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Seaplane Lagoon Ferry Service Project Memorandum of Understanding
March 15, 2016
Term, Parties
General

This document establishes the framework for development of a future
Seaplane Lagoon ferry terminal and new ferry service connecting Alameda
Point and San Francisco that may be implemented as early as FY 2020.

Term

This agreement shall commence on MONTH, DATE, YEAR and shall remain in
effect from the first day of operations through the first 10 years of Seaplane
Lagoon Ferry service operations.

Parties

This agreement is between the San Francisco Bay Area Water Emergency
Transportation Authority (WETA) and the City of Alameda (City).
WETA was established in 2008 as the successor agency to the Water Transit
Authority with a mission to consolidate and operate certain existing publicly
operated ferry services on San Francisco Bay, expand new routes, and
coordinate ferry services in the event of an emergency.
The City of Alameda is a charter city and municipal corporation located within
Alameda County. The City is an island jurisdiction and acknowledges ferry
service as an important mode of regional transit access and traffic congestion
relief and desires to initiate new ferry service between Seaplane Lagoon and
San Francisco in support of its plans to develop the western area of Alameda
commonly referred to as Alameda Point.

Transition
Agreement

The City and WETA executed a Transition/Transfer Agreement on February 25,
2011 and the Alameda/Oakland and Harbor Bay Ferry Services were transferred
to WETA on April 29, 2011. The Agreement provides for continued operation of
the existing ferry vessels and waterside facilities under the management of
WETA, and continued operation of the City’s landside ferry terminal assets by
the City, with reimbursement from WETA. The Agreement also acknowledges
the City’s desire to have ferry service to San Francisco from Seaplane Lagoon at
Alameda Point and sets forth that WETA and the City will work together in good
faith to establish a Seaplane Lagoon ferry service and to explore the viability of
such a service.

WETA System
Expansion Policy

On June 4, 2015 the WETA Board of Directors adopted a System Expansion
Policy to serve as a framework for evaluating the feasibility of new ferry
projects. This MOU has been developed based on this framework and it is the
intent of the City and WETA to further develop a future Seaplane Lagoon ferry
service consistent with WETA’s System Expansion Policy.
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Seaplane Lagoon Ferry Service Plan
Western Alameda
Service Strategy

This Agreement acknowledges the City’s and WETA’s intent to have ferry
service to San Francisco from Seaplane Lagoon at Alameda Point and sets forth
that WETA and the City will work together in good faith to establish a Seaplane
Lagoon ferry service.
The City is currently served by three ferry routes operated by WETA, including
the Alameda/Oakland Ferry Service. The Alameda/Oakland Ferry Service, which
originates at the Main St. Ferry Terminal, represents an effective and longstanding mode of regional transit access between the western portion of
Alameda and San Francisco. Service is provided during weekday commute and
midday periods, as well as weekends. During peak operating periods, the
Alameda/Oakland Ferry Service is provided by the concurrent operation of two
vessels. The Main St. ferry terminal is also served by the South San Francisco
Ferry Service, which operates during weekday commute periods to and from
Oyster Point Marina in South San Francisco. Approximately 800 parking spaces
are available for ferry patrons at or in close proximity to Main St. ferry terminal.
WETA and the City acknowledge that a future Seaplane Lagoon ferry terminal
represents a strategically beneficial opportunity for enhancing ferry service
between the western portion of Alameda, currently served by the
Alameda/Oakland Ferry Service, and San Francisco. Furthermore, it is
acknowledged that, during the commute periods, the existing Main Street ferry
terminal service has limited ridership capacity. Continued ridership growth is
anticipated not only from increasing residential and job growth at Alameda
Point, but also from the rest of Alameda/Oakland.
WETA and the City studied three ferry service expansion alternatives:
• Adding a third vessel to the existing service at Main Street
• Shifting all service to Seaplane Lagoon
• Expanding service to Seaplane Lagoon while maintaining the existing
Main Street service
After evaluating the alternatives, expansion service to Seaplane Lagoon while
maintaining the existing Main Street service was identified as a mutually
beneficial approach to accommodate ongoing demand for ferry service in West
Alameda.
In response to existing and projected ridership demand, WETA and the City
agree to make it a priority to establish a commute-oriented ferry service
between Seaplane Lagoon and San Francisco. The Seaplane Lagoon ferry service
will be initiated once operating funds and terminal and vessel assets are
secured to operate the expansion service. The City and WETA agree that, at a
minimum, the existing levels of service and current amenities, including both
the quantity of on-street and off-street parking facilities, will be maintained at
the Main St. ferry terminal irrespective of future Seaplane Lagoon ferry service
being implemented.
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Seaplane Lagoon
Service Plan

