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Oregon Port Commissioners 
Suggestions for Effective Port Management 

You, as a port commissioner, are responsible 
for both the current operations and future direc- 
tion of your port. This management task is both 
complex and challenging and requires consider- 
able management skill. In addition, citizens expect 
improved performance from all public officials, 
including you. 

This circular is addressed to commissioners 
but will be of interest to students and practitioners 
in Oregon's state and local governments. It pro- 
vides information about the responsibilities of a 
port commissioner and shows the importance of 
efficient and effective port management. Also pro- 
vided is information on planning and policy devel- 
opment and management techniques that you can 
use to improve your performance. 

The Starting Point 
First, you must understand your legislated au- 

thority and powers of the port. Know the goals and 
objectives and general operating policy of your 
port. 

The authority of your port commission is es- 
tablished in Chapter 777 of the Oregon Revised 
Statutes (ORS). The powers of your port are de- 
scribed in ORS 777.195 to 777.258. These latter 
sections are reprinted in the Appendix. Become 
familiar with this part of the statutes. 

Developing port objectives and general operat- 
ing policy is the responsibility of each port com- 
mission. This information should be available from 
the president or secretary of your port. Sometimes 
this information is included as part of a handbook 
for commissioners. 

Basic Functions 
Planning 

The basic function of your port commission is 
to plan your port's future and then guide the port's 
activities in that direction. Planning is an essential 
activity of your port commission, yet is often over- 
looked because it is hard work, time consuming, 
and directly competes with other management ac- 
tivities. Planning is important because it enhances 
the ability of the port to adapt to changing condi- 
tions. It reduces the chance of lost opportunities, 
since a long lead time is now the rule rather than 
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the exception for most of the port's major activi- 
ties. Planning minimizes crisis in management sit- 
uations. 

Planning begins with development of broad but 
quantifiable goals and objectives for your port. All 
too often, a lack of direction by a port commission 
can be traced to the absence of stated port goals 
and objectives. Successful development of port 
goals and objectives will be the direct result of 
effort by the port commission to identify the major 
activities of the port in the future—5, 10, or per- 
haps even 15 years from now. 

In the planning process, you should address 
the following questions: 

• What potential opportunities are available to 
your port? 

• Which opportunities are consistent with your 
port's physical, environmental, and eco- 
nomic limitations? 

• Which opportunities are within the power 
and authority of your port? 

• What are the important impacts of feasible 
alternatives? and 

• What opportunities should be pursued? 

From this process of question, study, and an- 
alysis, broad goals and objectives of your port are 
quantified. An example of a port goal might be to 
develop an 80-acre, light industrial park by 1995, or 
to add 100 moorage spaces to the marina by 1996. 
Such quantifiable goals permit your commission to 
determine if it is making progress toward achieving 
its goals. 

Policy 
After port goals and objectives are identified, 

the commission must develop strategies or the pol- 
icy for implementing these goals. Policy is nothing 
more than a well thought-out statement of the 
method or general approach to achieve an objec- 
tive. In other words, policy is an effective way of 
defining boundaries of acceptable action in pur- 
suit of objectives. An example policy of a port 
seeking to promote tourism might be to limit pro- 
motional activities to 10 percent of the port budget 
or to advertise in selected magazines. 

To be effective, you must not only develop port 
policy, but formalize it in writing and distribute it 
to all with decision-making authority. Policies must 
be evaluated often to see that they are leading to 
goal attainment. If not, they should be modified. 

Port policy simplifies decision-making. It can 
be compared to a road map to be followed to a 
given destination. Policy helps clarify the thinking 
of all and facilitates consistent decisions. It re- 
places doubt with certainty and transforms an 
objective into a cause. 

Management Techniques 
Besides planning and policy development func- 

tions, port commissioners face a variety of other 
tasks. Successfully handling this workload requires 
good management technique. Some important 
management techniques are discussed here. These 
techniques can lead to more efficient use of your 
limited time and to better and more informed 
decisions. 

Setting priorities 
Not every issue needs your or the port com- 

mission's immediate attention. Simply stated, some 
issues are more important than others. Manage 
your limited time according to an established set 
of priorities. Establish a set of priority issues for 
your port and then seek to resolve each issue 
based on its importance. Priorities should be re- 
evaluated whenever new issues emerge or condi- 
tions change. 

Establishing priorities contributes to better 
overall decision-making. It gives important order to 
a complex management task and is a starting point 
for action. 

