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INTRODUCTION 

In September of 2004, Elan Planning and Design and Paradigm Consulting were engaged to provide 
consulting services for a Phase 1 marina feasibility analysis specific to the Town’s opportunity to 
purchase the Norowal Marina property/business operation in Bolton Landing.  

Phase 1 tasks encompassed the following: 

Project orientation meeting with town officials;
Property orientation meeting with Norowal Marina property owner; 

Providing a preliminary funding analysis and strategy; and 

Generating a summary of findings for board use and decision-making. 

In addressing the above tasks, personal interviews were conducted Town of Bolton officials, as well as 
an extended site visit with Walter “Buzzy” Lamb, owner of Norowal Marina.  

Materials provided to the team by Mr. Lamb for the team’s review are as follows: 

Norowal Marina real estate appraisal copy (generated by Upstate Appraisal Services, 
May, 2004); 

Norowal Marina, Inc. financial statements for years ending March 31, 1999-2004; 

Norowal Marina U.S. Corporation Income Tax Return Form 1120 for years ending 
March 31, 2001-2003. 

Lastly, the discussions, visits, and materials review cited above were assessed against the experience of 
the consulting team in the area of New York State waterfront (canal, lake, river) development projects 
and related operations. 

The team provided an evaluation and recommendation to the Town that considered ownership and 
operational options for the marina, as those options allowed respectively for a variety of development, 
operational, and public access combinations and variations. 

Based on the Town’s focus on and priority interests in maintaining public access launch and parking 
capabilities to Lake George for the local and transient boating public, as well as maintaining a launch 
point for persons camping at State of New York-owned islands located on Lake George, the consulting 
team concluded that Town of Bolton ownership was likely to provide the most certain scenario for 
maintaining into the future these access opportunities and service capabilities. An explanation as to 
how this conclusion was arrived at is as follows. 
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LOCATION AND PROPERTY INFORMATION 

Norowal Marina is a full service marina located in the Town of Bolton, Hamlet of Bolton Landing, New 
York (see Attachment A – Site Location Map and Tax Parcel Map.)  The total amount of acreage for 
sale is 4.34 acres which is broken out as follows: 

The Marina (Lot #171.15-3-36) = 4 acres 
A small house (Lot #171.15-3-39) = .34 acres 

The parcel is serviced by municipal water and sewer and has 260’ of prime lakefront.  The configuration 
of the lot is primarily level land with its main entrance off the Sagamore Road.   

The property is zoned General Business 5,000.  In addition, it is considered a Hamlet Zone by the 
Adirondack Park Agency.  The General Business District allows a variety of uses including commercial 
uses and residential.  In calculating the buildout potential of the lot based on the current zoning 
ordinance, the following density would be permitted on a per use bases: 

Commercial Use @ 5,000 sq. ft. per lot   38 lots 
Residential Detached Units @ 20,000 sq. ft. per building 9 homes 
Condominiums @ 20,000 sq. ft. per unit   9 condominiums 
Apartments @ 7,500 sq. ft. per unit   25 apartments 

SUMMARY OF CRITICAL ISSUES 

1. Access to Island Campsites:  The NYS Department of Environmental Conservation owns and 
operates 387 campsites on many of the islands on Lake George.  The physical configuration of 
the majority of marinas on Lake George, and their proximity to the islands do not lend 
themselves well to providing access for campers to the islands.   

Norowal Marina is the closest marina to the islands, and the physical configuration of the 
property provides for 250 parking spaces including boat trailers.   

In addition to providing parking, Norowal sells required permits from the Lake George Park 
Commission.  Of all the marinas on Lake George, the highest number of permits are sold at 
Norowal.   
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If Norowal is sold and access and parking is lost, there is no other marina on Lake George that 
can fill this void.  As a result, it is estimated that New York State could potentially lose over 
$940,000 in gross campsite revenues (assumes 100% occupancy at 387 sites, on 143 camping 
days between May 21 to October 11, at $17/campground per night).  In addition, in the event 
of the loss of Norowal Marina, the Town of Bolton and, in particular, the Hamlet of Bolton 
Landing would be negatively impacted from an economic impact perspective as campers would 
no longer be coming into town for provisions, restaurants, and entertainment activities. 

2. Parking and Access for Day Trippers:  In addition to campers accessing the Islands for a week at 
a time, there are a significant number of day-trippers who launch their boats at Norowal.  In 
2003 there were 6,965 boats launched.  Although other marinas provide launch facilities, 
Norowal is the only marina that has facilities for parking.  If this capacity is lost, the economic 
impact to the tourism industry in the entire Lake George area, Warren County, and even New 
York State would be significant. 

