
Guemes Island Ferry  
Schedule and Fare Policy Analysis Task Force Meeting #6 

Friday, September 19, 2003 
Guemes Island Community Center 

2:45 pm – 5:45 pm 
 

D R A F T   A G E N D A 
 
 
Meeting Objectives: 
§ Discuss Revenue Control Subcommittee findings. 
§ Discuss four and three crew member revenue control options. 
§ Part II discussion of schedule policy issues. 
 
 
2:45 Welcome   Glen Veal, Chair 

§ Overview of agenda and meeting objectives  Courtney Knox 
 
2:50 Task Force Business  

§ Schedule/look ahead Michael Hodgins 
§ Follow up questions from Meeting #6 
§ Comments/questions regarding Meeting #6 Summary  
§ Ridership update 

 
3:00 Revenue Control Subcommittee Discussion Dixon Elder/Steve Flude 

§ Subcommittee process  
§ Options considered M. Hodgins 
§ 3-person option that meets Auditor requirements 
§ Cycle time and schedule implications 

 
4:00 Schedule Policy Issues: Part II Discussion M. Hodgins 

§ “Continuous” schedule built to meet demands 
§ Staffing, cost and schedule issues and options 

 
5:40 Next Steps and Next Meetings 

§ Task Force Meeting #8: Friday, October 3 – 2:45pm Guemes Island  
Community Center 

 
5:45 Adjourn 
 
 

Administrator
Page 1



Updated Schedule of Activities and Issues for Discussion   September 19, 2003 
Guemes Island Ferry Task Force Meeting Materials   

SKAGIT COUNTY GUEMES ISLAND FERRY 

SCHEDULE AND FARE POLICY ANALYSIS TASK FORCE SCHEDULE 

Task Force Meeting Activities/Items for Discussion 

SEPTEMBER 5th 

GUEMES ISLAND 
COMMUNITY CENTER 

• Remaining fare issues 

• Schedule Issues – Part I 

o Demand outlook 

o Current schedule practice and policies  

 

 

o Issues and challenges 

o Identify schedule options 

SEPTEMBER 19th 

GUEMES ISLAND 
COMMUNITY CENTER 

• Schedule Issues – Part II  

o Schedule options: cost and level of service implications 

• Review Revenue Control findings  

OCTOBER 3rd  

GUEMES ISLAND 
COMMUNITY CENTER 

• Revenue requirement and fare implications 

• Capital implications 

• Long-term financial outlook 

OCTOBER 17th 

MUNICIPAL COURTROOM, 
ANACORTES 

• Commercial User Interests and Issues  

• Review Draft Recommendations 

• Prepare Draft Fare and Schedule Proposal  

 
 
 

NOVEMBER 21st 

(Meeting deferral possible, 
per Community Meeting 

schedule) 

 

• Review community input 

• Develop Final Fare and Schedule Proposal to Board 

• Discuss Capital Funding Plan 

Proposal Implementation 

Early December 

 
Late December 
 

 

Late February/ 

Early March 

 

 

 

Engage community in discussion regarding Draft Proposal 

Present Preliminary Draft Proposal for Board consideration 

Board holds public hearing to review proposal 

Public Works submits Toll Certification 

Board makes determination: Final Fare and Schedule Proposal 

Fares are implemented per WAC 468-22-040 

60 Days after Toll Certification Form is submitted 
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Ridership Summary Update: Year to Year Monthly Ridership Changes

Vehicle Passenger
Total 

Ridership
Vehicle Passenger

Total 
Ridership

Vehicle Passenger
Total 

Ridership
January 7,638    5,291       12,929     7,200  4,529     11,729   6.1% 16.8% 10.2%
February 7,730    5,413       13,143     7,470  5,477     12,947   3.5% -1.2% 1.5%
March 8,665    6,128       14,793     9,405  6,398     15,803   -7.9% -4.2% -6.4%
April 9,301    6,859       16,160     9,439  6,730     16,169   -1.5% 1.9% -0.1%
May 10,550  8,538       19,088     10,586 8,998     19,584   -0.3% -5.1% -2.5%
June 10,362  9,229       19,591     10,565 9,070     19,635   -1.9% 1.8% -0.2%
July* 6,877    14,303     21,180     10,696 11,630   22,326   -35.7% 23.0% -5.1%
August 10,669  12,269     22,938     11,773 13,595   25,368   -9.4% -9.8% -9.6%
Year To Date 71,792  68,030     139,822   77,134  66,427     143,561   -6.9% 2.4% -2.6%

Vehicle values include motorcycle category.
* Ferry haul out occurred in July 2003.

