OFFICE OF THE
BRITISH COLUMBIA
FERRIES COMMISSIONER
ORDER NUMBER: 18-03

PO Box 9279 Stn Prov Gov
Victoria BC, V8W 9J7
Telephone (250) 952-0112

www.bcferrycommission.ca
info@bcferrycommission.ca

IN THE MATTER OF
Section 64.1 of the Coastal Ferry Act and
Submission of a Capital Plan by
British Columbia Ferry Services Inc.

BEFORE:

Sheldon Stoilen, BC Ferries Commissioner
(the “commissioner”)

ORDER

WHEREAS:
A. Section 64.1 of the Coastal Ferry Act (the “Act”) requires the following:
“(1) At least 18 months before the beginning of a performance term, a ferry operator must
prepare a capital plan, in accordance with subsections (2) and (3), respecting the major
capital expenditures, including, without limitation, all expenditures relating to
improvements to or purchases of vessels or terminals, that the ferry operator anticipates
incurring over the 10 year period beginning at the start of the upcoming performance
term.
(2) A capital plan must indicate the following in relation to each major capital expenditure:
(a) the amount;
(b) the proposed timing;
(c) the type of proposed capital acquisition or expenditure;
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(d) the options considered and the rationale for the proposed capital
acquisition or expenditure.
(3) A capital plan must be approved by the commissioner before it is submitted to the
commissioner for publication under section 40.”
B. Relevant provisions of Section 40 of the Act require the following:
“(1) For the purposes of section 38 (2) (c), each ferry operator must, at least 18 months
before the beginning of a performance term for which a price cap is to be set, provide to
the commissioner, the Authority and the Minister of Transportation and Infrastructure
information, satisfactory to the commissioner, respecting the following in relation to
each designated ferry route that is included within a route group for which a price cap is
to be set:
(a) the core ferry services that the ferry operator has provided, and
reasonably expects to provide, in the current performance term;
(b) the tariffs for core ferry services, including, without limitation,
reservation fees, that the ferry operator has charged, and reasonably
expects to charge, in the current performance term;
(c) the service fees that have been paid, and that the ferry operator
reasonably expects will be paid, by the government in the current
performance term;
(d) the revenues from all sources that the ferry operator has earned,
and reasonably expects to earn, in the current performance term;
(e) the following expenses that the ferry operator has incurred, and
that the ferry operator reasonably expects will be incurred, in the
current performance term:
(i) the operating expenses, including amortization of capital
costs, that the ferry operator has reasonably allocated to the
designated ferry route;
(ii) the portion of the ferry operator's administrative
expenses that the ferry operator has reasonably allocated to
the designated ferry route;
(iii) the portion of the expenses applicable to the terminals
serving the applicable designated ferry route that the ferry
operator has reasonably allocated to the designated ferry
route, and the methodology by which those amounts have
been allocated among its routes;
(f) the requests for proposal issued, or other actions taken, in the
performance term by the ferry operator in accordance with
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section 69, the responses received by the ferry operator to those
requests or actions, any unsolicited proposals received in the
performance term by the ferry operator for the provision of ferry
services by additional or alternative service providers on the
designated ferry route and the results of those requests, actions,
responses and proposals;
(g) any other records considered by the ferry operator to be relevant
to the setting of the price cap.
(1.1) Each ferry operator must provide to the commissioner, with the information
submitted under subsection (1),
(a) a plan as to how the ferry operator intends to provide services
more efficiently in the upcoming performance term, and
(b) the most recent capital plan prepared under section 64.1.
(1.2) Promptly after receiving the information referred to in subsections (1) and
(1.1), the commissioner must, subject to subsection (1.3), publish that material on
the commissioner's website.
(1.3) The commissioner need not, under subsection (1.2), publish information
that, under section 17 or 21 of the Freedom of Information and Protection of
Privacy Act, the commissioner may or must refuse to disclose in response to a
request made under that Act.”

C. Section 54 of the Act states the following:
“Despite any obligation imposed on the commissioner under this Act to obtain, maintain or
make available information or records, the commissioner, every deputy commissioner,
every employee of the commissioner and every inspector must not disclose or be compelled
to disclose any information or record that is obtained in, or that comes to the person's
knowledge during, the course of the administration of this Act or the course of any
inspection authorized under this Act, unless and only to the extent that such disclosure is
consistent with the Freedom of Information and Protection of Privacy Act.”
D. On September 25, 2018 British Columbia Ferry Services Inc. (“BC Ferries”) submitted to
the commissioner a capital plan (the “Capital Plan”) in accordance with section 64.1 of the
Act. BC Ferries also submitted confidential detailed schedules of the Capital Plan noting
that the documents contain commercially sensitive and confidential information, the
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disclosure of which, in the opinion of BC Ferries, would harm the financial, economic and
commercial interests of BC Ferries.

E. The commissioner has reviewed the Capital Plan and the confidential detailed schedules and
finds that:
a) The Capital Plan covers the full 10 year period starting at the beginning of the next
performance term as required under the Act respecting major capital expenditures
including all expenditures relating to improvements to or purchases of vessels or
terminals;
b) The Capital Plan together with the confidential detailed schedules indicate the following
in relation to each major capital expenditure:
i) the amount;
ii) the timing;
iii) the type of proposed capital acquisition or expenditure; and
iv) the options considered or the range of options to be considered and the process for
considering options prior to any future section 55(2) application for approval of a
major capital expenditure. The rationale for major capital expenditures included in
the Capital Plan is to provide ferry services in accordance with the current Coastal
Ferry Services Contract.
c) The confidential detailed schedules do contain commercially sensitive and confidential
information, the disclosure of which could harm the financial, economic and commercial
interests of BC Ferries. Therefore the commissioner will maintain confidentiality over
these schedules in accordance with section 54 of the Act.

F. The commissioner has reviewed Sections 64.1 and 40 of the Act and has determined that his
approval of the Capital Plan under Section 64.1(3) is solely for purposes of assessing
whether the information contained in the Capital Plan is satisfactory for inclusion with the
information to be submitted to the commissioner for publication under section 40 of the Act
and does not constitute acceptance of the Capital Plan for purposes of determining a price
cap for the next performance term nor for approval of major capital expenditures included in
the Capital Plan.
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NOW THEREFORE the commissioner orders as follows:

The Capital Plan attached to this order is approved for submission to the commissioner for
publication under section 40 of the Act.

DATED at Victoria, in the Province of British Columbia, this 26th day of September 2018.
BY ORDER

Sheldon Stoilen
BC Ferries Commissioner
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British Columbia Ferry Services Inc.
500, 1321 Blanshard Street
Victoria, BC V8W 0B7
Tel
Fax

(250) 978-1502
(250) 978-1953

www.bcferries.com

September 25, 2018
Mr. Sheldon Stoilen
British Columbia Ferries Commissioner
BC Ferry Commission
PO Box 9279 Stn Prov Gov
Victoria, BC V8W 9J7
Dear Mr. Stoilen:
Re:

Capital Plan Fiscal Years 2019 through 2030

We enclose for your approval, the capital plan of British Columbia Ferry Services Inc.
(“BCFS”) respecting the major capital expenditures that BCFS anticipates incurring over the
10-year period beginning April 1, 2020, the start of performance term five, in addition to
those planned for the two years leading up to performance term five. In total, the capital
plan covers the 12-year period April 1, 2018 through March 31, 2030. This plan is submitted
in accordance with section 64.1(3) of the Coastal Ferry Act (“Act”) for your approval prior to
its inclusion in our performance term five filing under section 40 of the Act.
The detailed schedules of the capital plan contain information that is confidential and
commercially sensitive and have been submitted under separate cover. We request that the
Commission and its advisors maintain confidentiality over the schedules in accordance with
section 54 of the Coastal Ferry Act.
Should you have any questions or require further information please contact us.
Sincerely,

