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Operation model for Zulawy Loop yachts ports

Introduction

Zutawy Wislane is an area within the Vistula Delta which together with the Vistula Spit
and the Vistula Bay form a unique tourist region at the southern coast of the Baltic Sea. The
Zutawy Loop is a tourist attraction and at the same time a waterway of over 300 km that
connects the water routes of the Vistula, Martwa Wista, Szkarpawa, Wista Krdlewiecka,
Nogat, Wista Smiata, Tuga, Mottawa, Jagiellonski Canal, Elblag and Pasteka rivers and the
Polish part of the Vistula Bay. The Zutawy Loop is also an element of the International
Waterway E 70 that goes from Rotterdam to Berlin to Kaliningrad to Klaipéda.

Moreover, the Zutawy Loop is also a network of yacht seaports and marinas that were
either built or modernised as part of “The Zutawy Loop — development of water tourism.
Stage 1” project in the years 2010-2014. The leader of the project was Pomorskie
Voivodeship, while the partners, who were at the same time investors in the project, were
local governments from Pomorskie and Warminsko-Mazurskiego: Sztumski Poviat, the Town
of Braniewo, the Town of Elblag, the City of Gdansk, the Town of Krynica Morska, the Town
of Malbork, the Town of Tczew, Braniewo gmina, Cedry Wielkie gmina, Stegna gmina,
Sztutowo gmina, Tolkmicko gmina, Nowy Dwor Gdanski gmina, and the Regional Water
Management Board in Gdansk (fig. 1).
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Fig. 1. Logo of Petla Zulawska

The goal of the “Zutawy Loop” superregional project was comprehensive development
of water tourism within the area of the Vistula Delta and the Vistula Bay (the project covered
the area of Zutawy, the Vistula Bay and the Vistula Spit). The numerous sailing infrastructure
investments that were implemented as part of the project include, among others: construction
of 6 yacht marinas and 3 mooring piers and the development of 4 yacht ports (fig. 2). The
total amount of the capital input reached almost EUR 22 million, 60% of which was provided
by the EU under “Innovative Economy” Operational Programme.
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Fig. 2. Map of Petla Zutawska

Zulawy Loop yacht ports management structure

The search for the proper management model for the sailing infrastructure that was
created under “Zutawy Loop” project took the leader and the partners to the project over ten
months. The applied model assumes separation of strategic management and operational
management and assigning the functions of the manager and the operator to different entities.
However, the issue that needed to be dealt with was the adequate division of tasks and
responsibilities between the owners of the infrastructure (partners to the project), the manager
and the operators. It was necessary to develop a model which would ensure that:

— the required performance indicators were achieved during the life of the project;
— the marinas and the yacht seaport of Zutawy Loop were managed effectively;

— a coherent tourist programme “Zutawy Loop” was created and developed;

— the economic efficiency of the investment was the highest possible;

— the specificity of inland and sea water tourism was taken into account

The applied operational model for the Zutawy Loop yacht seaports management is
based on a three-tier infrastructure management and provision of port services (fig. 3). The
idea that lies behind it is that the owner of the infrastructure grants charge-free use of the port
infrastructure to the port manager, to whom the owner provides also support in the form of
financial contributions. The manager commission the rendering of port services in particular
locations to the operators, who also collect for him the service fees from the sailors. The
manager, on his part, pays to the operator remuneration for his services in the amount
specified in the agreement.

It was decided that the manager of Zutawy Loop seaports and marinas will be Petla
Zutawska sp. z 0.0. — a company established specially for that purpose by the owners of the
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infrastructure. The company will spend the whole financial surplus on maintenance and
modernisation of the infrastructure. Once they have made their financial contributions, the
owners of the infrastructure (gminas) will not have to bear any direct maintenance costs
related to port facilities and the activity of the yacht seaports will bring the locations where
the ports are situated numerous benefits related to the development of water tourism.
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Fig. 3. The Zutawy Loop ports management structure

The competencies at the three tiers of Zulawy Loop yacht seaport management

In the tree-tier model, the scope of competencies of each management level (owners —

manager/company — operators) is precisely defined.
Owners of the infrastructure:

Remain the sole owner of the facilities;

Grant charge-free use of their sailing facilities to the Company;
Do not conduct any operational activities;

Do not receive any income on the port facilities they own;
Have full discretion to set the prices for services in each port.