Commute-oriented Seaplane Lagoon ferry service will include AM peak period
departures to San Francisco and PM peak period returns trips to Seaplane
Lagoon. Reverse-commute service will also be offered, primarily to reposition
the vessel to make the maximum and optimal number of peak trips. At the
outset, service will operate approximately 253 days per year. Weekend or
holiday service is not anticipated initially, but may be provided as demand
increases.
Special event service may be considered on a case-by-case basis and subject to
WETA’s board policy for special event service cost recovery. Due to dock
capacity constraints at AT&T Park, the service plan does not envision AT&T
ballgame service from the Seaplane Lagoon Ferry Terminal.
WETA will endeavor to link Seaplane Lagoon service to other terminals in the
WETA network in an effort to find cost efficiencies through interlining, vessel
sharing and crew sharing.
Non-WETA vessel operators will be permitted to call on the Seaplane Lagoon
Ferry Terminal provided they do not interfere with regularly scheduled WETA
service and sign WETA’s standard landing rights agreement.

Initial Ferry Service
Level

The Initial Ferry Service Plan defined herein represents the minimum level of
service required to operate an effective commuter service and shall be
provided upon the initiation of Seaplane Lagoon ferry service and throughout
the 10-year operating plan, consistent with WETA’s System Expansion Policy.
Peak Period Service
A minimum of three departures between the hours of 6-9 AM from Seaplane
Lagoon and two reverse peak departures from San Francisco between the
hours of 6-9 AM.
A minimum of three departures between the hours of 4-8 PM from San
Francisco and two reverse peak departures from Seaplane Lagoon between the
hours of 4-8 PM.
Midday Service
Initially, none anticipated. Midday service will continue to be provided from the
Main Street ferry terminal and may be added to the Seaplane Lagoon service
level as demand warrants.
Weekend Service
Initially, none anticipated. Weekend service will continue to be provided from
the Main Street ferry terminal and may be added to the Seaplane Lagoon
service level as demand warrants.
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Expansion of
Schedule and
Service Plan

The Initial Ferry Service Level defined for Seaplane Lagoon service may be
expanded as necessary. All service adjustments, including possible 30-minute or
faster headways in the peak hour and initiation of midday or weekend services,
shall be consistent with the WETA System Performance Targets Policy adopted
by the WETA Board on June 4, 2015 and other WETA service planning policies in
effect at the time of adjustment, as applicable.

Fares

The fares for the proposed Seaplane Lagoon service will be the same as those
approved for the Alameda/Oakland Ferry Service by the FY2015-FY2020 Fare
Program adopted by the WETA Board. It is anticipated that the WETA Board will
adopt a new 5-year fare program in Fiscal Year 2020 that will set fare rates for
the period FY2021 – FY2026.

Emergency
Response and
Recovery

In the event of a natural disaster or disruptive regional event, WETA ferries may
be called upon by the California Office of Emergency Services (Cal OES) to
provide service from the Seaplane Lagoon ferry terminal for both emergency
response and recovery after the event.
In the immediate aftermath of an event, Cal OES will determine how to allocate
regional transportation resources including ferries. The Seaplane Lagoon
terminal will be an asset in this emergency network however it will be a state
and regional decision as to how this asset will be used.
In the weeks and months following an event as the Bay Area recovers, ferry
service will play a critical role as a component of the regional transit network
that can be quickly operationalized at terminals like Seaplane Lagoon. Decisions
regarding funding and asset deployment during the recovery phase will also
likely take place at the state and regional level.
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Operations Funding
Estimated
Operating
Expenses

Operating Expenses are defined as those expenses required to operate and
maintain a primary vessel and a pro rata allocation of a spare vessel from
WETA’s fleet for the initial service level as defined in this agreement. General
maintenance and repair of vessels, as well as terminal and berthing facilities,
such as parking lots, signage, ticketing facilities, floats, piles, gangways and
other service equipment will also be considered operating expenses. Finally, a
portion of WETA administrative staff time and expense is included in the
estimate of operating expenses.
Attachment A presents a conceptual estimate of annual vessel operating
expenses and revenues based on existing FY 2015 costs and assumptions
regarding regulatory requirements, fuel and labor rates for commute-only
services as described in Initial Ferry Service Level above. Actual expenses may
vary from this estimate and would be updated as services are developed and
operation is implemented. Significant or structural changes to the regulatory
environment governing crew levels will cause a revision of this agreement.