3. Loss of Seasonal Docking:  Over the years, much of the lakefront lands along Lake George have 
been consumed by private development.  As this occurs, development is pushing up the 
hillsides and away from the lake.  Because these new homes do not have lakefront property, 
seasonal docking becomes a critical asset. 

4. Loss of Dock Space:  Dock space has increased faster than any other commodity in the marine 
market.  On Lake George, dock space is highly regulated and no new marina space is being 
created.  In addition, the total number of spaces is on the decline as commercial property is 
being sold to private interests.  In fact, since 1970 the Town of Bolton has lost over 30 motels 
to private interests.   

OWNERSHIP OPTIONS 

Norowal Marina is in a position to consider sale of its assets or stock to either a private marina 
operator, a private real estate developer with no interest in marina operation, or to the Town of Bolton.

In the first instance, maintenance of the marina and all its current services and functions by a new 
private operator may be assumed, but there is no guarantee that a new private owner intending to 
operate Norowal under its current business model will have success in either the short- or long-term. If 
Norowal began to fail as a marina operation, the opinion of Norowal’s appraisal company is that the 
value of the property as a marina operation would diminish – in that case, such a circumstance might 
cause the new owner/operator to reconsider long-term ownership and operation of the property. This, 
in turn, could cause that owner to consider sale to a private real estate development venture, which, 
according once again to the Norowal appraisal company, could perhaps provide the highest property 
sale price at that time and under those conditions. 
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Should the scenario described above play out, any guarantee of Norowal Marina remaining a public 
access point for boat launch and vehicle parking would be lost. 

In the case of sale of Norowal to a private real estate development interest, it is highly likely that most 
of not all boating and parking related services currently provided by Norowal would be lost to some 
form of residential real estate construction plan. This supposition, is based on a record of recent Lake 
George land purchase by private developers, and the conversion of that purchased land into second 
homes and other types of residential property, particularly along the lakefront. As was the case in the 
first scenario, under a private developer option, any input, influence and responsibility on the part of 
the Town of Bolton for public and/or boating access at and from the current Norowal property would 
be lost completely. 

The third option, a Town of Bolton property purchase, affords the Town, its residents, and visitors to 
the Town of Bolton and Bolton Landing area the greatest level of confidence that access to the islands, 
public boat launch capabilities, and public parking opportunities are maintained at their current levels.  

If maintaining the current level of services and public access to Lake George and the island campsites is 
important to the State of New York, the Town of Bolton, to seasonal visitors to the Lake George area, 
and to Lake George as a whole, the recommendation of this third option seems optimal for the 
following reasons. 

A potential consequence of the first option, and a certain consequence of the second, is for the State’s 
existing Lake George island campground locations to revert to a “forever wild” status as a direct result 
of the loss of access for transient campers through the Norowal Marina launch point. The Town rejects 
this potential consequence, which is a key consideration of the Town’s interest in exploring the option 
of purchasing and operating the marina. 

Unique Nature of Norowal Marina Access and Services 

As was indicated earlier, Norowal provides public access to the lake for Town of Bolton and Lake 
George locals, for seasonal tourists looking for temporary access to the lake by private boat, and also 
provides the most geographically proximate access point by boat for seasonal tourists and campers to 
the State’s Lake George island campsites. Estimates for the 2003 calendar year indicate that Norowal 
provided parking to 18,742 vehicles during the season, as well as to 6,965 launched boats. These public 
parking and boat access capabilities are services unique to Norowal Marina and throughout the Lake 
George marina inventory. If control of Norowal Marina as a “going concern” marina operation is lost 
due to mismanagement by a marina owner-operator or reuse by a private real estate development, 
these capabilities will be lost and effectively cannot be replaced by other area marina operations. 
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Volume of Business and Revenue Generated by Norowal Marina 

It is estimated that 95+% of seasonal users at the State campsites access those island campsites via 
Norowal Marina. This dependable annual access generates a significant volume of annual user fee 
revenue for the State of New York. By extension, these island campers that launch at the Norowal 
Marina also spend significant discretionary dollars at Town of Bolton gas stations, shops, grocery 
stores, and restaurants. These tourist dollars represent significant “economic impact” for the Town of 
Bolton, and that impact would be at risk should the current marina operation not be available to local 
residents and particularly to the seasonal tourist trade. 

In addition, it is estimated that Norowal Marina issues a significant volume of lake use permits, and 
perhaps the highest volume of any issuing location on the lake. Once again, this convenient and 
marketable lake use permit access point would be lost under either a “failed operation” or private 
development scenario. 