2003 2002 Change

Skagit County Guemes Island Ferry
Schedule and Fare Policy Task Force

Guemes Ferry Task Force Meeting Materials September 19, 2003
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

REVENUE CONTROL SUBCOMMITTEE FINDINGS 
 

Purpose and Objective 
 

The Guemes Island Fare and Schedule Task Force, on 7/20/03, established a sub-group 
composed of Carl Cady (chair), Dixon Elder, Holly Bowman, Steve Flude and Dan Pike 
with support from Trisha Logue (Public Works Auditor), Michael Hodgins and Rick Kiesser. 
 
The objective of the subcommittee was to review the revenue control issues surrounding 
the State Auditor requirements and the current fourth crewmember.  Past audits included 
a finding that passengers were not showing proof of ticket purchase and this did not 
assure that the county was receiving the monies that it was due.  The addition of the 
fourth crewmember solved the proof of payment concerns. 
 
The Subcommittee set about to determine if there was an option or options that would 
likely satisfy the separation of duties requirements but with a three-person crew. 

 
Options Considered 
 

• Purser sells tickets to those in line. Purser gets on ferry and acts as deckhand. 
Deckhand collects boarding passes and tickets as passenger’s board.  Eliminated 
because purser can’t leave terminal area to pre-sell tickets when passengers are on 
board.  Also would be very slow since the line would need to be completely sold 
before loading could begin. 

 
• Purser sells tickets and issues boarding passes. Deckhand collects tickets and boarding 

passes during boarding.  This option would meet the Auditor’s separation of duties 
and could be implemented operationally. 
• Positives: 1) meets state auditor’s separation of duties; 2) continues current 

boarding pass process;  
• Negatives: 1) Would increase terminal time on the Anacortes side; 2) process 

could increase round trip time; 3) could create “pressure” on the crew to not 
follow procedures when demand is high and the expectation is there to make 
extra runs. 

 
• Purser sells tickets. Deckhand collects tickets and boarding passes during crossing. This 

option was eliminated for safety reasons.  In addition to ticket collection problems 
during inclement weather, the crew already has duties during crossing, including: log 
vehicle and passenger count, post lookout during bad weather, observe 
passenger/driver behavior, check deck level gauges, man over board drills, trouble 
shoot problems at direction of “master”. 

 
• Tickets are sold from a “vending machine” and collected during boarding by purser. 

Eliminated as a short term option.  Would require capital investments in technology.  
Also possible limitations and challenges related to customer service issues, cost and 
the likely need for a manual back-up system.  Technology options should be 
considered in greater depth as possible long-term solutions. 
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

• Purser issue pre-numbered two part receipt for both frequent user cards and cash 
sales to approve boarding and conduct spot checks on board to verify compliance.  
Eliminated because County Auditor won’t permit spot check of ridership. 

 
Outcome and Next Steps 
 
The Subcommittee reviewed a number of options.  All but one was eliminated due to operational or 
regulatory fatal flaws.  The one remaining 3-person crew option – the purser sells tickets and issues 
boarding passes and the deckhand collects boarding passes during loading – will be more fully 
defined and compared with the four-person option. 
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

REVENUE CONTROL OPERATIONS 
WITH A THREE-PERSON CREW 

 
Operating Procedures 
 

A three-person crew is the Coast Guard minimum crew for the Guemes.  As such, all 
crewmembers must be on the vessel during the crossing and none of the crewmembers 
can be more than 100-ft away from the vessel during loading or unloading.  For safety 
and revenue collection purposes, passengers and vehicles are loaded separately.  Minor 
terminal improvements to facilitate passenger loading may be necessary. 
 
