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Further explanation and data can be found for each recommendation by going to the appendix listed in the far right column. 
Recommendations on changes in expenditures and potential new revenue sources    

 $40,000 Reasonable

 $2,000  $15,000  $(25,000)

 $5,000 Reasonable 

 $(3,000)  $5,000  $(12,000) Very rough

 $27,000 Reasonable

 $3,600 

 $2,500 

 $30,000 

 $18,000  2011 budget

 $77,000  $(13,000)

 $20,000 2011 budget

Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

Utilize single engine operation when schedule and weather 
permit.  Two/thirds of the annual hours of operation could be 
run on one-engine without modifying the current schedule.

The crew reports that a trial several years ago 
reduced fuel use by about 1/3rd. If consumption 
is 52,000 gallons/year, the estimated reduction 
is 11,000 gallons (assume $3.50/gallon).

Implement an electronic ferry ticketing system that accepts 
debit/credit card payment on-deck as well as collects and 
reports data through a robust database.

No-pay and under-pay fares are increasing, 
much of these are solved with plastic.  Explore 
electronic alternative to punchcards in Request 
for Information. Consider time and environment 
constraints.

Rough until RFI 
- RFP

Reduce clerical FTE by implementing web ticket sales, 
outsourcing ticket sales, and/or limiting service hours. 

Reduces clerk and accounting time and costs of 
printing.

Install Camera/DVR system on ferry to reduce accident 
investigation time.

Reduce Safety Specialist  FTE (now .25) to common 
standards.

Includes non-payroll costs allocated according to 
FTE assigned.

Reduce crew to Master and purser for the 30 minute boat 
preparation/engine start-up at beginning of day.  Severe 
weather might require three.

Two crew are needed for safety; purser sets up 
for ticket sales. Assumes lowest paid crew time 
is cut.

Assumes lowest 
paid crew 
member

Reduce hours of operation by eliminating the extra trip after 
midnight on Saturdays.

Reduces operation by 17 hours annually (52 
trips).

Mid-Range Crew 
Costs

Reduce hours of operation by eliminating the last hour of 
service on Sunday through Thursday.

Reduces operation by 250 hours annually (250 
trips).

Mid-Range Crew 
Costs

Do not renew lease for parking on Gooseberry Point. Note 
that this expense reduction is based on 2011 cost, and is 
expected to be higher in a new lease.

27 parking spaces will remain; more parking 
could be established within county ROW.

Substitute surveillance camera system and emergency call 
button(s) tied to Lummi Police for security service.

Budgeted amount.  May include drydock period 
when security should be retained.

Very rough on 
one time cost

Move maintenance of Gooseberry Point parking areas within 
county right-of-way to road maintenance budget.

There are 27 parking spaces currently marked 
within the ROW.
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

 $7,000 

 $2,000 Reasonable

 $184,000 

  Total Potential Reductions in Expenditures and Enhanced Revenue  $224,100  $211,000  $(50,000)

NOT Recommended: The Ferry Task Force investigated the following items and decided to recommend against them. 
Do not establish parking charges for Gooseberry Point as it would increase expense more than revenue. 

Move start of drydock to last week of September or 3rd week 
in April to capture larger tourist market in September - but 
only if shipyard and substitute boat costs are equal or less 
than current 2nd week of September start.  

If costs were equal to current schedule, ferry 
revenue and island businesses would benefit. If 
there were more weather related delays, the 
costs would increase more than gains in 
revenue. 

warning: 
could cost 
more than 

revenue gain

Financial risks 
discussed in 
appendix; 
revenue from 
Sept 2010

Transfer cash often and fast to Ferry Fund from the inter-fund 
receivable.

Generate additional interest (dependent on rates 
and cash balance).  Road fund does not earn 
interest, so revenue is not taken from road fund.

Establish a ferry district so all island property owners support the 
operation as a "utility" connection. There may be legal questions 
about RCWs re: passenger ferries and district to be resolved.

Council may impose up to $.75/$1000 ($75/year per 
$100,000 of value). Note that a county-wide district 
would obtain the same revenue at 1/100 of the rate 
(75 cents/year per $100,000 in value). 

 FD 11 Assessor 
value used, it 
may be lower.

