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Presentation

• Review memo from Executive’s Office
• Capital project
• Long term capital expenses
• Impact to road fund
• Work towards a comprehensive sustainable 

financial model
• Ferry System’s Annual Operating Review Fiscal 

Year 2024
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Lummi Island Ferry Replacement and 
Terminal Modernization project

Funding



Current budget





Hopeful we will hear soon.  

Decision is with the USDOT Office of the Secretary

2026 session:  Jan 12 – March 13

Federal program.  Makes sense if we receive RAISE grant, if not, then no. 

(Will federalize project) 

Makes sense if we do not receive RAISE and our debt scenario is 25 year 

term. 



CRAB published an announcement in December 2024, describing their work 

to correct the methodology for funds distribution.

: Counties to receive a refund for the amounts mistakenly 

withheld in the current biennium (July 2023- November 2024) 

The December 2024 distribution to the counties used the corrected 

methodology

We received:  $278,981.06







SCENARIO: 1 SCENARIO: 2 SCENARIO: 3

TOTAL PROJECT COST: $51,933,000 TOTAL PROJECT COST: $51,933,000 TOTAL PROJECT COST: $51,933,000

Less WSDOT local programs design money $5,300,000 Less WSDOT local programs design money $5,300,000 Less WSDOT local programs design money $5,300,000

$46,633,000 $46,633,000 $46,633,000

Less RAISE grant (but this is 

reimburseable need cash flow to pay this) $25,000,000

Less RAISE grant (but this is reimburseable 

need cash flow to pay this) $15,000,000

CAPITAL PROJECT 

FINANCE TOTAL: $46,633,000

CAPITAL PROJECT 

FINANCE TOTAL: $21,633,000

CAPITAL PROJECT FINANCE 

TOTAL: $31,633,000

DEBT SCENARIO 1

TIFIA Estimated debt service annually.  35 

years @ 3% 2,235,375 1,036,988 1,516,343

Revenue for debt service:

CRAB award:  $10M, $500,000 per year for 

20 years 500,000 500,000 500,000

$1 Ferry capital surcharge per passage 

(2023 actual) 148,000 148,000 148,000

TIFIA LOAN: Need to identify ANNUAL 

revenue for total capital project debt 

service shortfall 1,587,375 388,988 868,343

DEBT SCENARIO 2

Traditional financing. Estimated debt 

service annually.  25 years @4% 3,074,622 1,426,314 2,085,637

Revenue for debt service:

CRAB award:  $10M, $500,000 per year for 

20 years 500,000 500,000 500,000

$1 Ferry capital surcharge per passage 

(2023 actual) 148,000 148,000 148,000

TRADITIONAL FINANCING: Need to 

identify ANNUAL revenue for total capital 

project debt service shortfall 2,426,622 778,314 1,437,637



State Capital 
Grant

Ferry District* Increase Capital 
Surcharge

Voted
Transportation 
Benefit District

Voted Road Fund 
Lid Lift

Any funding 
would lower 
debt service 

amount

Countywide or 
Lummi Island 

only

Riders All 
unincorporated 

area

Unincorporated

Property tax User fee Sales Tax or Car 
Tab

Property tax

State paying 29.46% 
of current project 

budget

*with RCW 
change

Point Roberts MVFT = 
$41,500





DEBT SERVICE & OPERATIONAL FUNDING

COUNCIL ACTION

Increase Surcharge

Est. based on 

current ridership

1.00 148,000$       
Lummi Island only 

ferry district
2024 Assessed Value= 

$590,056,945 $0.45 265,525.63$             

2.00 296,000$       $0.75 442,542.71$             

3.00 444,000$       

4.00 592,000$       
Unincorporated 

only
2024 Assessed Value=

$28,059,725,774 $0.01 280,597.26$             

5.00 740,000$       $0.02 561,194.52$             

$0.03 841,791.77$             

$0.05 1,402,986.29$         

$0.25 7,014,931.44$         

$0.75 21,044,794.33$       

Countywide ferry 

district
2024 Assessed Value=

$61,508,297,935 $0.01 615,082.98$             

$0.02 1,230,165.96$         

$0.03 1,845,248.94$         

$0.05 3,075,414.90$         

$0.25 15,377,074.48$       

$0.75 46,131,223.45$       

DEBT SERVICE FUNDING

LEGISLATIVE CHANGE

Council Action: Ferry District



DEBT SERVICE & OPERATIONAL FUNDING
ROAD FUND
Road fund levy rate 0.000746921

Lummi Island only 

2024 Assessed Value= 
 $           590,056,945 

Lummi Island only road fund collection 440,726$                 

Countywide road fund valuation = 28,059,725,774$      

Countywide road fund collection 20,958,400$           

Voted lid lift Increase in collection

0.000746921 $0.01 21,238,995.69$      280,595.25$                    

$0.02 21,519,592.95$      561,192.51$                    

$0.03 21,800,190.21$      841,789.77$                    

$0.05 22,361,384.72$      1,402,984.28$                

$0.25 27,973,329.88$      7,014,929.44$                



Property Value $400,000 $650,000 $800,000 $1,200,000

0.00001 $4 $6.50 $8 $12 Annually

0.00002 $8 $13 $16 $24

0.00003 $12 $19.50 $24 $36

0.00005 $20 $32.50 $40 $60

0.00025 $100 $162.50 $200 $300

0.00045 $180 $292.50 $360 $540

0.00075 $300 $487.50 $600 $900



Property 
Owners

County 
& Govt. 