The following procedures will allow a three-person crew to operate the vessel and provide 
the necessary separation of duties in revenue collection.  When the vessel arrives at 
Anacortes: 
 

1. The purser would lead the passengers up the ramp and enter the terminal building 
to collect cash and tickets.   

2. Deckhand manages the unloading of vehicles.   
3. The purser returns with cash and sells tickets and issues boarding passes to 

waiting passengers. 
4. The purser moves to the vehicle line and begins selling vehicle fares and issuing 

boarding passes. 
5. The deckhand walks up the ramp to open gate (new facility improvement) to let 

passengers board and collects boarding passes.  Then closes passenger gate and 
returns to the vehicle deck to start loading vehicles. 

6. As vehicles are ticketed they proceed under the direction of the deckhand onto the 
vessel for loading.  Once the vehicle is loaded, the deckhand collects the boarding 
pass(es) and then directs the next car down the ramp. 

7. Once the purser has sold the vehicle line, returns to the passenger area and sells 
ticket to any late arriving walkons and then secures the cash and tickets in the 
terminal building. 

8. Purser comes back out and waits until the vehicles are loaded and then lets the 
remaining passengers board the vessel by opening the passenger gate.   

9. The deckhand collects boarding passes from the walk on passengers. 
10. Purser returns to the vessel and prepares for departure. 
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

Impacts on Operations 
 

• Benefits.  The biggest benefit is that the cost savings of eliminating the fourth-
crewmember which is estimated to be approximately $140,000 per year. 
 

• Limitations.  The biggest limitation of this approach is the additional time it will take 
to sell tickets and load the vessel at Anacortes.  There are two attached tables that 
illustrate the time differences between the three and four crewmember options: 

 
o The first table breaks down each task and estimates the terminal time at 

Anacortes assuming a full load is being unloaded and loaded.  This suggests a 
total terminal time of 10 minutes from ramp down to ramp up. 

o The second table shows the total cycle time for each crew scenario.  The times 
(except the 3-person Anacortes terminal time) are based on an analysis 
conducted during the Operations Management Analysis which observed actual 
loading and unloading operations over several days. 

 
The analysis suggests that with a three-person crew, the maximum cycle time that could be 
reasonably scheduled is 30 minutes.  As a result, only 2 round-trips per hour would be 
possible with this crew configuration.  With the fourth crew member, the cycle time can be 
reduced to 20 minutes, meaning 3 round-trips per hour is possible. 

 
Discussion Issues 
 
The cycle time analysis suggests that there is a meaningful tradeoff between service and cost 
associated with the fourth crewmember.  In fact, a fourth crewmember had been called out in periods 
of high demand, even before the additional staffing for revenue control purposes. 
 
Ø Given the cycle time differences, should staffing levels be tied to the schedule and 

expected demand.  If 30 minute cycle times are not adequate during higher volume periods, 
should the staffing and scheduled runs be increased during these higher demand periods.  Since 
the only time difference is on the Anacortes side, the key demand consideration is high demand 
for Anacortes to Guemes runs.  

Ø Additional benefits of a fourth crew member.  The primary concern between three and four 
crewmembers is the impact on cycle time and schedule.  However, the fourth crewmember 
provides other benefits as well (see attached).  How do these other benefits potentially affect 
desired staffing throughout the day or year. 

Ø If there is an interest in targeting the staffing plan to schedule demands, it makes 
sense to move toward a more fully scheduled service.  The current demand responsive 
approach would be very difficult to maintain if it required calling out an extra crewmember 
whenever extra runs needed to be made to meet demand.  
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Schedule & Fare Policy Analysis Task Force

Guemes Ferry Task Force Meeting Materials            September 19, 2003

       Guemes  Island  Ferry 

Page  

Revenue Control Procedures
Three-Member Crew Option

Ramp is 
down

1. Lead passengers off
2. Walk up ramp
3. Pick up sales material
4. Come out of booth

5. Conduct    
   passenger    
   sales

6. Reposition  
    to vehicle  
    line

7. Conduct vehicle  
    sales (22 vehicles)

  8. Reposition to booth
  9. Conduct passenger sales
10. Secure cash and tickets
11. Return to boat

1.5 2.0Time - in 
minutes

Purser 
Responsibilities

2.5 8.0 10

Ramp is 
down

1. Unload vehicles 
    and passengers

2. Punch receipts  
    and board 
    passengers

3. Park vehicles  
    and collect  
    boarding passes

4. Board   
    late-comer     
    passengers  
    and collect 
    boarding passes

2.0 Time - in 
minutes

Deckhand
Responsibilities

3.0 9.08.5 

Sales/load rate
15 secs. per vehicle
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Schedule & Fare Policy Analysis Task Force