Cynthia M. Lukaitis
Vice President and Corporate Secretary
Enclosure

Capital Plan
Fiscal Years 2019 Through 2030

British Columbia Ferry Services Inc.
September 25, 2018

Caution Regarding Forward-Looking Statements
British Columbia Ferry Services Inc. (“BC Ferries”) advises that this report may contain certain
forward-looking statements which relate to future events or future performance. These forwardlooking statements are based upon management's expectations and assumptions as to a number of
factors, and BC Ferries believes that it has a reasonable basis for making such forward-looking
statements. If management's expectations and assumptions prove to be incorrect, or factors change,
then actual results could differ materially from the forward-looking statements contained in this
report. In addition, forward-looking statements, by their nature, involve risks and uncertainties which
could cause actual results to differ materially from those contemplated by the forward-looking
statements. The risks and uncertainties include those risks and uncertainties described in BC Ferries’
Annual Management’s Discussion & Analysis, which is available under BC Ferries’ company profile at
www.sedar.com.
British Columbia Ferry Services Inc.
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Executive Summary
British Columbia Ferry Services Inc. (“BC Ferries” or the “Company”) is an essential marine
transportation link that connects coastal communities and facilitates the movement of people, goods
and services. BC Ferries understands the importance of ensuring that the ferry system is responsive to
the needs of its customers and the communities it serves. Through its capital planning process, the
Company looks to ensure that the ships, terminals and other physical resources necessary for ongoing
safe, efficient, reliable and sustainable operations will be in place to meet the needs of customers and
communities now and into the future.
BC Ferries aligns its capital plan with its corporate strategy and customers’ expectations. The planning
process involves community engagement and strategic planning, evaluating existing assets, setting
investment priorities, and identifying necessary investments. The Company also monitors and
considers emerging trends and their potential impact on the capital planning process.
The capital plan BC Ferries is submitting addresses system-wide challenges related to the ability to
respond to changes in traffic and demand for service. It emphasizes system capacity, operational
efficiency and resiliency, and environmental awareness and stewardship, within a framework of
affordability to ensure the ferry system remains sustainable.
Submitting a capital plan is required by the Coastal Ferry Act. Over the 12-year period covered by this
Capital Plan (April 1, 2018 – March 31, 2030), BC Ferries anticipates investing $3.9 billion in capital
assets – the largest capital plan in the Company’s history. BC Ferries recognizes the responsibility that
accompanies this size of investment, and has sought to ensure the plan the Company has developed
will further build and maintain a robust, healthy, and safe ferry service for all British Columbians.
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Introduction
BC

Ferries

submits

this

Capital

Plan

to

the

British

Columbia

Ferries

Commissioner

(the

“Commissioner”) for approval pursuant to section 64.1 of the Coastal Ferry Act (the “Act”).
Section 64.1(1) states:
“At least 18 months before the beginning of a performance term, a ferry operator must
prepare a capital plan, in accordance with subsections (2) and (3), respecting the major
capital expenditures, including, without limitation, all expenditures relating to improvements
to or purchases of vessels or terminals, that the ferry operator anticipates incurring over the
10 year period beginning at the start of the upcoming performance term.”
The Capital Plan outlines the capital expenditures the Company anticipates incurring over the
10-year period beginning April 1, 2020, the start of performance term five (“PT5”), in addition to the
capital expenditures planned for the two years leading up to the start of PT5 (April 1, 2018 through
March 31, 2020), with the result that the Capital Plan covers a 12-year period (April 1, 2018 through
March 31, 2030).
The Company considers the capital expenditures included in the Capital Plan to be reasonable, prudent
and required to ensure ongoing safe, reliable and efficient ferry service over the next 12 years. The
Capital Plan will enable BC Ferries to meet or exceed the service level requirements as set out in the
current Coastal Ferry Services Contract between the Province of British Columbia (the “Province”) and
BC Ferries (the “CFSC”), while supporting delivery of the Company’s strategic plan.
The Capital Plan responds to the specific information requirements of section 64.1 of the Act and
includes information on the amount, proposed timing and type of proposed capital acquisition or
expenditure for each of the planned major capital expenditures. As well, the options considered and
the rationale for the planned major capital expenditures are addressed.
The Capital Plan is structured as follows. This introduction includes an overview of historic capital
investments by the Company and the approach BC Ferries intends to take going forward to ensure its
investments enable it to continue to deliver safe, reliable and efficient service that minimizes pressure
on fares and provincial service fees. Section 1 outlines the priorities of the Company in planning to
fulfill its vision of being trusted and valued, and its mission to connect communities and customers to
the people and places important in their lives. Section 2 describes the Company’s internal processes,
from strategic and master planning to capital planning, while outlining how these processes relate to
the development of this Capital Plan. Section 3 describes the capital expenditures the Company
anticipates making over the next 12 years, with a focus on the major capital expenditures, by
category, including the options considered and the rationale for the planned expenditures.

British Columbia Ferry Services Inc.
Capital Plan Fiscal Years 2019 Through 2030

Page 5
September 25, 2018

Historic Overview of Capital Investments
BC Ferries is one of the largest ferry operators in the world. Under contract to the Province, the
Company provides year-round vehicle and passenger service on 25 routes to 47 terminals, with a fleet
of 36 vessels. In fiscal 2018 1, the Company carried 22.0 million passengers and 8.7 million vehicles
throughout coastal British Columbia. The passenger traffic levels in fiscal 2018 were the highest
BC Ferries has experienced in 20 years, while vehicle traffic levels reached an all-time high. In
response to this demand, BC Ferries provided more than 174,000 sailings, 2,962 more round trips
than required under the CFSC, and 1,190 more round trips than the year prior.
BC Ferries is a significant contributor to the British Columbia economy, an enabler of commerce for
coastal communities, and a vital connection on which coastal communities rely. On average,
BC Ferries spends more than $200 million in British Columbia each year on ships, terminals and
information technology infrastructure. Since fiscal 2004, BC Ferries has injected over $2 billion into
the British Columbia economy, almost all in high value, technically-advanced projects. Over the same
15-year period, the Company paid over $4.4 billion to its employees, many of whom reside in rural
and remote communities up and down the coast, and $1.4 billion in fuel procurement during the same
period.
BC Ferries reinvests its earnings back into the ferry service. Cash flow from operations and debt are
used to fund capital improvements to the ferry service. As shown in Table 1.1, in the 15 years since
fiscal 2004, when BC Ferries was restructured to its present form as an independent commercial
company, the Company has invested over $2.9 billion in infrastructure supporting the coastal ferry
system. This represents more than double its investment compared to the 15 years prior as a Crown
Corporation. The Capital Plan for PT5 reflects a continued program of capital investment to ensure a
safe, reliable and efficient ferry service that is resilient in the face of growth in traffic, changes in the
way people travel, and the day-to-day operational issues that impact every transportation provider.

1

Fiscal years are from April 1 through March 31.
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Table 1.1: Historical Capital Investment
Capital Investment
($ Millions)
Time Span

Fiscal
1989-2003
15 years

Terminal

Fiscal
2004-2018
15 years
$624

Vessel

$1,111

Upgrades

$881

Information Technology

$269

Other
Total

$30
$1,388

$2,915

Investing in the Fleet
By far, the largest portion of BC Ferries’ capital investment since fiscal 2004 has been directed to
acquiring new vessels and upgrading and overhauling existing ones. During this time, BC Ferries has
spent over $1.1 billion to acquire new vessels and nearly $900 million to upgrade existing ones.
Vessel Acquisitions
In the first three performance terms, 2 eight new vessels were brought into service - the Northern
Adventure, the Northern Expedition, three Coastal Class vessels, the Island Sky, the Kuper and the
Baynes Sound Connector. To date in performance term four (April 1, 2016 – March 31, 2020) (“PT4”),
an additional three vessels have been introduced into service, a fourth vessel is planned for entry into
service in 2019 (fiscal 2020), and two new vessels are under construction for planned entry into
service in 2020 (fiscal 2020):
•

Three new Salish Class vessels entered service on the Comox to Powell River route and in the
Southern Gulf Islands in fiscal 2018. The dual-fuel vessels are the Company’s first to run
primarily on liquefied natural gas (“LNG”). These vessels showcase the leadership role
BC Ferries plays in North America when it comes to clean and innovative technology that
lowers emissions. The Salish Class vessels are the first passenger vessels in the world to fuel
LNG on an open vehicle deck via delivery truck. This innovation was conceived by BC Ferries
and designed, engineered and built by BC Ferries and its partners. It saved millions of dollars
in infrastructure costs and has proven to generate significant environmental benefits and lower
operating costs. The vessels are also the quietest ships in the fleet and were designed with a
view to mitigating the effects of underwater radiated noise on whales in general and southern

2

Performance term one (April 1, 2003 – March 31, 2008); performance term two (April 1, 2008 – March 31,
2012); performance term three (April 1, 2012 – March 31, 2016).
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resident killer whales in particular. This is an important component of the Company’s overall
plan to reduce underwater radiated noise while maintaining safe, reliable and sustainable
operations. With the introduction of these vessels into service, BC Ferries retired the 52-year
old Queen of Burnaby and the 53-year old Queen of Nanaimo.
•

BC Ferries purchased a used vessel, the Northern Sea Wolf, in Europe in fiscal 2018 to serve a
new direct route between Port Hardy and Bella Coola. The vessel is currently undergoing
extensive upgrades at a shipyard in British Columbia to bring it up to BC Ferries’ and
Transport Canada’s standards of safety and reliability, in preparation for its entry into service,
planned for the spring of 2019.