Forming study plans 
Time is always an important component of de- 

cisions. Developing a study strategy can reduce 
the delays in decision-making. 

A study strategy is simply a schedule of impor- 
tant steps leading to a decision. It includes the 
expected completion time of each step and the 
party responsible. An example study plan appears 
below. 

• The port commission will define the issue 
and recognize workable alternatives by Jan- 
uary 15. 

• The commission will determine information 
needed to appraise the workable alternatives 
by February 1. 

• A committee appointed by the commission 
president will assemble all pertinent informa- 
tion by April 1. 

• The appointed committee will evaluate al- 
ternatives on the basis of expected results 
and will formally present the results at the 
port commission meeting in September. 

• The port commission will reach a final con- 
clusion during its October meeting and pre- 
pare a plan to carry out the decision. 

Obtaining added resources 
As port commissioners, you need to recognize 

your limitations. No one person has all the informa- 
tion and insight to make the right decision all the 
time. Getting things done right and on time often 



requires added resources. You can increase your 
ability to resolve issues by working with other com- 
missioners, the commission staff, citizen groups, 
or outside interests. Often, the study of an issue by 
an assembly of interested people results in a more 
informed decision. Commissioners must take full 
advantage of opportunities to work with others 
when studying and analyzing an issue. 

One effective way of obtaining added re- 
sources is to develop a system of citizen participa- 
tion and feedback. Appointing citizens to commis- 
sion committees encourages participation. Estab- 
lishing a citizen advisory group fosters feedback. 

Managing added resources 
Obtaining added resources through the use of 

appointed committees or advisory groups is often 
thought to be easier than making these groups 
work. This, however, need not be the case. In gen- 
eral, committees need to know what they are to do 
and when they must complete their task to func- 
tion properly. In special cases, other details can be 
specified. At least one port commissioner should 
be a member of each working committee, to main- 
tain communications with the rest of the commis- 

sion and to insure timely completion of committee 
activities. Commissioners, when working with ap- 
pointed committees, must use wisely their own role 
as an elected official. The commissioner should 
strive to make maximum use of the committee's 
expertise. 

Sticking to your job 
Commissioners often want to get involved in 

every activity of their port district. Not everything 
is your business. Learn to delegate responsibility 
and respect delegated authority. Let staff and 
working committees function in their areas of au- 
thority. Do not meddle in their affairs. Spend your 
time working on your areas of responsibility. Make 
sure you are getting your job done. 

Doing homework 
Few people have the ability or luck to be right 

much of the time without homework. Preparation, 
however, is the key ingredient to successful man- 
agement. Never fail to do your homework; if you 
do, it will show. Plan your time so you can prepare 
adequately. 

Following through 
Good intentions are the beginnings of action. 

Follow-through makes it happen. Many times com- 
missioners are well-motivated, but they do not fol- 
low through, push for action, or move for closure; 
therefore, nothing happens. The onus for action 
always remains with the port commissioner. Exert 
your leadership and personally follow issues 
through to action. 

Overview 
Port commissioners are required to make in- 

formed decisions about many complex issues. The 
task of management is difficult and challenging. To 
be successful, you must quickly and clearly per- 
ceive what you personally and corporately can and 
cannot do. You must understand the legislative 
authority of the commission and powers of the 
port, know the goals and objectives and the gen- 
eral operating policy of your port. You must realize 
that planning and policy development is the basic 
function of the port commission and diligently work 
at the task. 

As a commissoner, you can improve your man- 
agement effectiveness by: establishing priorities, 
developing a plan of study, obtaining added re- 
sources to resolve issues, properly managing these 
added resources, sticking to your job, doing the 
necessary homework, and following through. 
These aids to management can make your term in 
office both productive and personally satisfying. 



Appendix—Powers of Ports 

777.195 Port may engage in domestic and foreign 
commerce and shipping. A port may, for hire: 

(1) Acquire, charter, own, maintain and operate 
watercraft for the transportation of all kinds of mer- 
chandise, freight and passengers, and engage gener- 
ally in the coastwise trade and commerce, domestic 
and foreign. 

(2) Own, acquire, construct, operate and maintain 
railroad terminal grounds and yards; and construct, 
operate and maintain such line or lines of railroad, with 
necessary sidetrack, turnouts, switches and connection 
and arrangements with other common carriers, as may 
facilitate water commerce between common carriers 
and points within the port; and carry and transport 
freight and passengers and move passenger trains over 
the lines. 