Users

Farebox 
recovery 
structure

Countywide
Ferry District



Property 
Owners

County 
& Govt.

Users

Farebox 
recovery 
structure

Countywide 
Ferry District

2027: Higher 
capital surcharge 
to contribute to 
debt service2027: Enact enough 

revenue to replace road 
fund monies dedicated to 
ferry operations 



• Immediately follow Whatcom County Code  WCC 10.34 to 

set fares

• Work with Washington State Legislature to amend RCW 

36.54, removing the work “passenger”

• IDENTIFY 2027 COMPREHENSIVE BUDGET with 

operations and capital expenses captured



Policy work:

▪ Does the County want to continue reliance on the road fund at the level 

projected?

▪ What long-term sustainable sources of revenue to support a comprehensive 

budget for the ferry system would Council consider (e.g., a countywide ferry 

district)?

▪ Consider what savings can be achieved through decreasing the level of 

service to decrease operational costs



Policy work:

▪ Consider other operational changes and further changes to the fares could help 

stabilize operational expenses and generate additional revenue:

▪ Implementing an electronic ticketing system to allow for more dynamic pricing

▪ Include summer seasonal fares or adding a summer surcharge

▪ Update debt service projections as capital project progresses. Milestones that must 

be passed in order to decide for long term funding and sustainable service:

▪ Finalize RAISE grant

▪ Legislative change



▪ Objectively look to budget projections in 2027 and 2028 when 

the current ferry replacement and infrastructure project is 

completed and debt service funding is needed.

▪ Long term funding decision







Ferry Operations Revenues. Pg. 2
Revenues Approved Budget Actuals Variance

1 Ferry User Fees 1,640,000 1,596,702 -43,298

2 Road Fund Contribution 1,808,061 1,233,032 -575,029

3 Ferry Boat Program Grant 0 394,002 394,002

4 ARPA COVID transfer 358,000 358,000 0

5 Ferry Deficit Reimbursement 320,000 282,883 -37,117

6

Motor Vehicle Fuel Tax 

(Attributable to Ferries) 0 133,392 133,392

7 Zero Youth Fares Grant 0 45,000 45,000

8 Investment Interest 16,000 21,271 5,271

9 Insurance Recoveries 0 3,358 3,358

10 Miscellaneous Revenue 350 0 -350

11 Transfers In 62,298 0 -62,298

Total 4,204,709 4,067,640 -137,069



39%

30%

10%

9%

7%

3%

1%

2024 Revenues- Actuals

Ferry User Fees

Road Fund Contribution

Ferry Boat Program Grant

ARPA COVID transfer

Ferry Deficit Reimbursement

Motor Vehicle Fuel Tax
(Attributable to Ferries)
Zero Youth Fares Grant

Investment Interest

Insurance Recoveries

Miscellaneous Revenue



2024 Ferry Operations 
Expenses, Pg. 3

Budget: $4,292,278
Actual: $4,058,379



Wages (labor)
24%

Ferry rental to ER&R fund
24%

Benefits (labor)
19%

Space Rental
7%

Cost Allocation- Road Fund (labor)
7%

Terminal Repairs & Maintenance
5%

Contractual Services
5%

Insurance Premiums
3%

Cost Allocation -Admin Svs (labor)
2%

Cost Allocation- General Fund 
(labor)

1%

Credit Card Fee
1%

Taxes & Assess
1% Travel

1%

Tools & Equip
1%

Office & Op Supplies
0%

Fuel
0%

ACTUAL EXPENSES

Wages (labor)

Ferry rental to ER&R fund

Benefits (labor)

Space Rental

Cost Allocation- Road Fund (labor)

Terminal Repairs & Maintenance

Contractual Services

Insurance Premiums

Cost Allocation -Admin Svs (labor)

Cost Allocation- General Fund (labor)

Credit Card Fee

 Taxes & Assess

 Travel

 Tools & Equip

 Office & Op Supplies

 Fuel



2024 Ferry Fund Adjusted Total, Pg. 5



Fare Box Summary, Pg. 5
Fare Box Metrics

1. Fare Box Recovery Goal: $1,984,265

2. Total fare box considered revenue: $1,999,702 

3. Actual Fare box recovery rate: 55.43%

Fare Box Revenue Breakdown

Ferry User Fees $1,596,702 80%

ARPA - Covid 2020 ridership loss $358,000 18%

Zero-Fare Grant (WSDOT) $45,000 2%

Total Fare Box Considered Revenue $1,999,702 100%

80%

18%

2%

Fare Box Considered Revenue- Source 
Fund Breakdown 

Ferry User Fees

ARPA - Covid 2020
ridership loss

Zero-Fare Grant
(WSDOT)



Operating Reserve Target, Pg. 6



Capital Surcharge, Pg. 8



Fare Box Reserve Balance, Pg.10



Summary: Projections, Pg.10







RAISE grant

YES NO

Initiate TIFIA Loan Initiate WA LOCAL Program Financing

2026 Legislative Session
Ferry District language change Capital grant ask $10M 

YES

Calculate ferry district rate based 
current funding status and need 
for 2027, enact, file with Auditor 
by August 1

YES or NONO

Calculate amount of County 
funds needed to fill void, capital 
surcharge. Try again in 2027 
Legislative Session