Private Purchase and Development has Become a Prevalent Lake George Trend 

Private purchase and development of lake front property has become, over the last few years, a very 
prevalent trend along Lake George. Private developers realize that significant profits can be generated 
by private residential development and property sale, and long-standing private tourist-related 
operations are being sold by local owner-operators and purchased by real estate speculators intent on 
developing mostly high-end residential homes for sale as second or primary residences.  

Such real estate developers are known to have approached Norowal Marina ownership regarding the 
availability of and asking price for the marina property. Norowal is in a position that requires it to take 
such private developer overtures seriously, and such a sale would preempt the Town from securing the 
property at a reasonable market price so as to assure continued marina operation and public use. 

Town of Bolton Does Not Have to be Expert in All Areas of Norowal Operation 

While operating Norowal under its current business model and service mix would allow the property to 
maintain its going concern value as a marina operation (see May, 2004 appraisal), the public access, 
public parking, and boat launch capabilities that are considered by the Town to be a priority, could be 
retained at Norowal even if other speculative and higher-cost services such as boat and motor sales and 
service are discontinued. These service areas are currently provided by other marinas and private 
businesses in the area, and therefore no loss of unique services would occur if these business lines were 
discontinued at Norowal. In addition, sale of assets related to these service lines would offset a portion 
of the asset sale purchase price of the Norowal operation, thereby decreasing at the outset the financial 
obligation incurred by the Town to purchase the property. Lastly, fixed and variable expenses related to 
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sales and service lines that could be discontinued would be minimized or eliminated, which would 
relieve operational and budget pressure from the remaining Norowal operation. 

Conversion of Dock Space to Seasonal Rental Conforms to National Trend 

If Norowal were to discontinue boat rentals under a reconfigured and simplified operation, conversion 
of dock space reserved for rental boats to dock space for seasonal rentals, would conform with a 
national trend that sees greater demand for seasonal boat slip rentals, as well as to a local-regional 
trend of an increasing volume of lake front second home development that in turn is generating a 
greater demand for slip rentals by these new and seasonal residents. 

Discontinuing Sales Functions Eliminates Historically Speculative Line of Business 

New and used boat and motor purchasing is typically subject to fluctuations in the national and 
regional economy. As a result, private business operations that invest in and rely on boat and motor 
sales as a primary source of income, are held captive by these fluctuations. If Norowal were to be 
owned and operated by the Town, and if the Town discontinued this sales function, the function would 
be covered by other sales operations along the lake, and the Town’s ability to manage its investment in 
the Norowal operation would be more confident, from a financial standpoint, if the vagaries of sales 
operation was no longer an ongoing concern. 

Options Exist for Leasing of Remaining Operations and Facilities to Private Operator Specialists 

It is possible for the Town to consider leasing certain remaining aspects of the Norowal operation to 
private businesses that have expertise specific to those business operations. These sub-operations might 
include gas and oil sales and retail sales. Additionally, a variety of facilities and spaces exist at Norowal 
that can potentially be converted to passive income use for the Town under a variety of lease options 
and opportunities.  

Legitimate Town Use Opportunities for Onsite Property Components 

Under a Town ownership option, the Town of Bolton could conceivably and readily convert some 
existing structures and facilities so as to accommodate existing Town operations that are in need of 
new or extended facilities. Examples include use of Norowal facilities for Town recreation department 
operations and/or administration, for general storage, and for housing the Town’s fire-rescue boat 
(currently housed at a relatively inconvenient and distant location on the lake). 
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STEPS AND CONSIDERATIONS

The current owner of Norowal Marina has had the property on the market for most of the second half 
of 2004, and has received cash offers in the amount of $6.5 million for the property. While Mr. Lamb 
has been able to date to hold off interested purchasers, it is imperative that a Town/State purchase 
option be evaluated and put forth, if viable, in an expeditious manner so as not to further impede Mr. 
Lamb’s desire to identify and begin negotiation with a purchaser, or to lose the attention of parties that 
have already expressed an interest in purchasing the property. 

To purchase and operate the Norowal Marina under a business model that retains the marina’s essential 
and targeted public functions, the Town will be required to purchase the marina from the current 
owner at its going concern asking price, and then would propose to decrease the size of the overall 
business operation, thereby decreasing the volume of annual income generated by the remaining 
business entity.