Guemes Ferry Task Force Meeting Materials            September 19, 2003

       Guemes  Island  Ferry 

Page  

Three Person Crew     
 •  Crossing to Guemes
 •  Unload/Load
 •  Crossing to Anacortes
 •  Unload

 •  Ticket passengers and vehicles
 •  Load & collect boarding passes
 •  Secure cash & tickets

  

Four Person Crew     
 •  Crossing to Guemes
 •  Unload/Load
 •  Crossing to Anacortes
 •  Unload

 •  Load pre-sold line
 •  Collect boarding passes

Cycle Time Comparison

15 Minutes

2.2 Minutes10 Minutes

17.2 Minutes

•  Allowance for weather/contingency

20 Minutes30 Minutes

Cycle time is the total time to do one round trip, from departure to departure.  The only difference in 
cycle time between three and four person crews is in the ticketing and loading time at Anacortes.

Anacortes Terminal Time

Total Terminal Time

Total Cycle Time

Schedule Cycle Time

25 Minutes
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

ADDITIONAL BENEFITS OF A FOURTH CREWMEMBER 
A Crewmembers Perspective 

 
Service Benefits 
 

• Faster turn-around on double runs.  Pre-selling saves 7-10 minutes per trip. It also allows 
pre-staging of oversized vehicles, which speeds loading. 

 
• The office is always staffed, except during loading.  Customers can expect reasonable 

accessibility to the purser for purchase of tickets and purchase or pick-up of frequent user 
cards.  The result is faster loading. 

 
• Except during loading, there is always a crewmember on hand to answer the 

phone. This is valuable at all times, but especially so during haul-outs, break downs, 
emergency runs, extremely low tides, holidays, and generally anytime there are circumstances 
that can change or alter regular service.  This is also useful to customers with questions about 
oversized loads, low tides, schedule times, fares and other general information. 

 
• There is someone on the Anacortes side to pre-sell and stage loads during 

emergency runs.  This allows the crew to run a quick round trip, within a predictable time 
frame, so that no runs are cancelled while waiting for the Sheriff/Aid Car. 

 
• Ticket collector can communicate with ticket seller and deck crew during low tides, 

when deck is not visible to ticket seller, and on coming traffic is not visible to deck 
crew. This allows for better utilization of deck space, gives deck crew advance notice of 
oncoming oversize vehicles and allows for back filling of small inboard and outboard spaces 
before loading extra long or extra wide vehicles. 

 
• Ticket collector can regulate traffic for safe boarding of bicycles and walk-ons. 

 
• 4th crewmember eliminates the fatigue experienced by the purser on the 3-person 

crew.  The purser sets the tone and pace for the day.  To do this under the pressure of 
selling, answering questions, solving problems, giving information, getting the loads off on 
time, running up and down the ramp, and planning loads leaves no room for a break.  Pursers 
on the old system often spent their lunch and break periods processing checks, logging 
miscellaneous slips, stocking tickets and other related duties, while the rest of the crew had a 
rest.  The requirements of accuracy in cash handling and ticketing, precision in loading and 
timeliness of runs are difficult to achieve under pressure.  The 4th crew position eases the  
pressure of those requirements. 

 
• The utilization of a fourth crew allows for monitoring of the facility.  Discussions with 

the Coast Guard have revealed a preference, on their part, for a constant crew presence 
during all operating hours. 
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

Regulatory Benefits 
 

• Separation of duties for audit purposes.  There is a separation of duties between the 
ticker seller and the ticket collector. 

 
• Additional financial oversight.  The ticket collector catches errors in ticketing and non-

paying customers. 
 

• The ticket seller is able to immediately endorse checks.  Cash sales are immediately 
receipted and punch cards are immediately issued. 