Do not eliminate the first trip on weekdays.  The marginal expense reduction was more than offset by the loss of fares from families who would have to move off the 
island.  
Do not eliminate the first trip on Sundays.  It is needed by shift workers whose alternate schedule required the midnight trip.  Expenses are reduced more by eliminating 
weekday midnight trips. 
Do not institute a collections procedure for tracking and collecting from no-pays and under-pays.  Implementing electronic payment on deck will resolve most of the no 
pays and reduce  administrative staff time, as well.
Do not establish expiration dates on punchcards.  Staff time to monitor and resolve would outweigh very marginal revenue increases.
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

Recommendations on policies to improve long term fiscal balance in the ferry fund, or the efficiency and quality of ferry operations

No change

Explore revision of farebox/county 55/45 shared operational 
expenses formula.  At a minimum, revise sources of "farebox" 
revenue.

• Current formula pits fares paying for operations 
against capital needs (ie, short term advantage of 
expensing vs capital) Impacts would depend on 

formula adopted.•   Current formula does not specify other possible 
revenue sources (taxing districts, naming rights, 
donations, etc.)

Modify schedule so trips leave the same time every hour, 
whenever possible.  

•   Ease schedule confusion
•   Revise schedule for slower one-engine when 
necessary.

Contract with Opportunity Council to perform screening for needs-
based ferry fare discount; change three methods in current 
ordinance to one income-based guideline - HUD Very Low Income 
is recommended.

•   Cost per year was estimated by the Treasurer to 
be $3,750; the Opportunity Council would be slightly 
less.

Dependent on specific 
arrangements and income 

level selected. 

Establish Citizen Ferry Advisory Group.  The Ferry Task Force has 
illustrated that cost savings can be identified and supported by the 
community.  Direct interaction between PW staff and community 
members is much more time-consuming (ie, not cost-effective).

•   Residents are familiar with ferry operation and 
needs of residents

Variable, but low-lying fruit 
may be gone •   Experts can provide outside perspective

•   Promotes ongoing communication with a cross-
section of ferry users

Examine fund structure in conjunction with Ordinance 2005-094.  
Although the ferry fund is called an enterprise fund, it lacks certain 
common enterprise fund features, including assets such as a ferry, 
required in the operation of the fund. 

•   Complete Balance Sheets & Income Statements 
showing ferry financial condition are not available, 
hindering knowledgeable decision making.

Fiscal impact, if any, 
unknown

Create and implement a Cash Reserve Policy.  Accumulate cash 
reserves for rate stabilization and emergencies.

Higher cash balances will 
increase interest income.

Develop long term capital asset management plan and update 
replacement costs in 14 year ferry plan.

•   Funding needs in the 14-yr plan are considerably 
lower than expected compared to practices of other 
county ferry systems
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

•  Use Senior ferry crew (Master) to assist with certain off-boat responsibilities such as repair and maintenance decision.  Consider changing Master duties in next union contract. 

•  Can a road or bridge district be established for the ferry and docks?  
•  Explore outsourcing administrative and ferry operations, similar to Pierce County.
Community Members have suggested the following:

•  Investigate utilizing the lean efficiency method for administrative processes. This has had success in some industries, but is new to government.

Consider expanding dock width when major maintenance is 
required.  Utilize life-cycle costs as a predominant factor in the 
decision. 

•   Allows alternate ferry in the event of emergency 
failure of boat. Life cycle cost analysis is required to determine whether an 

interim major maintenance project is preferable to proceeding 
with dock expansion. •   On-the-shelf boat design is wider than current 

boat, as are all other WA ferries 

Determine how and when the Whatcom Chief should be replaced.  
Consider the possibility of purchasing the  ferry Christine  
Anderson (Pierce County) if/when available.

•  Used boat would have lower capital cost
An in-depth analysis of fuel efficiency, maintenance, dry dock, 
and other factors is needed to determine if a used boat is 
preferable to new. 

•  Older boats have lower fuel use than new
•  Allows interoperability with other ferries

No Recommendation at this time:  The items on the following list needed further investigation before a recommendation could be made. We suggest that the Council request an 
appropriate person or group to research. Only those that are shown to reduce costs should be implemented. 

•  Form a 3 or 4 county ferry working group to monitor and lobby for changes at state level such as removing fuel tax for ferries, and to investigate potential for expense reduction by 
acting together on purchasing, emergency or dry dock boat service, etc.