•

In fiscal 2018, the Company contracted the building of two new Island Class vessels. These
vessels will initially operate on ultra-low sulphur marine diesel with stored energy capability
(battery) installed to provide the vessels’ service power. The stored energy capability is
expandable, so that it is possible that batteries could supply the vessels’ full power
requirement in the future. These two vessels are expected to go into service in the Northern
Gulf Islands in 2020 (fiscal 2020). BC Ferries intends to deploy the first new vessel to provide
service between Powell River and Texada Island, and the second new vessel to provide service
between Port McNeill, Alert Bay and Sointula. The acquisition of these vessels will enable the
retirement of the 60-year old North Island Princess and the 54-year old Howe Sound Queen.

In addition to the above, the Capital Plan envisages the acquisition of a further 14 ships in the period
through fiscal 2030, with spending towards an additional six vessels that will go into service by the
end of fiscal 2032. This will bring the total number of vessels that will have been acquired by
BC Ferries since fiscal 2004 to 34.
Vessel Upgrades
BC Ferries also makes significant investments in maintaining and upgrading its existing fleet. Each
vessel has a long-range maintenance plan, which outlines plans for routine maintenance, major
overhauls, and significant upgrades at approximately the quarter, mid, and three-quarter lives of the
vessels. This helps ensure that all vessels in the fleet meet regulatory requirements and continue to
provide safe and reliable service.
BC Ferries is one of the largest purchasers of marine products and services in British Columbia and
Canada. Over the past 10 years, BC Ferries has spent approximately $1 billion at local shipyards on
refits, repairs, mid-life upgrades and life-extension projects. BC Ferries also operates its own certified
ship repair yard - Fleet Maintenance Unit - locally in Richmond, British Columbia, with more than 150
employees. This is one of the largest ship repair teams in the province.
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Since fiscal 2004, BC Ferries has spent $881 million on capital refits and upgrades to vessels. In PT4
to date, the Company has undertaken more than 50 existing vessel projects, including:
•

The mid-life upgrade of the Spirit of British Columbia, which started in the fall of 2017, was
completed in the spring of 2018. The upgrade included converting the vessel to dual-fuel
propulsion, enabling it to operate on LNG, which significantly reduces emissions and operating
costs. The Spirit of British Columbia is the first passenger vessel in the world to refuel LNG via
delivery on a fully-enclosed vehicle deck. Through this innovation, the Company saved millions
of dollars in LNG infrastructure costs. The upgrade also involved a renewal of the vessel’s
safety equipment, machinery, and passenger amenities, including an expanded gift shop and a
new coffee bar. The upgrade prepares the vessel for 28 more years of planned service. In
September 2018, the Spirit of Vancouver Island was removed from service for an equivalent
upgrade and conversion to dual-fuel propulsion. The upgrade is expected to be complete and
the vessel returned to service for the summer of 2019.

•

In fiscal 2017, BC Ferries completed upgrades of the Queen of Alberni and the Queen of
Cowichan which included updates to mechanical, electrical, and safety systems, as well as
standardization of bridge equipment.

Investing in Terminals
On the shore side, BC Ferries has invested $624 million in capital projects since 2004 at its terminals
in support of a safe, reliable, and customer-focused travel experience. In addition, BC Ferries’
investments have focused on enhancing efficiencies through standardization of berth and terminal
infrastructure, and on reducing the Company’s environmental footprint.
A number of projects have been undertaken in PT4 to either upgrade or replace aged marine
structures, including completion of:
•

An upgrade of Berth 1 at Langdale Terminal to replace aged components and prepare for
elements of an upcoming terminal development project. The upgrade project was completed in
early fiscal 2018.

•

A replacement of Berth 1 at the Tsawwassen Terminal, which primarily serves the route
connecting Tsawwassen with the Southern Gulf Islands. The project used the Company’s
standardized berth design guidelines to ensure maximum interoperability, and was completed
in fiscal 2017.

•

A significant upgrade to the Prince Rupert Terminal, which included marine structure work, a
new, wider trestle for loading vehicles, as well as a wider, covered walkway and a covered
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waiting area for foot passengers to provide a safer and more comfortable journey. The project
was completed in late fiscal 2018.
Investing in Information Technology
Since fiscal 2004, BC Ferries has invested $269 million to evolve its aged information technology
assets. This has included replacing legacy systems and investments to modernize the way BC Ferries
interacts with its customers. Key projects undertaken in PT4 include:
•

Continuing to replace BC Ferries’ website, reservation system and e-commerce platform, and
upgrade the point-of-sale system. In the coming years, these technology improvements will
provide customers an opportunity to purchase travel in advance at discounted rates on select
sailings on reservable routes. These improvements enable BC Ferries to provide more effective
service by responding in a more timely way to changing customer demands. As part of this,
BC Ferries will introduce improved transaction processing and online booking with more
choices in fares. Customers will be able to seamlessly book travel on any device of their
choosing – desktop, laptop, tablet or mobile. During fiscal 2018, BC Ferries implemented the
first elements of this system, including a new reservation system and enhancements to its
customer relationship management system.

•

A replacement of the Company’s payroll system was completed in fiscal 2017. The new system
replaced aged legacy payroll systems and provides processing efficiencies and flexibility.

•

The installation of digital information signs at 42 inter-island (also known as ‘minor’) and
northern routes terminals commenced in fiscal 2018. The signs provide real-time information
about the ferry schedule, location of the vessel, the time of the next sailing, and the reasons
for any delays or cancellations. These signs give the Company one more way of
communicating this valuable information to customers.

The Way Forward
The Capital Plan for PT5 emphasizes system capacity and resiliency to ensure safe, reliable and
efficient

operations,

while

delivering

an

exceptional

and

affordable

customer-focused

travel

experience. The Company plans to invest over $3.9 billion over the next 12 years – the largest capital
plan in BC Ferries’ history. The ability to deliver the Capital Plan is enabled by the Company’s strong
financial position which is driven by positive net earnings.
In developing its Capital Plan for PT5, BC Ferries has kept in mind that decisions made today need to
take into consideration the way people will travel tomorrow. With close to 5 percent growth in traffic
year-over-year for the past few years, BC Ferries recognizes it needs to plan for a more resilient ferry
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service that can address pain points in its customers’ experience in the areas of reliability, affordability
and choice. The Capital Plan responds to these priorities.
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Section 1: Responding to Communities and
Customers
BC Ferries is deeply connected to the communities and the customers it serves. The Company’s vision
is to be “trusted and valued.” Towards this vision, BC Ferries is working hard in all areas to earn the
public’s trust and provide a service that its customers and coastal communities value.
BC Ferries understands that the investments it makes in its fleet, terminals and other infrastructure
must meet the needs of the customers and communities it serves for decades to come. Through
listening to customers and communities, BC Ferries has learned much about what is expected by those
who depend on coastal ferry services, and the Capital Plan for PT5 has been developed to respond to
those expectations.
Safe
BC Ferries’ customers look to the Company to provide a safe travel experience. BC Ferries has
established and maintained its reputation as a safe operator with a culture that learns from previous
experience. Its leadership in this area is recognized internationally, most recently in 2017 with the
prestigious DuPont International Safety Award, a first for any Canadian company in any industry. As
the Company renews its fleet, terminals and other infrastructure under this Capital Plan, new, more
modern assets will replace older ones, and investments will be made in new safety equipment and
technologies to help ensure BC Ferries continues to provide both a safe work and travel environment.
Reliable and Resilient
BC Ferries’ customers expect reliable service and sailings to depart on time. In fiscal 2018,
99.83 percent of the more than 174,000 trips provided by BC Ferries sailed as scheduled, and on-time
performance3 was 89 percent fleet wide. BC Ferries spent $122 million in the year on vessel overhauls
and maintenance to ensure it operates reliable assets.
While BC Ferries’ system reliability compares favourably to ferry systems in developed nations around
the world, the age of many of its vessels and other assets, and the lack of options for vessel
redeployments in peak periods, in particular, makes it challenging to meet the expectations of
customers and communities for reliable and on-time service. The current system has little built-in
redundancy and as a result, has limited capacity for resiliency in the face of an incident that removes
a vessel from service, regardless of how short a period of time. When there are delays in bringing a
vessel back into service, the customers’ experience falls short of expectations, and trust in the
Company is eroded.
3