 
• There are no longer any onboard sales. As a result, no passenger is allowed to travel 

without paying and receiving a receipt.  Checks are no longer accepted on board by a non -
ticket seller. As a result, there are no checks lost or forgotten in safety vest pockets, which had 
been a problem in the past. 
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

SCHEDULE POLICY ISSUES II 
 
Overview 
 

There are a number of schedule policy issues that must be addressed, including: 
 

• What is the best way to meet demand requirements? 
• How much service should be offered? 
• How should schedule, service and staffing issues be resolved? 
• How should demand beyond the end of the service day be handled? 
• Should the schedule retain “open periods” to allow the crew discretion to provide 

“extra service if the demand is warranted? 
 
Several of these issues were discussed at the September 5, 2003 Task force meeting.  
On the basis of the preceding analysis of revenue control issues and the discussion of 
schedule policy issues from the last meeting, the following are a suggested starting point 
for the schedule policy discussion: 
 

• The schedule should be designed to meet the demand within the currently 
defined schedule day.  Thus, there would be no change in start or end times. 

• Where demand would warrant it, additional crew should be added to improve 
service.  This may be in the form of supporting a 20-minute schedule (only 
possible with a four-person crew) or perhaps smoother operations and schedule 
adherence during heavy demand periods with a 30-minute schedule. 

• The mode of operation should change from a mix of scheduled and non-demand 
service to one based on a fixed schedule.  This will improve management’s ability 
to manage the service and staff appropriately, provide predictability for customers 
and crew, and eliminate a source of tension between crew and customers by 
eliminating the need for the crew to determine when it can make “extra trips”. 

• Most costs of operating the ferry during the regular schedule day are fixed.  The 
only additional cost of making an extra trip is the cost of fuel.  In 2002, the 
average cost of fuel for a round trip was $4.68.  This is not enough of a savings to 
reserve the option of on-demand sailings. 

• The crew’s breaks and shift changes should be explicitly accounted for in the 
schedule. 

 
Approach 
 
Based on the general findings and policy framework described above, a draft “continuous” schedule 
was created and is shown on the following page.  
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Guemes Island Ferry Schedule and Fare Task Force 

Task Force Meeting Materials  September 19, 2003 

 
Potential “Continuous” Schedule 
 
 

Trip Mon-Thurs Friday Saturday
Sunday & 
Holidays

1.0 6:30 AM 6:30 AM 6:30 AM
2.0 7:00 AM 7:00 AM 7:00 AM 7:00 AM
3.0 7:30 AM 7:30 AM 7:30 AM 7:30 AM

Morning 4.0 8:00 AM 8:00 AM 8:00 AM 8:00 AM
5.0 8:30 AM 8:30 AM 8:30 AM 8:30 AM

0:15:00 Minute break
6.0 9:15 AM 9:15 AM 9:15 AM 9:15 AM
7.0 9:45 AM 9:45 AM 9:45 AM 9:45 AM
8.0 10:15 AM 10:15 AM 10:15 AM 10:15 AM
9.0 10:45 AM 10:45 AM 10:45 AM 10:45 AM

10.0 11:15 AM 11:15 AM 11:15 AM 11:15 AM
11.0 11:45 AM 11:45 AM 11:45 AM 11:45 AM

Midday 0:45:00 Minute break
12.0 1:00 PM 1:00 PM 1:00 PM 1:00 PM
13.0 1:30 PM 1:30 PM 1:30 PM 1:30 PM
14.0 2:00 PM 2:00 PM 2:00 PM 2:00 PM
15.0 2:30 PM 2:30 PM 2:30 PM 2:30 PM

0:20:00 Shift change
16.0 3:20 PM 3:20 PM 3:20 PM 3:30 PM
17.0 3:40 PM 3:40 PM 3:40 PM
18.0 4:00 PM 4:00 PM 4:00 PM 4:00 PM