•  A two hour midday service cut was considered.  Midsummer counts indicate this is not advisable, but analysis of a year's data of island-mainland traffic is required to compare to 
mainland-island counts to assess an alternate winter schedule.

•  Outsource bookkeeping, ridership records, and other non-managerial functions, possibly with Skagit County.

•  Have some clerical functions performed by someone also qualified as crew and stationed in the island office. Could reduce crew in slack periods to only one on-deck if coast guard 
approves. 

•  Reduce crew to two by establishing directional signs and signals on the ferry operable from the wheelhouse, if this meets Coast Guard requirements. One-engine operation with only 
two trips per hour also would allow slower loading with only one crew member on deck.
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

Recommendations related to Accounting Practices       

Recommendation Comments

A
pp
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x

New fare technology recommended can readily provide this data.
Modify accounting practices related to ERR Fund charges:

· Adjust ERR charges to Actual at year end

Dry dock expenses, a significant cost component, can be easily available and analyzed.

Modify revenue recognition practices to record fare revenues at 
gross, with applicable discounts recorded to contra accounts. 
Discounts and free passage should be clearly disclosed in 
accordance with GAAP

Discounts and free fares are offered to various groups of riders.  This practice "hides" the giveaways and does not 
clearly disclose:
·  True value of discounted passage provided to County agencies
·  Discount value of needs based tickets
·  Value of employee benefit of free passage
·  Free passage provided to schoolchildren

· Record “ERR” fund in recognizable components such as fuel, 
drydock, repair & maintenance.

·   Current ERR Fund charges are reported as a single lump sum that is a material (20%) of total expenses.  These 
can be broken out so readers understand the cost.
·   ERR costs are charged monthly at the amount estimated during budget preparation.  Adjust the budgeted 
charged amounts periodically to actual costs so the Ferry Fund records reflects the actual cost of running the 
system.

Utilize a Dry Dock project code to accumulate all ERR and cost 
center dry dock expenses.
Record MVFT revenue attributable to docks as separate revenue 
item in the ferry fund to enhance transparency and understanding 
of revenue attributable to the ferry system.

This MVFT revenue is current recorded as road fund revenue.  Presenting the MVFT revenue clearly in the ferry 
fund assists taxpayers and manager to understand revenue sources related to the ferry system, whether they are 
fuel tax collections passed through from the state attributable to the ferry, or local county property taxes.  The 
MVFT attributable to ferry assets is easily quantified (it is part of the CRAB calculation for the deficit funding 
calculation).  This modification would change the result of the current county/farebox calculation.

Evaluate the Whatcom Chief's salvage value and remaining useful 
life and adjust depreciation, if needed.

1964 accounting presumed a $100,000 salvage value.  If the current salvage value is less, the remaining net book 
value should be depreciated over the remaining useful life.

Examine the Professional Services Account charges and reclass 
(budget and actual) to comply with BARS definitions. Few of the services classified as Professional Services meet the BARS or conventional definitions.  The majority of 

these charges are drydock related.

Examine Clerk/Receptionist allocation (.4 FTE) to ferry fund.  
Updated technology or business process improvement analysis 
may identify methods to reduce time spent on support function.

.4 FTE (about 3 hrs/day) seems high for $2.7m operation to answer phones, perform data entry, sell passes, fold 
brochers, and 7update website (Note:  there is also a ferry coordinator position).  Consider tracking/logging phone 
calls to determine whether a website FAQ or communication method can eliminate some staff time.  Examine 
outsourcing pass sales, eliminating paper brochures, and reducing service hours.
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

No Recommendation at this time:

Examine Accounting Supervisor FTE (.25) 25% of Accounting Supervisor time is spent on 5% of the budget.  Even considering the unique ferry requirements 
(revenue, leasing, rate setting, customer base), this appears high.  Consider a reduction of time for accounting staff 
after the current period of intensive work requirements for ferry fare anlaysis and Lummi Nation negotiations.  Utilize 
objective costing methodology (ex:  Activity Based Costing) to quantify FTE.

Dock repair and maintenance (R&M) costs.  While citizens are concerned that the county road fund used to bear the cost of dock R&M, the current treatment appears to be in accordance 
with RCW 47.04.140 and WA State Ferry System procedures.