Operating Funding

An operational subsidy will be required to initiate and sustain Seaplane Lagoon
ferry service. The operational subsidy is defined as the amount required to fund
the excess of operating expenses over revenue generated by passenger fares,
parking fees or other service-generated revenue. Seaplane Lagoon ferry service
shall be initiated when sufficient operational funding has been secured for a
minimum service period of ten years. As of the time of this MOU’s execution,
no sufficient operating funding is available.
WETA and the City agree to collaborate in seeking regional and other funding
sources for operational subsidies for WETA ferry service at Seaplane Lagoon,
including any funding from a potential regional funding measure. WETA and the
City will actively advocate for Seaplane Lagoon ferry service, and will support
one another’s efforts to obtain regional and other funding.
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Capital Funding, Maintenance and Rehabilitation
Vessels

The Seaplane Lagoon service will require a dedicated vessel to ensure
reliable operations. It is estimated that a vessel will cost approximately $16
million (FY 2015 dollars). The utilization and cost allocation of a spare vessel
could be shared between Seaplane Lagoon ferry service and other WETA
services, subject to future availability. WETA is working to secure funds to
expand its fleet to accommodate strong service demand in Oakland and
Alameda. Fleet expansion would provide the opportunity to allocate a
dedicated vessel and pro rata allocation of a spare vessel to Seaplane Lagoon
ferry service. WETA will undertake the design and procurement of new
vessels, which will require approximately a 2-year lead time prior to the
anticipated start of Seaplane Lagoon ferry service. As necessary, the City
commits to evaluate the feasibility of contributing to the cost of new vessels
through fees and other potential revenues generated through the
development of Alameda Point, subject to these fees and other revenues
being available and eligible for such use.
In the event an additional vessel becomes available prior to FY 2020, that
additional vessel may be allocated to Seaplane Lagoon ferry service, at
WETA’s discretion, to initiate ferry service prior to 2020, provided that
construction of the Seaplane Ferry Terminal is complete and operating
subsidies are in place.

Ferry Terminal General

The Seaplane Lagoon Ferry Terminal will be built along the eastern extent of
the Seaplane Lagoon located at Alameda Point at a precise location to be
proposed by the City and approved by WETA. The terminal shall be designed
as an unmanned facility, only open when a vessel is at the terminal, generally
for 5-10 minutes. Clipper™ will be primary fare media utilized for ticket sales.
Ticket sales at a landside facility are not anticipated at this time; however,
WETA commits to working cooperatively with the City and other
stakeholders (AC Transit) to evaluate the feasibility of a terminal ticket and
passenger information office as part of a potential ferry and bus intermodal
terminal facility.
The City will be responsible for funding and contracting for terminal
construction, including both landside and waterside facilities. Anticipated
sources of funding include developer contributions and other public and
private sources of funds that WETA will cooperate with City in seeking.

Ferry Terminal
Facilities

The Ferry Terminal Facilities of the Seaplane Lagoon ferry terminal is defined
as all ferry-related facilities and amenities provided upland of the access
control gate. At its discretion, the City may elect to phase construction of
terminal facilities and amenities in a manner that is consistent with its
overall development plans for Alameda Point, provided such facilities meet
WETA’s standard operating requirements, including but not limited to the
provision of adequate passenger waiting areas, weather protection, security,
and possible future ticketing facilities.
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The City shall retain ownership of and responsibility for the operation and
maintenance of all landside assets constructed as part of the ferry terminal,
including terminal parking, unless negotiated otherwise with WETA.
Ownership and maintenance of waterside assets (pilings, piers, docks and
floats) shall be retained by WETA as set forth below.
Terminal Access