Afternoon 19.0 4:20 PM 4:20 PM 4:20 PM 4:30 PM
20.0 4:40 PM 4:40 PM 4:40 PM
21.0 5:00 PM 5:00 PM 5:00 PM 5:00 PM
22.0 5:20 PM 5:20 PM 5:20 PM 5:30 PM
23.0 5:40 PM 5:40 PM 5:40 PM
24.0 6:00 PM 6:00 PM 6:00 PM 6:00 PM
25.0 6:30 PM 6:30 PM 6:30 PM
26.0 7:00 PM 7:00 PM 7:00 PM
27.0 7:30 PM 7:30 PM 7:30 PM
28.0 8:00 PM 8:00 PM 8:00 PM

0:45:00 Minute break
Evening 29.0 9:15 PM 9:15 PM 9:15 PM

30.0 9:45 PM 9:45 PM 9:45 PM
31.0 10:15 PM 10:15 PM 10:15 PM
32.0 10:45 PM 10:45 PM

0:15:00 Min break
33.0 11:30 PM 11:30 PM
34.0 12:00 AM 12:00 AM

"Continuous" Schedule
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SCHEDULE POLICY ISSUES II 

 
Discussion Issues for the “Continuous” Schedule 
 
Fixed schedule versus demand-responsive.  The fixed schedule would eliminate the demand-
responsive nature of the current approach, which has been popular.  This is the key policy question as 
all other schedule issues will be affected by the choice of fixed versus demand-responsive. 
 
Addressing the overloads after 6:00pm Monday-Thursday.  The Draft schedule would provide 
a 50% increase in the number of sailings during the afternoon peak period.  These additional spaces 
should be adequate to meet the current demand throughout the year.  As such, it should be possible 
to have a more rigid policy regarding trips after 6:00pm. 
 
Ø Option 1: Current Policy .  The policy is that anyone arriving on-time for the last sailing that gets 

bumped for an overload is guaranteed passage.  In addition, anyone else that arrives after the 
6:00pm that can fit on the overload run is usually granted passage as well.  This has led to one to 
two extra trips on many days resulting in overtime expenses for all extra trips after the 6:00 pm 
sailing. 

 
Ø Option 2: No guarantee for overloads.  The last sailing is the last sailing.  Overloaded vehicles 

would have the option of parking their cars and walking on the 6:00pm or staying the night on 
the mainland. 

 
Extra runs during the day.  With a fixed schedule there would be no extra runs during the day.  The 
one exception would be emergency situations where depending on the time of day and day of year, it 
may be necessary to add a run and then over the next several hours work to get back on schedule. 
 
Number of scheduled runs.  The draft fixed schedule would result in a substantial increase in total 
scheduled trips.  However, when compared with actual trips, the number of scheduled trips would 
generally be consistent with summer activity (see attached).  In the winter time, there may be latitude 
to reduce the scheduled sailings to better match the daily demand.  However, if the reduction does 
not result in a shorter day, then there is likely to be virtually no cost savings from reduced service, 
since the cost of fuel is a relatively minor cost for a day of operation. 
 
Scheduling fuel runs.  The current draft schedule does not identify fuel runs.  It would likely be 
necessary to have a regularly scheduled fuel service.  The schedule would identify which run(s) were 
fuel runs and that no other vehicles or passengers would be allowed on that trip.  This would be a 
good issue to discuss with the commercial group. 
 
Staffing for a fixed schedule.  There would appear to be some obvious staffing choices in the 
current draft schedule.  For example running a 20-minute schedule would require a four-person crew.  
Also, in the winter months during the morning it may never make sense to have a four-person crew 
since the loads going to Guemes are generally relatively light.  However there may be situations in 
between were three or four crewmembers might make sense.  For example, during relatively busy 
periods of the day in the summer, it may be necessary to have a four-person crew to address 
customer service needs and to help keep on schedule even with a 30 minute schedule. 
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COMPARISON OF CURRENT AND PROPOSED SCHEDULED TRIPS AND SAMPLE OF ACTUAL VESSEL TRIPS MADE

