves in their own marina. They should also monitor the
quality of the services that are provided externally and take steps for improvements that are pos-
sible or necessary (e.g. quitting the rental agreement of a repair service located on the marina areas
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that does not satisfy its customers and has therefore a bad reputation).

E Amenities (also beyond boating)

What matters for the customers?

V Easy access to the amenities provided in the marina and externally.
V' Proper function and service quality of the services.

V Reasonable price level for the amenities.

V Variety of amenities that increase quality of stay to choose from.

How to serve boaters efficiently:

@ The marina operators have to decide which of the amenities beyond boating they need in their

marina. Aspects like the necessity, the profitability and the investment or maintenance costs for the
services will influence their decision. The potentials of amenities should be especially considered re-
garding their potentials to generate extra incomes and also to make incomes more evenly distributes
throughout the year (e.g. by providing a hotel or restaurant).
Operators have to decide also whether desired amenities are provided by themselves or in coop-
eration with external service providers operating in the marina or in the surroundings. Also ar-
rangements with neighbouring marinas to which customers can be sent for the service provision can
be a good solution. Marina operators should check and know, therefore, where else amenities of any
kind can be found nearby before deciding if and how to provide them.

@ The marina operators should not only ensure a proper maintenance and a good service quality of
the services that are provided by themselves in their own marina. They should also monitor the
quality of the services that are provided externally and take steps for improvements that are pos-
sible or necessary (e.g. quitting the rental agreement of a repair service located on the marina areas
that does not satisfy its customers and has therefore a bad reputation).

@ The amenities cover a big variety (from small detail to huge investment). Baggage transport or res-
taurants will be certainly generally appreciated from the resident boaters but which services con-
cretely work out can hardly be generalised. However, besides the services and infrastructures
that improve the staying quality in the marina, all amenities that bring life into a marina like restau-
rants, bars, kiosks, fishery etc. can be rewarding for marina operators.

@The concrete supply with amenities has to be decided with reference to the location and the
profile the operators want to give to their marina. Also the size of the marina and the number of
resident boaters are important as a bigger marina has other possibilities and demands on services
than a small marina. Also guest boaters and other visitors should be counted in as possible user of
the amenities.

@ Both the necessity and the possibilities for providing amenities in the marina depend also a lot on the
marina location and the availability of such services in the surroundings. Many of them need a
certain number of customers in order to be profitable. Finding such services nearby might make a
provision in the own marina unnecessary and unprofitable. A significant number of potential users
beyond the boaters in the proximity of the boaters may extend the prospects for providing them self-
financing (e.g. guest of a neighbouring camp site that use the restaurant).

@ Marina operators should consider cooperating with the local municipalities and local external com-
panies whenever possible in order to offer a brought package of amenities. Such cooperation can
raise the attractiveness and profit of all involved partners.

@Also concerning amenities, mar i na operators wusually f tlinlowevtot
find the best price level and service mix in their marina. To find the fitting pieces the operators
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can ask for feedback from their customers, observe other marinas and their success, read or initiate
market analyses or try out service provision on own initiative. Operators of full service marinas might
not think twice about trying out the provision of certain amenities in order to complete their fpackageo
and keep up with the times. For the operator of a small marina related investments are more difficult
and need more careful consideration. It is also important to have a concrete plan for a certain service
and to give it a chance and to slowly further develop it. Often it needs some seasons until an amenity
is accepted and succeeds also economically.

2.6.4 Supporting actions and processes

Finding the right mix and forms of providing summer services

How to contribute to efficiency and profitability:

@ For resident boaters, the services that are provided in and around a marina form a big part of the
i ndi vi duelxpfemarinca 0 . Dependi ngeachrof theteeservicesrasdmas- ¢
pects as well as their number, quality and shape can be highly relevant for becoming or staying
a resident customer in a certain marina. Putting efforts into an appealing mix of services and
amenities, therefore, is essential for attracting customers and an important part of the product profile
and its marketing.

@ Service provision is one of the fields in which marina operators can experiment the most. And this
may be worth efforts as the service mix can create and influence the atmosphere and make the
marina special and different from other marinas and therefore more attractive for customers. It may
even compensate locational disadvantages. A special marina in a rather standard place can be more
attractive for resident boaters that keep an eye on specific amenities or a broad scope of service
than a standard marina in a special location.