On-time performance indicates the percentage of sailings departing within 10 minutes of scheduled departure for
the major and inter-island routes, and arriving within 10 minutes of scheduled arrival for the northern routes.
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To improve fleet resilience while at the same time addressing capacity constraints, the Capital Plan
focuses on replacing a number of aged vessels, and increasing the overall number of vessels in the
fleet. This, together with planned investments in terminals to make them operate more efficiently,
major upgrades to existing vessels at planned intervals, and a significant redevelopment of BC Ferries’
ship repair facility to optimize its use, will provide for greater resiliency of the ferry system overall,
and enhance the reliability of service for customers.
Efficient and Affordable
BC Ferries’ customers expect the cost of travel to be reasonable for the services they receive. They
are concerned about fare affordability and expect BC Ferries to operate efficiently and invest prudently
in assets and infrastructure, ensuring that the fares they pay are put to the highest and best use.
A central component of the Capital Plan is the strategy to move towards greater standardization and
interoperability of the fleet. This strategy underpins the Company’s plans for acquiring new vessels
and can result in lower capital costs and greater operational efficiency. With the existing fleet
composition, planned and unplanned outages tend to result in a misalignment of capacity provided on
one or more routes. With a more standardized fleet and fewer classes of vessels, there will be less
impact to the customer experience during these redeployments as the relief vessel is much more likely
to be consistent with the regular vessel on the run. A standardized fleet provides other benefits, such
as reduced costs for crew training and familiarization and a reduced number of critical spare parts.
Greater standardization allows for a broader familiarity of the vessels for those operating and
maintaining them, which should lead to safer operations and more cost-effective maintenance. A
reduced number of classes also allows for greater implementation of series-builds, which is expected
to reduce the cost of vessel acquisitions.
The Capital Plan also includes investments to optimize the terminal network, including new technology
to speed vessel turnaround times, and a move towards greater commonality in terms of the layout,
design, equipment and maintenance of the terminals. This will lead to more cost-effective operations
and maintenance, and lower design and capital costs, thereby enhancing the efficiency of the terminal
network. In concert with the plans to renew and improve the efficiency of the Fleet Maintenance Unit
and to modernize the Company’s customer-facing information systems, these investments will
improve the overall efficiency of the ferry system.
While the Capital Plan for PT5 represents the largest program of capital investment in the Company’s
history, it has been developed with the recognition that it is ferry users that fund the investment
through the fares they pay and that fares must continue to be affordable. Recent positive traffic trends
have provided both the need for, and the means to afford, an expanded rate of capital spending
without impacting fare affordability. Should these trends reverse, there are a number of ways the
Company can respond in order to maintain the financial sustainability of the service and the
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affordability of fares. These could include schedule and vessel deployment changes and phasing capital
investments over a longer time horizon
Sufficient Capacity
BC Ferries’ customers and the communities it serves seek timely access to travel, which means the
system must have sufficient capacity to handle the traffic. However, ferry users understand that
capacity (ships, terminals and staff) is expensive and do not expect access to be unlimited.
BC Ferries engages in detailed long-range planning aimed at prudent investment in new capacity.
Determining the level of service that is satisfactory is a continuous challenge. Figure 1.1 shows the
percentage of overloaded sailings over the last five years for both the major routes,

4

which are the

Company’s busiest routes, and fleet wide. The Capital Plan has multiple initiatives to address this
challenge, including more vessel capacity, terminal improvements, and new information technology
systems. These initiatives will improve the Company’s ability to respond to changes in demand to
enable more customers to travel on the sailing of their choice.
Figure 1.1: Sailing Overloads
Percentage of Overloaded Sailings

35.7%

34.1%

31.8%
26.3%

25.0%

7.2%
F2014

9.5%

8.5%
F2015

F2016

Major Routes Overloads

10.3%
F2017

12.4%

F2018

Total Routes Overloads

Certainty of Travel
BC Ferries understands that for many of its customers, not knowing if they will get on a particular
sailing is a source of frustration and stress. Many travelers want to know their plans are firm before
leaving their homes and businesses. Uncertainty of travel is dissatisfying and fuels the impression that
BC Ferries does not care about the customer’s experience.

4

The major routes comprise the routes connecting: Swartz Bay-Tsawwassen, Departure Bay-Horseshoe Bay,
Duke Point-Tsawwassen, and Langdale-Horseshoe Bay.
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BC Ferries has heard these concerns and is addressing them. Better information is flowing to
customers on social media and via live vessel tracking on the Internet and video screens displaying
the latest sailing information at certain terminals. More vessel capacity has been added to address
overloads up and down the coast, and more is envisaged to be added under the Capital Plan.
Completely addressing customer demand for certainty, however, means assuring a customer they will
be on a specific sailing before they begin their journey. BC Ferries’ Capital Plan includes significant
investments in replacing the Company’s aged reservation system, website and e-commerce platform.
In addition to improvements in transaction processing and on-line booking, these initiatives will
provide customers on the major routes with the opportunity to purchase travel in advance at
discounted rates on select sailings.
Sustainable and Robust
Ferry users and non-users alike expect BC Ferries to be a good steward of the environment, and to
plan for the longevity and sustainability of the ferry system for decades to come. The Capital Plan
responds to both of these pillars of sustainability:
•

Environmental sustainability means moving though the environment without consuming it.
BC Ferries takes seriously its role as a leader in the transportation sector in the transition to a
lower carbon future. As BC Ferries has developed its Capital Plan, it has focused on continuing
to

increase

efficiency

and

sustainability

through

environmentally-conscious

initiatives,

including the adoption of new marine technologies such as LNG, hybrid electric propulsion,
efficient hull design and low noise design for the fleet, as well as energy efficiency initiatives
shore side, including lighting retrofits and heating and ventilation improvements.
•

Financial sustainability means BC Ferries is able to build and maintain a modern ferry
system and avoid volatile fare changes while enduring cyclical changes in the economy that
affect traffic demand. BC Ferries believes that the Capital Plan represents a reasonable and
prudent plan of investment. Because planning for investments that will last for decades to
come is challenging, the Company reviews and updates the Capital Plan annually. Should
economic conditions arise which significantly affect traffic, BC Ferries is able to respond
through adjustments in operational service and the rate of investment in capital spend.

Customer and Community Input
BC Ferries recognizes that to earn the public’s trust and provide a service that its customers value, it
needs to engage in meaningful ways with its customers and the communities it serves.
BC Ferries believes in actively engaging the community and its customers in the decisions that affect
them most. When adding, changing or developing services and significant projects in the communities
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it serves, BC Ferries follows a formal process of community consultation and engagement, known as
its Stakeholder and Community Engagement Framework.
BC Ferries regularly meets with communities, First Nations, business and specific interest groups all
along coastal British Columbia to hear concerns, suggestions and requests. The majority of coastal
communities are represented by one of 13 ferry advisory committees, which are comprised of local
community representatives. These committees serve as liaisons with communities and customers, and
are viewed by the Company as important contributors to a well-functioning coastal ferry service.
BC Ferries also engages with community members on significant terminal upgrades and other major
projects the Company plans to undertake. This engagement takes many forms, including community
information meetings, open houses, online surveys, and meetings with community leaders and other
key stakeholders. The goal is to involve communities, First Nations and customers in the decisions
that may impact them and incorporate their input and feedback. This engagement process is an
important component of the process BC Ferries will follow to ensure projects in the Capital Plan
respond to the needs and expectations of those who rely on the ferry system.

British Columbia Ferry Services Inc.
Capital Plan Fiscal Years 2019 Through 2030

Page 16
September 25, 2018

Section 2:
2.1

Planning Processes

Overview

BC Ferries’ Capital Plan is designed to help ensure a sustainable, future-ready, efficient marine
transportation system for coastal British Columbia.
The coastal ferry service that BC Ferries provides is a vital part of British Columbia’s transportation
infrastructure, and is complex to operate. Ships and terminals are costly, long-lived, custom-designed
assets that take a significant amount of time to procure. An interconnected set of information
technology systems and other types of infrastructure that support the operation must be upgraded
and invested in to ensure a continued well-functioning service. Thorough analysis must support all
investment decisions.
BC Ferries has a detailed and comprehensive long-range planning process that underpins the Capital
Plan. It starts with a strategic plan based on the Company’s vision of being trusted and valued, and its
mission to connect communities and customers to people and places important in their lives.
Asset master plans flow from the strategic plan and turn strategy into practical policies and directions
that guide the Company in its decisions. The fleet master plan, for example, details how the fleet will
be standardized, where ships will be deployed, when ships will be replaced, and with what type of
vessel.
Extensive external input informs the strategic and master planning processes. BC Ferries consults with
communities, ferry advisory committees, regulators, various levels of government, First Nations and
commercial users. As discussed previously, BC Ferries follows a formal community consultation and
engagement process that specifies when and how the Company will engage with the public.
The Company’s Capital Plan flows from the master plans. This plan sets out what ship, terminal,
information technology and other infrastructure investments the Company will make in the upcoming
12-year horizon. The plan reflects the service requirements under the Company’s contract with the
Province and is used by the Commissioner as input into the price cap determinations rendered every
four years.
This detailed and inclusive planning process is key to BC Ferries making prudent decisions that will
ensure the coastal ferry service operates and evolves in the interests of ferry users and British
Columbians.
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2.2

Strategic and Master Planning

The strategic planning process at BC Ferries begins with talking to key stakeholders, including
employees, customers, municipalities, the provincial government, ferry advisory committees, First
Nations and other groups to understand the wants and needs of those who rely on the services the
Company provides. The Company uses this feedback to help shape its strategic plan, which sets the
direction the Company will follow in the ensuing decade to connect communities and customers to
people and places important in their lives. The strategic plan guides the Company’s operations and its
capital investment priorities. The current strategic plan outlines six strategic goals that are identified
as important to fulfilling the Company’s vision and mission:
1.