Classification of Lummi Nation Land Lease as an Operating vs Capital lease.  A piece of county charter code (Sec 6.90) states that real property shall not be leased to the County for more 
than a year unless it is included in a capital budget appropriation ordinance.  This code is contrary to GAAP which clearly promulgates that only land leases with title passng may be 
capitalized.

Accounting classification of Repair and Maintenance (R&M): expense vs capital expenditure.  Concern had been raised whether work on ferry and docks had been properly categorized 
as R&M (paid by the ferry fund) vs Capital (paid by the road fund).  Generally, accounting has been in accordance with GAAP (exception:  2006 on-board toilet $18,600).
Grants:  A number of Grant opportunties were explored.  While the ferry may qualify for FTA 5311 grant formula, the very stringent requirements accompanying the funds would likely 
surpass the grant.
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

Recommendations on fare levels and fare structures.

The Ferry Task Force in consultation with the community arrived at these guidelines for fares: 

1)  We want the ferry system financial support to be fair, and also to appear to be fair, therefore we recommend:

 •  Revise the criteria and the application process to obtain needs-based discounted tickets so that one standard applies to everyone
 
2)   We value having families, children, teenagers, and people of varied economic status living on the island; therefore we recommend:
 •  Establish fares that give commuters and other ongoing ferry users a significant discount from cash fares
 •  Offer an additional pedestrian and passenger vehicle discount  for residents with low incomes of whatever age or disability
 •  Make passages very inexpensive for free for children and teenagers through age 18 (high school completion), 
 •  Charge visitors (single trip cash fares) an additional amount in the summer to support the above discounts.
 •  When possible to use credit cards, fares should be reconsidered. For now keep car plus passenger cash fares close to current rates. 
 •  Focus should be on reducing operational expense to benefit both the island and the county. 

We recommend that the fare structure be altered as follows, and as illustrated on the fare tables following:

Change bicycle and motorcycle fares into a flat surcharge of $3 on the appropriate pedestrian fare

Modify current free passage for children under 12 years old to free passage for under 6 years old

We have equal support for two fare proposals for ages 6 up through age 18 (through high school) and recommend either:
a)
b) no fare through high school

Revise truck fares to be based on length after information is gathered on how many are in each length category, no change in truck fares now.
When truck fares are  length determined, measure trailers as combined pulling vehicle and trailer length and charge one fare for both.

Recommendations on fare levels and fare structures. ex

The following pages recommend fares based on the recommendations in this document.  Implementing other changes in operational 
costs would necessitate changing these fares.  Appendix XXXX provides fares and rationale for other scenarios.

 •  Current and retired crew and families use punchcards; this is subject to a county-union negotiation but we included the cost in fare calculations
 •  All county vehicles and employees not actively maintaining or inspecting the ferry system pay via punchcards or cash

Insitute a summer surcharge for single trip (cash) purchases for June through September of $1 to $3 per trip.

Discontinue motorcycle punchcards
Replace current 10 and 25 trip punchcards with 20 trip punchcards

Discontinue student punchcard use just for July and August 

year round (including school attendance) very low punchcard fare,  and low cash fare

Estimated Changes in Operational Expense and Farebox Recovery Target 
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

2011 Dept. Public Works Projected Total Operating Costs: $2,670,547 1
2011 Projected Motor Vehicle Fuel Tax Deficit Funding: -$160,000 1

2011 Projected Ferry Fund Interest: -$2,000 1
2011 Projected Net Operating Costs without Change $2,509,000

Recommended Estimated Operational Expense Changes
-$77,000 1
-$40,000 5

Reduce hours of operation by eliminating the last hour of service on Sunday - Thursday. -$30,000 4
Reduce Safety Specialist  FTE (now .25) to be in line with standards. -$27,000 2

Move maintenance of Gooseberry Point areas within county right-of-way to road maintenance budget. -$20,000 1
Do not renew lease Gooseberry Point parking. Based on 2011 cost, expected to be higher in a new lease. -$18,000 1

Implement web based ticket sales, outsource ticket sales, etc. -$5,000 3
Reduce crew from three to two for 30 minute boat preparation/engine start-up -$3,600 5

Reduce hours of operation by eliminating the extra trip after midnight on Saturdays. -$2,500 6
Implement electronic ferry ticketing system with database and reporting system. -$2,000 11

may be + 12
Install Camera/DVR system on ferry for accident records. (Revenue exceeds expense) $3,000 2