@ Finding the right mix is a complex and difficult undertaking. It is important to put a lot of effort
into the planning, finding out what makes sense for the own and what does already work out in
neighbouring marinas. A good starting point may be to have or to develop a clear vision and picture
of the future development and service provision in the marina in a longer perspective. Related busi-
nesses like hotels or camp sites can be valuable sources of inspiration to look at and copy from
in this context.

@ The overall market situation or other aspects that cannot be influenced by the operator may decide
about working out or not working out of a service provision, ultimately. Marina operators should
therefore not hesitate to test new things and services but carefully calculate the risks. They have
to be flexible enough to close and change services that did not work out.

@ For the customers it is more important that and how the services are provided rather than by whom
they are provided. If they cannot be provided by the operators themselves, it is always an option to
consider if they may be delivered by external companies either in the marina or in the marina
surroundings. This may give further scope regarding offering services and especially amenities while
reducing economic risks for the operator at the same time.
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Financial calculation / Incomes from services

How to contribute to efficiency and profitability:

@ Before the introduction of a new service, operators should carefully calculate if it is affordable and
may pay back and be self-sustaining in the long run.

Important is first of all a realistic and comprehensive estimate of costs. For the necessary in-
vestments, not only the construction but also follow up costs for the maintenance of the facilities
should be considered. On top of that, costs for e.g. operation and consumptions, personnel, mainte-
nance, controlling, bank interests etc. will have to be calculated.

Also when estimating potential incomes, it is important to be realistic. The higher the investment
sum and expected running costs, the more careful and detailed the calculations should be. Try to
base them on the current situation and real-life experiences as much as possible. Forecasts have
always a risk of failure. Do not forget to consider the existing supply and the competitors. Keep in
mind especially that offers are not static but may be further developed or extended, too.

@Therefore a concrete calculation is necessary concerning general supply and demand and the
income that can be expected from the service and how much the operation, personnel costs,
maintenance, controlling and possibly credits or bank interests will cost.

@ The pricing of services is usually determined by market prices in the boating area and surrounding
marinas and may only slightly be influenced by the marina operators. Also the number of users may
be Anaturallyo |imited in one olokanoptintiseng costdisst
e.g. by synergies, more efficient process design or downsizing the service, when the results of calcu-
lations suggest that a service may be unprofitable. This is the part that can be influenced most di-
rectly and certainly by the operator.

2.6.5 Practices and tips

E Examples: Offering amenities (also beyond boating)

3 The provision of accommodation in any form directly in or around the marina has been growing
strongly in the last years. It brings additional customers and life into a marina and gives them the op-
portunity to discover the maritime flair even when they are no boaters themselves. As many marinas
are attractive places for holidays also seen from landsite it can be a good business for the operator.
Accommodation proved very good and profitable way to broaden the service package indeed and al-
so is a way to prolong the season and run the business also during the winter. The operators have
very different approaches and forms of accommaodation in their marina:

f Simply a place for guests coming with a caravan or tent and who can use the marina facilities
instead of a camp site.

§ Simple and small holiday cottages on land or floating in the marina. In this case the guests
have to use the showers in the marina. They are especially popular among family members visit-
ing resident boaters in the marina or by persons taking sailing lessons.

f More luxurious floating houses swimming in the marina, pile houses or landsite holiday cot-
tages next to the marina. They allow a unique holiday directly at the water front, which can justify
quite high pricing.

Y Hotels. For e x ampdiec hid mh a s -stars-hoteltnexato its mariaaein Bremerhaven.
Besides additional incomes, the hotel creates also synergies, as e.g. the reception can serve
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both hotel guests and boaters.

Example for providing room for caravans on the parking in Muiderzand (left) and a rather simple and basic
wooden holiday cottage in Naarden (right).

— .
Example for a floating cabin in Muiderzand (left) aiming to attract e.g. family members of resident boaters and freely
accessible for those, and a floating house in Kroslin (right) both swimming in a berth, freely manoeuvrable and officially
not counting as house as they are too small and built on a ship body.

Example for bigger floating houses (left) in Lauterbach that need a building permission and a pile house (right) inspired
by houses on the Seychelles.

3 The charter business is a growing market that can be profitable. Interesting for marina operators is
the fact that todayés charter customers are p¢

3 Operators can also organise a shuttle services that makes the boaters more mobile by driving them

N
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