Ensure Safe, Reliable and Efficient Operations
Safety, reliability and efficiency are cornerstones of what is done at BC Ferries. BC Ferries will
continue to leverage innovative processes and technology, while empowering employees with
the necessary training, tools and support to deliver a safe and consistently excellent customer
experience.

2.

Deliver a Customer-Focused Travel Experience
BC Ferries will continue to build a customer-focused culture across all levels of the
organization. The Company is committed to making proactive and innovative business
decisions that are informed by the changing needs and realities of those who travel with it.
BC Ferries will also focus on making necessary investments in technology, internal processes
and employee training to ensure a truly consistent, seamless and personalized customer
experience.

3.

Foster a Productive, Motivated and Engaged Workforce
BC Ferries’ employees are its greatest asset. The Company will continue to review and
improve policy and practices to reflect the ever-changing workplace and will invest in
developing and supporting the people that make the Company a global leader in marine
transportation.

4.

Be a Leader in Environmental and Social Governance
BC Ferries will continue to work collaboratively with the communities it serves to ensure they
have input into the decisions that impact them the most. Reducing the Company’s
environmental footprint through continued investment in leading-edge practices related to
environmental stewardship is also a top priority to ensure BC Ferries continues to meet – and
exceed – regulatory compliance.
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5.

Grow and Profitably Diversify Our Revenue Base
Pursuing opportunities to grow revenue that will support its financial sustainability and fare
affordability for customers, BC Ferries will focus on optimizing existing assets and services,
while exploring new opportunities through ancillary services and partnerships, as well as new
business areas.

6.

Drive Prudent Investment in Our Capital Assets
BC Ferries’ Capital Plan prioritizes safe, reliable, efficient service, while continuously improving
the customer experience. The Company’s customer experience, information technology, fleet
and terminal network master plans will help guide the Company’s capital spend while
contributing to fare affordability.

To fulfill these goals, BC Ferries needs the right tools for the job. That involves, among other things:
•

A fleet with sufficient capacity to enable the delivery of service that is safe, reliable, efficient,
and resilient;

•

Technologies and processes onboard the vessels and shore-side that are respectful of the
natural environment within which the Company operates, and serve

to lessen its

environmental footprint;
•

Reliable access to a modern and efficient ship repair facility;

•

A terminal network that safely and efficiently interfaces with the vessels;

•

Ancillary services onboard and at the terminals that meet customer needs and generate
revenue for the Company;

•

Information technology that enables the Company to efficiently run the business.

BC Ferries’ asset master plans translate the broad direction of the strategic plan into specific
strategies, policies, design directives and tactics that will help the Company achieve its strategic goals.
The principles and policies in the master plans are combined with information about asset age and
condition to inform a 25-year investment schedule which, in turn, informs the Capital Plan. Thus, for
major asset acquisitions and upgrades, the master plans are foundational to the Capital Plan.
The principles and policies established as part of the Company’s master plans which have been the
key contributors in shaping the Capital Plan are outlined in Section 2.4 below.
The strategic and master plans are living documents that are updated and improved upon as the
needs of BC Ferries’ customers and other stakeholders evolve, as the Company continues to receive
stakeholder feedback, complete projects, and meet objectives.
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2.3

Capital Plan Priorities

The Capital Plan is an integral component of delivering the Company’s strategic goals. The plan
reflects prudent investments in capital assets, with a particular emphasis placed on delivering an
affordable and customer-focused travel experience and ensuring continued safe, reliable and efficient
operations that are financially and environmentally sustainable.
As previously described, traffic has grown significantly in recent years, with customer levels reaching
all-time highs. BC Ferries’ current asset profile and operations are challenged to meet this level of
demand, and the service the Company provides to its customers is impacted. Higher traffic leads to
overloaded sailings and increased wait times at the terminals. Overloads increase the pressure to
accommodate as many vehicles as possible on each sailing, leading to increased vessel in-port times
and added pressure on on-time performance. With terminal wait times and on-time performance
challenged under normal circumstances, the impact of any delayed or cancelled sailing is magnified.
BC Ferries understands that long wait times and ferries that run behind schedule are key sources of
customer dissatisfaction. As a result, the Capital Plan addresses system capacity, operational
efficiency, and resiliency.
In addition, BC Ferries is committed to being a leader in the transition to a lower carbon future and is
determined to conduct its operations in a manner that is environmentally responsible and incorporates
environmental factors into its decision-making. The Capital Plan reflects these objectives through
initiatives that enhance the energy efficiency of the Company’s terminals and other facilities, and
reduce the overall fuel consumption and emissions of its vessels, as well as their underwater noise.

2.4

Strategies that Support the Capital Plan

Key strategies reflected in the Company’s master plans underpin the Capital Plan. These are
aspirational. They will take time to achieve and represent the future state the Company is striving to
realize.
Customer Focused
A customer-centric organization starts with engaging customers, communities and businesses on the
type, scale and frequency of the service they want to see. Customer service planning will focus on
ways to enhance and improve the customer’s experience.
Vessel and terminal design will support BC Ferries’ commitment to coastal communities and improving
the customer experience. Vessel and terminal design will include the implementation of improved
customer-facing systems to enhance the customer experience and eliminate barriers for accessibility.
Consultation with customers will be important in ensuring design changes are responsive to their
needs.
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Consistent Customer Experience
Customers will be provided with a consistent experience, regardless of which route they travel on. The
goal is that all customer touch points exhibit the highest practicable level of commonality in terms of
design and layout, available equipment and services, application of BC Ferries’ brand to wayfinding
and livery, and where possible, use of west coast sourced, sustainable materials.
Technology Enhanced
BC Ferries will use technology to streamline and modernize the customer booking and travel
experience. New technologies will have sustained advantages, be easy to use, forward-looking and
accessible and have broad industry acceptance.
Commonality
High commonality ensures safety, inter-operability, reliability, efficiency and customer satisfaction. All
vessels and terminals will exhibit the highest practicable level of commonality, in terms of design,
layout, equipment, operating characteristics, documentation, and maintenance. Commonality refers to
the degree to which assets are the same. Commonality is a spectrum from identical to completely
dissimilar; it is not a singular state or condition.
Interoperability
An interoperable vessel can be redeployed without the need to adjust or modify the vessel or berths,
and does not require additional crew training beyond route familiarization. Interoperability supports
reliable operations and reduced operating costs. The goal is to have models of vessels within a vessel
class that will be inter-operable with each other.
Standardization
Standardization refers to the use of standardized components, systems, procedures, design features
and equipment that is intended to remain the same across a wide variety of applications.
Standardization is a primary means to achieve organizational efficiency and sustainability through
commonality of design, system and process. All vessels and terminals will use standardized designs,
components, procedures and equipment to the maximum extent possible with the intent to enhance
safe operation and provide consistent customer experience and organizational efficiencies.
Fleet Identicality
There are benefits associated with constructing identical vessels within a class. Identicality means
exactly the same in all respects. Identicality maximizes efficiency, reliability, inter-operability and
customer

satisfaction.

Identicality

will

be

applied

to

design,

layout,

equipment,

operating

characteristics, documentation, operating procedures, and maintenance regimes.
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Environmentally Sustainable
All vessels will be designed for low energy consumption and clean environmental performance. Vessel
design and modifications will appropriately incorporate new proven technologies to address key
environmental considerations, such as alternate fuel sources, and including but not limited to noise,
light pollution, waste management, emissions, and on-board water consumption. Projects to upgrade
and redevelop terminals and other facilities will also be undertaken with a view to lessening their
environmental footprint.