While sale of unnecessary assets thereafter would lessen the debt service obligation, and decreasing 
fixed and variable operating expenses related to the discontinued line of business would decrease 
overall annual operating expenses, it is possible that a detailed forensic accounting analysis of the 
Town of Bolton purchase scenario for Norowal Marina determines that the Town, as new and sole 
owner-operator of the marina enterprise, cannot cover both debt service and ongoing seasonal 
operations off of the aggregated and remaining Norowal Marina income streams.  

While this financial performance circumstance might be anticipated and planned for, maintaining the 
long-term public access opportunity that Norowal Marina represents would seem to be a legitimate 
investment, under some palatable subsidized plan, by the Town of Bolton and the State of New York, 
and would serve a greater good for the Town, the regional lakefront and surrounding community, and 
the State. It would seem reasonable that a property purchase strategy can be conceived by and 
executed by a Town-State ownership partnership that preserves the marina service aspects that are 
unique to Norowal Marina, and that a careful and strategic going forward operating model can be 
developed and implemented that does not over-extend the Town’s operational and management 
capability, while at the same time maximizing the generation of remaining income streams.  

The year-end financial result created by this strategy might be a net operating deficit. However, 
considering the potential loss of direct income streams as well as indirect spending and economic 
impact represented by a potential loss of current Norowal Marina operations under other ownership 
scenarios, it would seem that the subsidization of a Town of Bolton Norowal Marina property purchase 
and its ongoing operation results in a net positive regional and state-wide impact that is long-term, 
economic, tangible, and intangible in nature.  



Town of Bolton 
Phase 1 

Norowal Marina Feasibility Analysis 
8

This option and strategy would seem to generate a unique set of targeted financial and non-financial 
results that cannot be duplicated by other ownership-management options and combinations that have 
been identified and assessed for Norowal Marina as a result of this preliminary feasibility assessment 
process.

TOWN OF BOLTON-NYS PURCHASE SCENARIO 

The Town of Bolton would propose to New York State that the State participate as an investment 
partner in the purchase of Norowal Marina from Mr. Lamb. Using Norowal Marina 2004 financial 
statements and assuming that a Norowal Marina stock purchase for $4,500,000 is possible (stock 
purchase figure determined during interview with current owner), a net purchase price calculated after 
unnecessary assets are sold off as well as any annual operational subsidy need can be determined as 
follows: 

Net Purchase Price Calculation = $3,550,541 

Assumes that a total of $754,737 in current assets (cash equivalents, accounts receivable, 
inventory) can be used or sold as an offset to the stock purchase sale price. Also assumes that 
100% of property and equipment ($194,722) can be sold and used as an offset. Does not 
include sale of any land or buildings. 

Annual operational subsidy need = none 

Assumes that income from boat and motor sales, parts sales, shop labor, and boat/motor rental 
(total of $1,226,143) will be eliminated. Estimates that dock space rent will double (adds 
$95,758). Does not include potential lease opportunities for marina buildings or remaining 
operational components that would be new to the traditional operation. Leaves a total income 
estimate of $537,177. Assumes that from 2004 annual operating expenses, the expense line 
items of purchases, 50% of payroll, executive salaries, 75% of payroll tax, 75% of benefits, and 
profit sharing (total of $1,458,495) can be eliminated as a result of discontinuation of business 
lines. Does not deduct or discount any administrative expenses. Leaves $432,653 in annual 
operating expenses, or an estimated net operating position of $104,524 ($537,177 less 
$432,653). 
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Reduced to simpler terms, the Town of Bolton’s request for financial assistance from the State of New 
York can be calculated as follows: 

1. Norowal Marina purchase price $4,500,000 

2. Offset amount from current assets and property/equipment $949,459 

 Net Cost to Purchase $3,550,441 

   
3. Estimated amount Town can contribute annually from 

operations   
$104,524 

4. Estimated P&I payment on 20-year bond, 4.10%, 
$1,500,000 origination balance 

$110,000 

5. Amount State would need to contribute to cover gap 
between purchase price and Town bonding capability 

$2,050,441 

The scenario above would indicate that a slimmed down marina operation could generate an excess of 
$100,000+ in annual net income, that could be used to pay off debt incurred by the Town as a result 
of the marina purchase, and that the difference between the bond amount that the Town can justify 
based on payback potential from marina operations ($1,500,000) and the net purchase price 
($3,550,441) is $2,050,441, and this latter amount is what the Town would request from the State as 
the State’s contribution to the marina purchase.  

This estimation would need further refinement through a more detailed accounting analysis, and needs 
to be tested for legal and tax implications as well. However, the major premises and assumptions are 
believed to be realistic and understandable. 
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