The City agrees to provide parking facilities for a minimum of 400 cars within
1/4 of a mile from the access control gate with priority given to ferry patrons
accessing the terminal during weekday commute periods. The full number of
required parking spaces shall be made available upon the initiation of
Seaplane Lagoon ferry service. The parking lot shall be owned, maintained,
and operated by the City or its designated representative. The City will
evaluate the possible implementation of parking fees, of which all proceeds,
if any, would be committed back to support ferry parking, maintenance and
operations.
The City and WETA agree to work collaboratively to advocate for and
coordinate with AC Transit and other potential local transit operators to
provide frequent, reliable, and convenient bus service to the Main Street
Terminal and future Seaplane Lagoon ferry terminal.
Transit service required and implemented under the Transportation Demand
Management Program for Alameda Point shall be designed to provide direct
access to the future Seaplane Lagoon ferry terminal.

Berthing Facilities

The berthing facilities associated with the ferry terminal are defined as all
ferry-related facilities extending bayward of, and including, the access
control gate. These facilities will be designed and built by the City to WETA’s
standard operating specifications. It is the intent of the City and WETA to
work collaboratively throughout the design process to ensure that facilities
are designed to WETA’s standards. WETA acknowledges the City’s desire for
a cost efficient design to stay within available funding estimates and avoid, if
possible unnecessary cost due to non-essential design elements. Upon
completion of the design and prior to the release of a Request for Proposals
for construction, the City will provide WETA with a 30-day period to review
design specifications and shall obtain written confirmation from WETA that
the design meets WETA’s standard operating specifications.
The City will undertake any initial dredging required to ensure adequate
depth within Seaplane Lagoon to support WETA operations, although none is
currently expected.
Upon completion of construction, and assuming that vessels and operating
funds have been secured and WETA will begin operating a ferry service,
WETA will assume control of all waterside assets through transfer of
ownership with the City, whereby WETA will be responsible for operating
and maintaining these facilities. WETA shall allow waterside ferry facilities to
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be available to private operators on an occasional basis, provided those
landings do not conflict with WETA operations and the private operator
enters into and meets the terms of WETA’s standard Landing Rights
Agreement.
Service Expansion at
Main Street Terminal
by 2021

If by 2021 the Seaplane Lagoon Terminal has not been constructed, but
regional operating funding is available for additional service to Alameda,
WETA may elect to make any necessary major capital improvements to
accommodate additional vessels and service expansion at the Main Street
Terminal and reconfirm the validity of this MOU at that time.

Capital Rehabilitation

The City and WETA will work collaboratively to secure funds to support
capital rehabilitation needs associated with service vessels along with
waterside and landside assets. WETA will take the lead in implementing
capital rehabilitation of vessels and waterside facilities. The City will take the
lead in developing, constructing and securing future funds to support the
rehabilitation and replacement of landside capital facilities, including
terminal amenities and parking facilities.
The City and WETA shall coordinate efforts to secure funding and permits to
undertake future maintenance dredging, as required. Specifically, the parties
will seek to leverage opportunities to combine this work with other dredging
efforts undertaken in the project area.
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Partnering

Federal, state, regional or local funding for transit capital and operations
may become available during the term of this MOU. The City and WETA will
work in partnership and coordinate closely to actively pursue capital and
operating revenue sources for the Seaplane Lagoon ferry service. WETA and
the City agree to work collaboratively to support one another in seeking and
securing ferry grant funds (e.g. TIGER, Measure BB, regional transportation
measures, etc.) to support delivery of the Seaplane Lagoon ferry service
project and ongoing operation of the service and maintenance of vessels and
facilities. Such support may include, but not be limited to: application
support letters, provision of ridership data, operating or capital cost
information or other technical information required by funders, and WETA
Board or City Council resolutions in support of one another’s funding
applications.

Environmental Review
and Permitting

The City and WETA agree to comply with the California Environmental
Quality Act (and the National Environmental Policy Act, if federal funds are
obtained) in construction of the ferry terminal and in initiation of new ferry
service at the Seaplane Lagoon.
The City will be responsible for project permitting, including but not limited
to approvals required by the National Marine Fisheries Service, the U.S. Fish
and Wildlife Service, the San Francisco Bay Area Regional Water Quality
Control Board, the Army Corps of Engineers, and the Bay Conservation and
Development Commission. WETA shall provide technical support for
environmental review and permitting, as requested.
The City and WETA shall mutually agree to any and all mitigation measures
committed to during project environmental review and permitting processes
unless already adopted by the City in its Alameda Point Final Environmental
Impact Report (2014).
The City will clear increased service under CEQA at a future date.
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WETA and The City of Alameda have entered into this Memorandum of Understanding
as of the last date set forth below.