Manager of the network of ports and marinas:

Does not handle individual customers;

Ensures security and efficient operation of seaports and marinas;

Chooses the operators of the ports and marinas and concludes relevant agreements with
them;

Supervises and controls the activity of the operators;

Provides the operators with the price lists for port services specified by the facility
owners;

Develops and reviews the rules and regulations of the marinas;

Monitors and records information on the use of the infrastructure;

Ensures that port and marina facilities are kept clean and in good order.

Operators of a port or a marina:

Renders his services of an operator of a yacht seaport or a marina;
Collects fees for port services as specified in the price list provided to him;
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— Keeps a record of port activities and provided services;
— Inspection of his activities may be conducted by both the facility owner as well as the
manager.

Pntla tugawska sp. z o.

Petla Zutawska sp. z 0.0. was established on 28 May 2013 by ten partners to the
“Zutawy Loop” project — local government units from Pomorskie and Warminsko-
Mazurskiego voivodeships. The Company was created for a period of 6 years and its
registered office is located in Elblag (Warminsko-Mazurskie voivodeship). The members of
the Company are: Sztumski Poviat, the Town of Braniewo, the Town of Elblag, the Town of
Krynica Morska, the Town of Malbork, Braniewo gmina, Cedry Wielkie gmina, Nowy Dwor
Gdanski gmina, Tolkmicko gmina and Sztutowo gmina.

The basic objective of Petla Zutawska company is to perform public tasks related to
maintenance of seaports and marinas owned by the Company members. The statutory activity
of the Company is limited to the area of the Zutawy Loop. Each of the owners of the facilities
entered into a separate agreement with the Company under which the owner granted the
Company charge-free use of their sailing infrastructure and the Company undertook the
obligations of the manager of the facilities and the land that constitute the infrastructure of the
seaports and the marinas.

Operators of ports and marinas

The Company concluded three-year agreements for comprehensive technical,
operational and commercial management of its infrastructure with operators, among which
there are private companies as well as associations and public communal companies.
Currently, the Company co-operates with 9 operators of Zutawy Loop yacht seaports and
marinas.

Even though each marina is operated by a separate operator, Petla Zutawska company
conducts continuous efforts at introducing universal standards for the services rendered by the
ports so as to develop a common network tourist product under the brand name of Zutawy
Loop. All the facilities of Zutawy Loop have the same rules and regulations and the same
visualisation system but the price lists for services in individual ports are determined
separately by the facilities owners (gminas).

The operators receive set remuneration for their services, specified in the agreement,
and a 25% commission on generated income, i.e. fees collected in compliance with the price
lists and handed over to the Company.

The costs of the operation of the yacht seaports and marinas are divided into two basic
groups:

— costs covered directly by the manager (e.g. rubbish disposal, waste and sewage disposal,
electricity, water mains and other media);

— costs covered by the operator — related to the maintenance of the property and the
operational activity specified in the agreement with the manager (including the wages of
the employees).
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The functioning of the operational model

The company manages 12 facilities that provide 6 to 76 berths for yachts each, which
gives a total of over 300 berths for yachts at seaports and marinas of the Vistula Delta and the
Vistula Bay. In the first year of the Company’s operation (2014), the seaports and marinas of
the Zulawy Loop were entered by 1693 yachts and the facilities were visited by 29,232
tourists (including tourists other than yacht crews or passengers). The full range of provided
services amounts to 17,650 yacht/day (for yachts mooring overnight).

Apart from the tasks related to the management of port infrastructure and property,
Petla Zutawska company is responsible for strategic marketing of the “Zutawy Loop” tourist
product and for working out the strategy for its development. Not only does the Company
take care of promoting and advertising the facilities and their property marking, but it also
represents the region on the national and international fronts. The Company is actively
involved in the undertakings that aim at increasing the inflow of tourist into the region and in
the events that are organised by the sailing communities and which enhance the development
of yacht seaports.

Fig. 4. Flag of Petla Zutawska
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