Sailing Period Hours Covered
Current 

Scheduled 
Trips

Proposed 
Scheduled 

Trips
Feb-02 Aug-02 Feb-02 Aug-02 Feb-02 Aug-02 Feb-02 Aug-02

Morning Peak   
From 6:30 AM to 

10:00 AM 6 7 7 7 7+ 7+ 7 7 6 7

Mid Day
From 10:00 AM to 

3:30 PM 5 8 7 9 9+ 10+ 7 9 7 9

Afternoon Peak
From 3:30 PM to 

6:00 PM 6 9 6 6 6 6 6 6 6 6

Evening After 6 PM 0 0 0 1 0 2 1 2 1 2

Total Daily 17 24 20 23 22 25 21 24 20 24

Sailing Period Hours Covered
Current 

Scheduled 
Trips

Proposed 
Scheduled 

Trips

Current 
Scheduled 

Trips

Proposed 
Scheduled 

Trips

Current 
Scheduled 

Trips

Proposed 
Scheduled 

Trips
Feb-02 Aug-02 Feb-02 Aug-02 Feb-02 Aug-02

Morning Peak   
From 6:30 AM to 

10:00 AM 6 7 6 7 4 7 4 6 3 7 3 4

Mid Day
From 10:00 AM to 

3:30 PM 5 8 8 9 5 8 10 10 6 8 7 10

Afternoon Peak
From 3:30 PM to 

6:00 PM 6 9 6 6 3 9 3 6 3 6 3 6

Evening
From 6:00 PM to 

8:00 PM 2 4 3 5 2 4 2 2 3 4 3 5

Night After 8:00 PM 4 6 4 5 4 6 4 4 1 3 1 1

Total Daily 23 34 27 32 18 34 23 28 16 28 17 26

Actual Trips Actual Trips Actual Trips

Saturday SundayFriday

Actual Trips Made

Monday Tuesday Wednesday Thursday

Guemes Island Ferry Task Force Materials September 19, 2003
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Answers to Questions Raised in Meeting #6 

Guemes Ferry Task Force Meeting #7 Materials  

SKAGIT COUNTY GUEMES ISLAND FERRY 
SCHEDULE AND FARE POLICY TASK FORCE 

 
RESPONSE TO QUESTIONS RAISED IN MEETING #6 

 
Two questions were raised during the Fare Policy discussion at the sixth meeting of the Task Force.   
 
Can the Task Force consider a fare that would be lower than the 1990 levels?  
 
The RCW 47.56.725 pertaining to State Deficit Reimbursement for county-operated ferries states that 
the fares must be at least equal to those in place January 1, 1990.  This stipulation is included in 
continuing agreements between WSDOT and the counties – the Interagency Agreement between the 
State of Washington, Department of Transportation, Highways and Local Programs and Skagit County.   
 
If the Task Force were to make recommendations for a new fare policy structure that would result in a 
reduction of any fare below the 1990 level, Skagit County could elect to: 
 

A) Consider working with WSDOT or the Legislature to provide Skagit County the flexibility to 
determine what is best for the system, including possibly lowering some fares below 1990 
levels, so long as total revenues are increased. 

Or  
B) Phase in fare structure over time.  In this scenario, a new policy could be adopted that 
would suggest a fare should be lowered, but then the policy could be phased in over time 
such that no fare is reduced below the 1990 levels.  This option may require holding a fare 
constant through one or more fare increases until the adopted policy logic yields the right 
relationship and fares are higher than 1990 levels. 
 

The Task Force will take this issue up when it comes time to consider the total package of proposed 
policies.  
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GUEMES ISLAND FERRY IMPLEMENTATION PLAN 
TASK FORCE MEETING SUMMARY – GUEMES ISLAND COMMUNITY CENTER 

SEPTEMBER 5, 2003 
 

Task Force Meeting Attendees    Staff and Consultants 
 
Glen Veal, Task Force Chair     Karen Cade 
Holly Bowman      Michael Hodgins 
Phil Burton       Rick Kiesser 
Ron Panzero        Courtney Knox 
Jim Dugan 
Dixon Elder 
Steve Flude 
Marilee Fosbre 
Dan Pike 
Sharon Schlittenhard 
Jackie Wittman 
Steve Orsini  
_______________________________________________________________________________________ 
 