777.210 Port may engage in certain port manage- 
ment activities. A port may: 

(1) Establish, operate and maintain water trans- 
portation lines in any of the navigable waters of this 
state and waters tributary thereto, any portion of which 
may touch boundaries of the port. 

(2) Engage generally in the business of buying and 
selling coal, fuel oil, and all kinds of fuel for watercraft 
of all kinds. 

(3) Acquire, construct, maintain or operate sea 
walls, jetties, piers, wharves, docks, boat landings, 
warehouses, storehouses, elevators, grain bins, ter- 
minal icing plants, facilities for processing agricultural, 
fish or meat products, bunkers, oil tanks, ferries, ca- 
nals, locks, tidal basins, bridges, subways, tramways, 
cableways, conveyors, power plants, power transmis- 
sion lines, administration buildings and fishing termi- 
nals, and modern appliances and buildings for the eco- 
nomical handling, packing, storing, and transportation 
of freight and handling of passenger traffic with full 
power to lease and sell the same, together with the 
lands upon which they are situated, whether held by 
the port in its governmental capacity or not. 

(4) For the public convenience and the conven- 
ience of its shipping and commercial interests, may 
improve all or any portion of the waterfront of its har- 
bors, rivers and waterways. 

(5) Enlarge its tidal area, and construct, excavate 
or dredge canals and channels connecting its water- 
ways with one another or with other waterways and the 
sea. 

(6) Acquire or construct, maintain or operate air- 
ports anywhere within the port. 

777.220 Port may collect certain fees from port 
users. A port may collect from vessels using any port 
facility, wharfage, dockage and drydockage; and col- 
lect from owners or consignees of goods passing over 
the docks and warehouses, wharfage and storage 
charges for goods so handled. 

777.230 Port may provide power for port pur- 
poses; limitation on sale of electric power to public. (1) 
A port may: 

(a) Design, erect, complete, operate and maintain 
all necessary hydroelectric, steam generating, electric, 
oil, gasoline or other power-producing plants or sys- 
tems, for the purpose of generating electrical current 
for lighting and power purposes. 

(b) Acquire rights of way for the placing of trans- 
mission lines over which to carry the electrical energy 
required between the points of origin or production and 
the locations where such power may be carried for 
distribution, and sell, lease, and dispose of same. 

(2) This section does not authorize a port to enter 
into the business of supplying electric energy or serv- 
ices, or other power service, to municipalities or to the 
public, or for any purpose other than the construction 
or operation of docks, terminals, elevators or other 
shipping facilities, or in any of the work ports are 
authorized by law to engage in. 

777.240 Port may advertise and promote facilities 
and commerce. A port may advertise and promote the 
facilities and commerce of the port, through public 
and trade media, exhibits, fairs, trade fairs and trade 
tours, either alone or in cooperation with others or 
through associations or organizations having similar 
interests. 

777.250 Port powers with respect to development 
and use of its lands; development of industrial park. 
(1) A port may construct buildings or other improve- 
ments and acquire personal properties including but 
not limited to machinery and equipment considered 
necessary whether or not now in existence or under 
construction, suitable for use by any industry for the 
manufacturing, refining, processing, or assembling of 
any agricultural, mining or other products or by any 
commercial enterprise in storing, warehousing, dis- 
tributing or selling or servicing any products of agri- 
culture, mining or industry. The port has full power to 
lease and sell the buildings, improvements and per- 
sonal property, together with the lands upon which 
they are situated, whether held by the port in its gov- 
ernmental capacity or not. 

(2)    In addition, a port may: 
(a) Acquire and develop land, or develop land 

already owned, as the site for an industrial park, in- 
cluding as a part of such development provisions for 
water, sewage, drainage, roads, transportation, power, 
communication or other similar facilities which are in- 
cidental to the development of the site; 

(b) Develop the site pursuant to a comprehensive 
plan in a manner compatible with other uses in the area 
in which the industrial park is located and adopt regu- 
lations necessary to implement the plan; 

(c) Lease or sell tracts of land within an industrial 
park as building sites to any industry or commercial 
enterprise described by this subsection; and 

(d) Charge and collect fees for services made 
available within the industrial park. 

777.258 General powers of port in promotion of 
certain interests. A port may, in general, do such other 
acts and things, not mentioned by ORS 777.195 to 
777.258, as tend to promote the maritime shipping, avia- 
tion and commercial interests of the port. 