2.5

Components of the Capital Plan

The Capital Plan reflects investments in the following core areas over the next 12 years:
Fleet Renewal
The timing of the replacement of a vessel is typically dictated by age and condition. The fleet master
plan calls for the replacement of 19 vessels over the next 14 years, representing more than half of the
Company’s 36-vessel fleet. The Capital Plan for PT5 includes investments to support all of these vessel
replacements. The large number of upcoming replacements presents an opportunity to reshape the
fleet to better suit the needs of ferry-dependent communities in British Columbia. BC Ferries will build
modern, clean-technology vessels designed for the 21st century.
The 19 vessels next to retire belong to 10 different classes. The left side of Table 2.1 shows the large
number of classes to be replaced, and the right side shows the class of vessel that will be used to
replace them.
Table 2.1: Planned Vessel Replacements
Retiring Vessels
5 C-Class (280-316 AEQ)
1 V-Class (254 AEQ)

Replacement Vessel Class
7 New Major Class (~360 AEQ)

3 Bowen Class (59-61 AEQ)
2 Q-Class (44-63 AEQ)
2 K-Class (19-21 AEQ)
2 T-Class (26 AEQ)

13 Island Class (47 AEQ)
1 Salish Class (138 AEQ)

Howe Sound Queen (52 AEQ)
North Island Princess (38 AEQ)
Nimpkish (12 AEQ)

Northern Sea Wolf (~35 AEQ)

Kwuna (16 AEQ)

1 Unique (AEQ TBD)

Note: AEQ or automobile equivalent is BC Ferries’ standard unit of measure for an
approximation of one car length.
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The replacement of these vessels will significantly reduce the number of classes in the fleet. As
discussed previously, this move toward greater standardization of the fleet is expected to result in
lower capital costs and greater operational efficiency.
Over the last few years, several routes have been challenged to meet the passenger and vehicle
demand. The vessel replacement program presents an opportunity to add vehicle and passenger
capacity to the fleet. Almost all of the 19 vessels that will be retiring over the next 14 years will be
replaced with a vessel or combination of vessels that have a higher capacity. The increased capacity is
expected to reduce the frequency of overloaded sailings on all of the affected routes.
With all new vessel builds, BC Ferries puts great emphasis on providing a ship that is safe and
efficient, minimizes the impact on the environment, and provides an excellent customer experience.
The ongoing and upcoming vessel replacement programs will replace ships built in the 1950s through
the 1980s with technologically-advanced ships with modern amenities. While the older vessels will
continue to be well-maintained and safe to operate until their retirements, the new vessels will be
more efficient. They will be designed to improve schedule resilience with double ended hulls, deck
layouts designed for efficient loading and unloading, and service speeds sufficient for all routes on
which a vessel might be deployed. They will also be more environmentally friendly. The Company
plans to continue its strategies, such as reducing underwater radiated noise, and adopting alternative
fuel or hybrid options for new vessels, which is expected to reduce emissions as well as operating
costs. Future vessel builds will also have improved customer amenities, including greater wheelchair
accessibility and increased passenger seating.
While replacing older ships with new modern ships should help with reliability, no ship, no matter how
new or how well maintained, is immune to unplanned outages. As BC Ferries renews its vessels to
address growing demand, it is also incorporating the need to prepare for vessel outages to minimize
service disruption to customers.
To improve fleet resilience while at the same time dealing with capacity challenges, BC Ferries is
planning to increase the number of vessels in the fleet. With the upcoming Bowen Class replacement,
there is a clear need for increased capacity over the existing 60 AEQ ferries. Although deploying a
single 100 AEQ vessel could meet the need for increased capacity, BC Ferries believes that deploying
two 47 AEQ vessels will provide a better customer experience with more frequent sailings on the
affected routes. The two-ship scenario will also provide the resiliency to ensure continuity of service
during an unplanned outage with the remaining vessel. Additionally, on routes where one vessel
service will remain, it will be possible to redeploy the second vessel of a nearby two-vessel route to
enable faster resumption of service. As the Company prepares for the introduction for a new class of
ships on those routes, there are related terminal and marine works requirements. Although these
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expenditures are captured separately in the terminal projects within this Capital Plan, all projectdriven expenditures are included as part of any project approval processes.
Similarly, the growth potential of the major routes is currently limited by the size and number of
existing ships. BC Ferries plans to replace the retiring C-Class vessels with larger vessels and add an
incremental major vessel. The incremental vessel will improve service resiliency and allow for
supplementary service in the summer months when additional service is needed most. Adding an
extra major vessel will also open the possibility of providing more frequent service on the route
connecting Horseshoe Bay to Langdale beyond the summer months, which is not feasible with the
existing fleet.
The planned replacement of more than half the fleet over the next 14 years will result in significant
capital expenditures over the near term and the Company must consider changes in the way people
will travel over the 45-year expected life of the assets. Designs for new vessels will be flexible to
accommodate changes in the mix of vehicle and passenger traffic that could result from the rise of
autonomous vehicles, ride sharing, changing demographics, and other factors.
Overall, the Capital Plan ensures that needed vessel investments can be made while maintaining fare
affordability. The investments provide an opportunity to improve the customer experience while
enhancing system efficiency, reliability and resiliency, at the same time furthering the Company’s
environmental objectives.
Vessel Upgrades
Maintaining a fleet of 36 vessels in top operating condition takes significant planning and resources.
BC Ferries uses a long-range maintenance plan to ensure that all vessels in the fleet meet regulatory
requirements, as well as the Company’s high standards for operational reliability and safety. In
addition to daily maintenance performed by engineering staff, each vessel is taken out of service,
inspected, and overhauled on either one-in-four or two-in-five year cycles. These refit projects ensure
continued integrity of key vessel components, including hull and coatings, propulsion, navigation, and
safety equipment.
At approximately the quarter, mid, and three-quarter marks of each vessel’s useful life, the longrange maintenance plan includes a significant upgrade project to be completed in conjunction with a
regular scheduled refit. These upgrade projects go beyond routine refurbishments. Some examples of
scope items included in recent upgrades are:
•

Upgraded passenger amenities to improve the customer experience and increase ancillary
revenue (for example, the new Arbutus Café and expanded gift shop on the Spirit of British
Columbia and soon to be on the Spirit of Vancouver Island);
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•

Upgraded safety systems such as water-mist fire suppression or new evacuation equipment;

•

Standardization of navigation and bridge equipment;

•

Piping and electrical system upgrades;

•

Efficiency upgrades such as low-friction coatings, heating, ventilation and air conditioning
system replacements and conversion to low energy (LED) lighting;

•

Replacement of propulsion systems to enhance reliability and reduce fuel consumption (for
example, the diesel-electric hybrid system on the Tachek, and new LNG/diesel dual-fuel
propulsion on the Spirit of British Columbia and soon to be on the Spirit of Vancouver Island).

The Company will continue to upgrade the fleet to improve resiliency, safety, comfort, and energy
efficiency, while also considering conversion to alternate fuel sources where feasible.
The Capital Plan includes several vessel upgrade projects, the most significant of which are the
completion of the Spirit of Vancouver Island mid-life upgrade (fiscal 2019), the Queen of Surrey threequarter life upgrade (fiscal 2019), the Skeena Queen mid-life upgrade (fiscal 2020), and the Northern
Adventure and Northern Expedition quarter-life upgrades (fiscal 2024 and 2027, respectively).
Ship Repair
While the fleet profile changes are expected to help, they are not the only initiative BC Ferries is
pursuing to improve resilience and reliability. BC Ferries needs reliable and timely access to ship repair
facilities to minimize the impact to customers during unplanned outages. The ship repair landscape in
British Columbia is very concentrated, with a few larger shipyards dominating the market.
The Company has been taking steps to ensure continued and cost-effective access to ship repair
services. In June 2017, the Company announced a five-year agreement with Point Hope Maritime Ltd.
in British Columbia to provide planned maintenance and emergency repairs for eight of BC Ferries’
minor vessels.
In addition to seeking strategic partnerships such as this, BC Ferries is planning a major capital
investment to renew and improve its own ship repair facility in Richmond, British Columbia, the Fleet
Maintenance Unit. This facility has been in operation for more than 40 years, but its productivity is
limited by an inefficient layout, aged infrastructure and undersized buildings. The upcoming site
development project provides an opportunity to improve efficiency and throughput at the site. This
investment is expected to improve system resilience by providing reliable and timely access to a
modern internal ship repair facility.
Terminals
As with vessels, age and condition play a key role in determining when terminal projects are delivered.
BC Ferries will continue to ensure the Company’s terminals are maintained to a high standard for the
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safety and comfort of its customers and employees. Many of the assets at BC Ferries’ 47 terminals are
approaching the end of life. Each time an asset comes due for a replacement, there is an opportunity
to rebuild it in a way that better meets the needs of BC Ferries’ customers, employees, and the
communities it serves. Generally, with the rebuild, they will be greener, more efficient and have
modern customer services. They will also reflect plans for improving terminal capacities to allow for
future growth of foot passengers, as transit and ride-hailing services expand.
BC Ferries continues to work towards the standardization of terminal marine infrastructure to enable
greater vessel interoperability. The rollout of standardized terminal infrastructure is gradual, and the
timing of many projects is aligned with planned changes in vessel deployment. Several terminal
improvement projects, such as those planned for Campbell River, Nanaimo Harbour, Gabriola Island,
and Swartz Bay, have been scheduled to prepare for the introduction of new ships which will replace
the Bowen Class vessels on those routes.
In addition to basic safety and operability, effective terminal design can improve the customer
experience, promote system efficiency and resilience, and reduce the site’s environmental footprint.
An obvious link between the customer experience and terminal design is in the comfort, convenience,
and amenities provided. Also important is the ability to safely and efficiently marshal traffic, load and
unload passengers and vehicles, process customer payments, and accept reservations. These
processes, being dependent on the terminal infrastructure, are taken into account when determining
the terminal design through the terminal development planning process. Through the planning
process, opportunities also are pursued to enhance the environmental performance of the terminals
through such things as better waste water run-off or containment, and light and noise abatement
features.
BC Ferries is planning significant investments in buildings and related infrastructure at three major
terminals over the next 12 years: Langdale, Horseshoe Bay, and Swartz Bay. The investments at
these major terminals will contribute to better on-time performance and system resiliency by enabling
efficient loading and unloading of the vessels. These investments are described in more detail in
Section 3.1.
Information Technology
BC Ferries has heard from its customers that they want more flexibility in how they book travel, more
certainty they will be able to travel on the sailing they want, and more options for discounted fares.
BC Ferries is investing in technology to provide this service and improve the customer experience as it
continues to invest in information technology to support the entire operation.