The City of Alameda, a charter city
and municipal corporation

San Francisco Bay Area Water
Emergency Transportation
Authority

By:

By:
Jill Keimach
City Manager

Recommended For Approval:

Nina Rannells
Executive Director

Recommended for Approval

By:__________________________
By:___________________________
Jennifer Ott, Chief Operating Officer,
Kevin Connolly, Manager of
Alameda Point
Planning and Development

Approved as to Form:

Approved as to Form

By:

By:
Janet C. Kern
City Attorney

Stanley S. Taylor III
Legal Counsel to Authority
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20%
493
$5.63

702,622
2,810,488
23%
571
$5.80

837,527
2,803,895

$
$
$
$
$
$

25%
625
$5.97

943,656
2,830,967

Year 3
2022
2,578,797
47,449
227,687
577,541
343,148
3,774,623
$
$
$
$
$
$

27%
679
$6.15

1,056,483
2,856,418

Year 4
2023
2,681,949
49,347
236,795
589,092
355,718
3,912,902
$
$
$
$
$
$

29%
734
$6.33

1,176,373
2,880,085

Year 5
2024
2,789,227
51,321
246,267
600,874
368,769
4,056,458
$
$
$
$
$
$

31%
790
$6.52

1,303,704
2,901,793

Year 6
2025
2,900,796
53,374
256,117
612,891
382,318
4,205,497
$
$
$
$
$
$

33%
846
$6.72

1,438,877
2,921,356

Year 7
2026
3,016,828
55,509
266,362
625,149
396,385
4,360,233
$
$
$
$
$
$

35%
904
$6.92

1,582,311
2,938,578

Year 8
2027
3,137,501
57,730
277,017
637,652
410,990
4,520,889
$
$
$
$
$
$

37%
962
$7.13

1,734,448
2,953,249

Year 9
2028
3,263,001
60,039
288,097
650,405
426,154
4,687,696
$
$
$
$
$
$

40%
1,047
$7.34

1,944,358
2,916,537

Year 10
2029
3,393,521
62,440
299,621
663,413
441,900
4,860,895

NOTES:
1) Vessel Expenses include crew & maintenance labor, fuel and urea, vessel repair and materials, and vessel insurance. Vessel Expenses are escalated at 4% annually
2) Non‐vessel Expenses include non‐vessel materials and supplies, and professional fees. Non‐vessel Expenses are escalated at 4% annually
3) Fixed Contract Operator Expenses include administration services, dispatch and supervision services, insurance deductibles, and profit. Fixed Contract Operator Expenses are escalated at 4% annually
4) WETA Direct Expenses include administration, facility O&M, lease costs, facility insurance, docking fees, marketing, and other miscellaneous services. WETA Direct Expenses are escalated at 2% annually
5) Fare revenues are calculated based on assumed target farebox recovery ratio.
6) Operating subsidy represents operating funding required, but not yet secured, to provide Seaplane Lagoon Ferry Service
7) Farebox recovery assumed increase from 20% to 40% over 10‐year operating horizon.
8) Ridership calculated by dividing anticipated fare revenue by assumed average fare by 253 operating days per year
9) Calculated based on AOSF service and escalated at 3% annually.

Farebox Recovery (7)
Required Average Daily Ridership (8)
Average Fare (9)

Revenues
Fare Revenue (5)
Operating Subsidy Required (6)

ATTACHMENT A ‐ Seaplane Lagoon Operating Expense & Revenue Projection
(prepared March 8, 2016)
Year 1
Year 2
Expenses
2020
2021
Vessel Expenses (1)
$ 2,384,243 $ 2,479,613
Non‐Vessel Expenses (2)
$
43,870 $
45,624
Fixed Contract Operator Fees (3)
$
210,510 $
218,930
WETA Direct Expenses (4)
$
555,114 $
566,217
Contingency @ 10%
$
319,374 $
331,038
Total Expenses
$ 3,513,111 $ 3,641,422
$
$
$
$
$
$

12,720,359
28,813,366

28,625,477
526,704
2,527,404
6,078,347
3,775,793
41,533,725

10‐year Totals