Glen Veal opened the meeting at 2:55 p.m. Michael Hodgins began the meeting with discussion on the Schedule 
and Fare Policy Analysis Task Force Schedule. Topics for this meeting include Remaining fare issues, Schedule 
Issues – Part 1 with discussion on demand outlook, current schedule practice and policies, issues and challenges, 
and identify schedule options. In the next meeting September 19th we will discuss Schedule Issues – Part 2 that 
will include schedule options: cost and level of service implications and we will review revenue control findings. 
The October 3rd meeting will include topics on Commercial User Interests and Issues, Revenue Requirement and 
Fare Implications, Capital Implications, and Long-Term Financial Outlook. The October 17th meeting will 
include Review Draft Recommendations, Prepare Draft Fare and Schedule Proposal. We will then present 
preliminary draft proposal for Board consideration and engage community in discussion regarding draft proposal. 
Possibly will have a meeting November 21st to review community input, develop final fare and schedule proposal 
to Board, and discuss Capital Funding Plan.  
 
Michael led discussion on which commercial users should receive an invite to the October meeting and also how 
shall we invite them? It was decided to do a phone interview with the commercial users listed on the salmon sheet 
of paper in the packet and possibly do an invitation by fax.  
 
Michael moved onto the ridership summary update and informed that task force that the year to date total was 
incorrect and Berk & Associates will be revising this and an undated summary will be handed out at a later 
meeting.  
 
Courtney asked if there were any additions/deletions/corrections on the last meeting’s summary, there were none 
and this summary was passed.  
 
Michael discussed the Fare Policy Checklist pointing which items have been checked off so far and what items 
still need to be decided on. There was discussion on whether to revisit the define overlength issue and allow for 
provisions for a smaller vehicle, it was decided to wait on this discussion and as we move onto other meetings 
this topic might be revisited.  
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Glen Veal told the Task Force about a proposal that was presented by the Sub-Committee on whether to eliminate 
charges on the passengers and there would be fares on vehicles only. This led into a discussion and viewpoints on 
this matter. Berk & Associates will provide the pros/cons of eliminating a fare on passengers only.  
 
Michael moved onto the Preliminary Revenue Implications handout and stated that the estimates are based on 
2002 Ridership, current car & driver and passenger cash fares and a range of assumed impacts on frequent user 
riders and Sr./Disabled passengers.  
 
Michael led a discussion in reference to the Fare Considerations for Bicycles. Current policy is bicycle travelers 
are treated like walk-on passengers. They only pay the appropriate passenger fare and do not pay any extra for the 
bicycle. There was discussion on the following questions: 

1. Should there be a bicycle surcharge? 
2. If yes, what should the surcharge be? 
3. Should there be a commuter option?  

 
It was decided to have a summer surcharge on individuals over 18 and on cash fares only. The surcharge will be 
$.75 cents during the summer. A plan will be worked on for what to charge larger tour groups.  
 
Michael discussed the Frequent User – Part II portion and indicated what the current policies are, preliminary 
recommendation and then asked the Task Force which categories should have a frequent user discount? 
 
Passenger        Yes   or    No 
 
Youth Passenger    Yes   or    No 
 
Car & Driver          Yes   or   No 
 
Motorcycle             Yes   or   No 
 
Oversize        Yes   or   No 
 
Michael brought up a possible fare issue, should there be a storage fee for carry-on items, including kayaks and 
other items of comparable size?  
 
It was decided due to the large discussion taking place and the time constraint that this item would be discussed at 
a later date and we moved onto scheduling issues.  
 
The brainstorming discussion is on what the purpose would be of having a schedule.  
 
Items discussed were as follows: 
 

Extra trips during schedule day: 
1. What are the pros/cons of the current practice? 
2. What are the pros/cons of a fixed posted schedule? 

 
Extra trips during schedule day: 

• Discretion/when it’s used during gaps in schedule 
• Not consistent 
• Shorter waits 
• Full Boats/run when empty 
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Fixed/flexible schedule: 
 

• Empty boats 
• Scheduled breaks (consistent) 
• Possible winter & summer schedule 

 
Michael also went over the Policies regarding extra trips (within the schedule day) handout pointing out how 
many extra trips there were in February and August 1997 and 2002 on Monday-Thursday and Friday-Sunday and 
having a discussion on these figures.  
 
Next Task Force meeting will be September 19th at the Guemes Island Community Center with topics of 
discussion being Schedule Issues – Part II and Review Revenue Control Findings. 
 
Meeting adjourned at 5:55 p.m. 
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