British Columbia Ferry Services Inc.
Capital Plan Fiscal Years 2019 Through 2030

Page 26
September 25, 2018

Customers will benefit once the technology is implemented, as BC Ferries will be able to provide
valued fare products, offer greater departure certainty on select routes and apply a multi-level pricing
structure. Additionally, the customers’ online experience will be enhanced through greater online
functionality and the ability to access BC Ferries through their mobile, tablet and desktop devices.
Along with these benefits, BC Ferries expects that the successful implementation of this initiative will
lead to increased ferry traffic and increased revenue, helping to reduce pressure on fares and improve
fare affordability.

2.6

Managing the Capital Plan

BC Ferries’ Capital Plan reflects a significant program of capital investment to be undertaken over the
next 12 years. Through its management of the capital plans of previous performance terms, the
Company has demonstrated its ability to successfully deliver complex and comprehensive capital
programs efficiently and effectively. BC Ferries is confident that it has the processes in place to ensure
the successful implementation of the PT5 Capital Plan.
To manage its capital program, BC Ferries has a robust planning, approval and reporting process that
reflects best practices. BC Ferries has established a formal project governance framework and
guidelines (attached as Appendix 1) which mandates a 12-year capital asset plan that is updated by
management and approved by the board of directors; formal business cases for all capital projects;
use of best practice project management principles; clear assignment of accountabilities to project
managers, project owners, and project sponsors; and monthly reporting and monitoring of all active
projects. A senior management committee, chaired by the Chief Financial Officer, meets at least
monthly to review the status of the capital program and any capital-related requests.
The Company has formal risk management systems in place for identifying, mitigating and monitoring
risks corporate wide, and specifically those related to the capital program and individual capital
projects. Risk registers with mitigation strategies are routinely reviewed and reported up to the
executive and board level as appropriate. Rigorous procurement policies are also in place to ensure
that capital projects are delivered in a cost-effective manner.
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Section 3:

Planned Capital Expenditures

The Capital Plan reflects investments totalling $3.9 billion over the next 12 years in the fleet,
terminals, information technology systems and other infrastructure to ensure the Company is able to
deliver a safe, efficient, environmentally-responsible and customer-centric service. The forecast
breakdown of annual spending by fiscal year is shown in Figure 3.1.
Figure 3.1: PT5 Planned Capital Expenditures
PT5 Capital Plan
Annual and Cumulative Capital Spend ($ Millions)
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The Capital Plan includes several projects that meet the criteria for a ‘major capital expenditure’ as
defined by the Commissioner in Order 17-02, Section 55(5) and Section 67 of the Coastal Ferry Act,
and Establishment of the Criteria for a Major Capital Expenditure, dated March 2, 2017, for which preapproval of the Commissioner under section 55(2) of the Act will be required. In accordance with
section 64.1 of the Act, Section 3.1 provides information on the anticipated amount, proposed timing
and type of capital asset for each of the planned major capital expenditures, together with an
overview of the options considered and the rationale for these expenditures. Section 3.2 includes a
description of those planned projects that may not be major capital expenditures, as defined by Order
17-02, but represent expenditures of a significant nature. Section 3.3 includes all other planned
expenditures that are included in the Capital Plan. The associated project listing is attached as
Schedule 1.
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3.1

Major Capital Expenditures

Major Capital Expenditure Definition
Section 55(2) of the Act requires that BC Ferries obtain approval from the Commissioner prior to
incurring a major capital expenditure.
By Order 17-02, the Commissioner has defined a “major capital expenditure” as follows:
1.

Any capital expenditure for any new vessel or mid-life upgrade to a vessel is a major
capital expenditure if the expenditure exceeds $50 million inclusive of component
programs and interest during construction;

2.

Any capital expenditure for new terminals, terminal upgrades, information technology
systems or other non-vessel capital expenditures is a major capital expenditure if the
expenditure exceeds $25 million, inclusive of component programs and interest during
construction…”

Planned Major Capital Expenditures
As described in Section 2.5, the Capital Plan reflects investments to support the plans of BC Ferries to
replace 19 vessels which are approaching retirement age, and to carry out a number of major
upgrades of existing vessels at planned intervals over their remaining lives. The plan also supports
investments in the Company’s terminals and berths, information technology systems and ship repair
facilities.
Of the $3.9 billion BC Ferries is planning to spend within the 12 years of the Capital Plan,
approximately $2.3 billion (or 58 percent of the plan) is for yet-to-be-approved projects that meet the
threshold for a major capital expenditure as set by Order 17-02, and each will require the preapproval of the Commissioner under section 55(2) of the Act. An additional 7 percent of the Capital
Plan is for major capital expenditures that were previously approved by the Commissioner.
As previously described, BC Ferries has in place a rigorous capital planning process. Before reaching a
decision on the nature of a specific major capital expenditure, BC Ferries will consider a range of
alternatives and options to ensure the optimal investment for ongoing effective and efficient service.
These will include, as appropriate to the type of investment:
•

Retirement of the asset without replacement;

•

Life extension or upgrade of the asset;

•

Replacement with a new or used asset of different size or type;

•

Replacement with a new or used asset of similar size and type;

•

Adoption of new technologies or innovations;

•

Alternative service delivery or other commercial arrangements.
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The analysis of options is undertaken on a life cycle (total cost of ownership) basis. For these analyses
to be conducted effectively, they cannot be done too far in advance of the notional retirement date of
the assets, as key determinants will not be known with precision until closer to that date, such as the
condition of the asset; costs to replace, upgrade or life-extend; technological solutions; identification
of alternative service providers or other commercial arrangements; and service level requirements.
Hence, the capital expenditure ultimately required for each asset may differ from that included in the
Capital Plan. The Company believes the assumptions it uses to estimate project costs are reasonable
for the purposes of a long-range capital plan with the understanding the assumptions will be updated
annually and each project will be subject to further analysis and a detailed business case.
Applications to the Commissioner for approval under section 55(2) of the Act for each of the planned
major capital expenditures will address the specific guidelines established by the Commissioner for
such applications, and will include details regarding the amount, proposed timing, type of expenditure,
options considered and the rationale for the proposed capital expenditures.
Vessel Replacements
Plans for vessel replacements are documented in the Company’s fleet master plan. The fleet master
plan reflects the Company’s best available knowledge, including traffic trends and customer needs.
The master plan, in many cases, prescribes replacement plans several years in advance. As described
above, as the notional replacement date for each of these vessels approaches, additional analysis of
the alternatives and options will be considered and reported to the Commissioner as part of the
Company’s application for approval of each of the planned major capital expenditures. The additional
analysis may include an alternative approach to service delivery and/or alternative service schedule.
In addition to the previously-approved project to acquire two new 47 AEQ Island Class ferries, the
following vessel replacement projects meet the major capital expenditure threshold set by
Order 17-02:
•

Three Bowen Class Vessel Replacements
The three Bowen Class vessels, Powell River Queen, Bowen Queen, and Mayne Queen, are
nearing end of life, and the Company plans to retire them in fiscal 2021. BC Ferries has
considered several options for the replacement of these ships. The Capital Plan assumes the
acquisition of one Salish Class vessel and four Island Class vessels with capital expenditures
occurring from fiscal 2019 through fiscal 2021.