$43,000 10
Projected Total Operating Costs Change with Recommendations $2,329,900

$1,281,445
Estimated Additional Revenue from Recommendations:

Implement electronic ferry ticketing system with database and reporting system. $15,000 11
$7,000 12

Install Camera/DVR system on ferry to reduce accident investigation time. $5,000 2
$2,000 7

If legal questions about RCW resolved, establish a ferry district. $184,000 8
-$86,000 9

###

Recommended Fares

Price/Trip Recommended Fare Classes Rate  Rate Basis ex
$5.00 Passenger/Pedestrian  $5.00 26,857 $134,285 A
$3.00  $60 44,702 $134,106 A
$2.50 Needs Based Passenger/Pedestrian (Income)  $50 3,756 $9,390 C
free   Children under 6 W/Adult free    $0 B
$1.00 Children and Youth 6-18 yrs  $1.00 969 $969 B

For security service, substitute camera system/emergency call button(s) tied to Lummi Police 
Go to single engine operation when schedule and weather allow, only two roundtrips per hour possible.

Begin drydock  last week of September or 3rd week in April. Adds income, but risks added costs. 

Estimated expense Increase by cost of crew punchcards

 Farebox Revenue Target With Recommended Expense Reductions

Begin drydock  end of Sept or late April to capture tourist market in September

Transfer interfund receivables immediately

Increase in Farebox Target to Fund Cash Reserves (Ferry Fund)
NET Farebox Revenue Target after recommendations

Projected* 
2011 Trips 
Purchased

Proejcted 
Revenue

1 R.Trip
Passenger/Pedestrian  Multiride 20 R.trips

20 R.trips
1 R.Trip n.a.
1 R.Trip
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Recommendations of the Whatcom County Citizens' Task Force for the Lummi Island Ferry

Estimated 
Expense 

Decrease 

Estimated 
Revenue 
Increase 

One Time 
costs 

Type of 
Estimate

$0.25  $5 8,719 $2,180 B
$3.00 Bicycle or Motorcycle Pedestrian surcharge  $3.00 1,104 $3,312 A

$10.00 Vehicle W/Driver < 20'  $10.00 23,236 $232,360 A
$6.50  $130 66,953 $435,195 A
$5.00 Needs Based  Vehicle W/Driver (Income)  $100 6,584 $32,920 C

$2.00 June 1 - Sept. 30 Peak Surcharge on single trips  $2.00 14,238 $28,475 A
$2.00June 1 - Sept. 30 Peak Surcharge Vehicle W/Driver (cash)  $2.00 10,509 $21,018 A

$29.00 Vehicle W/Driver 8,001 - 20,000 lbs  $29.00 558 $16,176 D
$25.00 Vehicle W/Driver 8,001 - 20,000 lbs  $250 520 $13,012 D
$65.00 Vehicle W/Driver 20,001 - 36,000 lbs  $65.00 171 $11,106 D
$60.00 Vehicle W/Driver 20,001 - 36,000 lbs  $600 403 $24,157 D

$130.00 Vehicle W/Driver 36,001 - 50,000 lbs  $130.00 83 $10,851 D
$125.00 Vehicle W/Driver 36,001 - 50,000 lbs  $1,250 314 $39,280 D

$15.00 Trailer under 16 feet  $15.00 340 $5,097 D
$25.00 Trailer 16-30 feet  $25.00 252 $6,309 D
$65.00 Trailer over 30 feet  $65.00 16 $1,021 D
At Cost Special Trips after regularly scheduled runs  $600 6 $606 D

Revenue Generated $1,161,825

     *   Projected Trips for 2011 were based on past experience. $1,154,445
-12.1% J

All other trips declined from 2010 by:   -1.8% J

Children and Youth 6-18 yrs Multiride 20 R.trips
1 R.Trip
1 R.Trip

Vehicle W/Driver < 20' Multiride 20 R.trips
20 R.trips

1 R.Trip
1 R.Trip

1 R.Trip
10 R.trips

1 R.Trip
10 R.trips

1 R.Trip
10 R.trips

1 R.Trip
1 R.Trip
1 R.Trip
1 R.Trip

Farebox Revenue Target
Vehicle/Wdriver punchcard trips declined from 2010 by:    
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