•

Six Major Vessel Replacements
Four major vessels, including the Queen of Coquitlam, Queen of Alberni, Queen of Cowichan
and Queen of New Westminster are scheduled to retire in PT5. The Capital Plan reflects the
assumption that these vessels will be replaced with five new major vessels in a series-build,
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advancing towards further fleet standardization and resiliency, while providing an opportunity
to take advantage of expected favourable multi-vessel purchase pricing. Two more major
vessels, the Queen of Surrey and Queen of Oak Bay are scheduled to retire several years later
in fiscal 2031, and are assumed to be replaced with two vessels of the same design.
•

Six “K,” “T” and “Q” Class Vessel Replacements
The Quinsam, Kahloke, Klitsa, Tachek, Quadra Queen II, and Quinitsa are currently expected
to be replaced between fiscal 2028 and fiscal 2031 with Island Class ferries as a series-build,
with the Quinsam being replaced with two ferries instead of one. The reduction of classes in
the replacement ships further allows BC Ferries to realize the benefits of fleet standardization
as described above. The Capital Plan reflects capital expenditures for these vessel
replacements during the period fiscal 2026 through fiscal 2030, with additional expenditures
planned for fiscal 2031.

Vessel Upgrades
To ensure the Company’s vessels continue to operate in a safe, reliable and efficient manner,
BC Ferries carries out major upgrades at planned intervals. By enabling more extensive scope than
typical regular refit projects, these upgrades provide important opportunities to modernize systems,
improve the customer experience and enhance environmental performance. Several quarter, mid, and
three-quarter life upgrade projects are included in the Capital Plan; however, with the exception of the
previously-approved Spirit Class mid-life upgrades, none are anticipated to meet the threshold for a
major capital expenditure set by Order 17-02.
Terminals
As described in Section 2, BC Ferries’ terminal investments are guided by the principles set forth in
the terminal network master plan. Specific investments are laid out in individual terminal development
plans, which consider the broad long-term plan for each site. These plans recognize the benefits of
long-term phasing for economically-sustainable major developments, and identify short-term
opportunities consistent with the long-term phasing. The development plans incorporate vessel
procurement and deployment plans, including operational requirements for the safe and efficient
berthing, loading and unloading of passengers and vehicles, and reflect BC Ferries’ standards for
commercial and retail spaces.
Like vessel replacements, condition assessments of the terminal and berth assets are regularly
conducted to help identify and determine the viability of options such as possible life extension or
replacement, and the benefits and costs of each. Part of this analysis may include an exploration of
various terminal layouts or structural innovations available. This type of analysis has resulted in
investments in terminals and berths which have generated significant cost savings, efficiencies and
operational improvements, such as the use of floating berths, active lift ramps, and overhead
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passenger walkways. As new concepts are developed and are shown to improve efficiency, while
ensuring service is safe and reliable, they are incorporated into the terminal network master plan and
terminal development plans.
The following terminal projects meet the threshold for a major capital expenditure set by Order 17-02:
•

Langdale Terminal Development
The Langdale terminal is the only terminal to serve a major route (Horseshoe Bay to Langdale)
without ticketing capabilities and without clear separation of foot passengers from vehicles. In
March 2017, BC Ferries was able to secure up to $17 million in federal infrastructure funding
under the New Building Canada Fund to redevelop the Langdale terminal. With input from the
communities and stakeholders, the Company envisages the construction of an overhead
passenger walkway that will enable passengers to connect with the vessel from a new terminal
building, civil works to restructure the flow of pick-up/drop-off traffic, and ticketing capabilities
for passengers and vehicles. This multi-year project is planned to begin in fiscal 2019.

•

Swartz Bay Terminal Development
The requirements of the main buildings at Swartz Bay terminal have grown beyond the
capabilities of the existing structures. The foot passenger building and the adjacent
warehouse, built in 1992 and 1959 respectively, are undersized for their purpose. The
administration building, which was built in 1959 and also contains the Land’s End Café, is also
undersized and lacks the choices and amenities customers have come to expect. The Company
is currently assessing options for the redesign of the terminal to enhance the customer
experience and provide for a more efficient operation. More clarity around the scope of the
project will come as the community and stakeholder engagement process proceeds and the
terminal development plan is completed. This multi-year project is planned to begin in fiscal
2021.

•

Swartz Bay Berth 3 Replacement
Berth 3 at Swartz Bay currently serves as an operational minor and intermediate ferry berth,
and as a tie-up berth for major vessels. Under the major routes initiative, as described in
BC Ferries’ Strategies for Enhancing Efficiency in Performance Term 5 and Beyond, the
Company is contemplating the addition of a fifth vessel to serve during the peak season on the
Tsawwassen to Swartz Bay route. The Capital Plan assumes Berth 3 will be replaced in fiscal
2025 with a standardized major berth to accommodate major vessels.

•

Horseshoe Bay Terminal Development
Horseshoe Bay terminal is challenged with capacity constraints due to its inherent landscape.
Many of the terminal assets are nearing end of life, and significant investment is needed to
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continue safe and efficient operations at the site. As part of the major routes initiative, the
Company is examining options for the major routes terminal network. The Capital Plan
assumes a significant investment at Horseshoe Bay, including the replacement of marine
structures and redesign of the holding compound. More clarity around the scope of the project
will come as the community and stakeholder engagement process proceeds and the terminal
development plan is completed. This is a major multi-year project that is expected to be
phased over several years, with construction beginning in fiscal 2023.
•

Langdale Berth 1 Rebuild and Shore Stabilization
In fiscal 2017, Berth 1 at the Langdale terminal underwent a capital upgrade to extend the life
of the berth for another 10 years. The Company contemplates a rebuild of the berth and shore
stabilization towards the end of the 12-year Capital Plan. As with all BC Ferries assets, the
condition will be monitored and reassessed regularly to determine the timing of the project,
which is currently planned to begin in fiscal 2027.

Information Technology Projects
BC Ferries is heavily reliant upon information technology to support its complex operations. The
Company needs to ensure that critical applications, including those supporting its operations, sales and
key financial functions, are appropriately supported and meet evolving business requirements. An
annual evaluation is conducted to assess whether the information technology assets are achieving
strategic objectives and supporting business objectives. This includes a review of emerging technology
and its implications for these business objectives. As systems are no longer supported or compatible
with technological advancements, BC Ferries will make investments to ensure appropriate systems are
in place to support its complex operations. In making its investment decisions, the Company considers
a range of options, which may include updating the existing system, adopting new system functionality
or implementing a whole new system. A number of information technology projects are included in the
Capital Plan; however, none are anticipated to meet the threshold for a major capital expenditure set
by Order 17-02.
Other Projects
Projects falling outside the categories of vessel, terminal, and information technology include
investments in corporate assets including the Fleet Maintenance Unit, maintenance yards, and support
vehicles. Only one such project meets the threshold for a major capital expenditure set by
Order 17-02:
•

Fleet Maintenance Unit Site Development
BC Ferries has a dedicated ship repair facility, the Fleet Maintenance Unit, to provide ship
repair, modification and maintenance services in a safe, efficient and cost-effective manner.
The site began operations in 1962 as the Ministry of Highways Dock District maintenance
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headquarters, and has had limited investment through the years. As a result, it has many
aged and undersized buildings, and is inefficiently laid out. The Capital Plan includes
investments beginning in fiscal 2020 to significantly improve the site.

3.2

Significant Capital Expenditures

The following projects included in the Capital Plan are not anticipated to meet the threshold for a
major capital expenditure as set by Commission Order 17-02, but represent significant capital
expenditures.
•

Kwuna Replacement
The Kwuna, a 16-AEQ vessel built in 1975, serves route 26 connecting Skidegate and Alliford
Bay. It is fitted with a ramp to enable landing on a concrete ramp instead of a standard berth.
The Capital Plan includes a like-for-like replacement, with construction starting in fiscal 2025.

•

Skeena Queen Mid-Life Upgrade
Constructed in 1996, the Skeena Queen is scheduled to undergo a mid-life upgrade in fiscal
2020. The project will modernize customer amenities, replace aged equipment, and install
advanced safety, engineering, and navigation systems.

•

Nanaimo Harbour Terminal Development
The marine structures and timber trestle at Nanaimo Harbour are nearing their end of life and
will soon need replacement. The terminal connects Vancouver Island with Gabriola Island on a
route which is expected to move from a one-vessel operation to a two-vessel operation with
the acquisition of new Island Class vessels to improve service. The Capital Plan includes the
replacement of the marine structures, a site reconfiguration and construction of a tie-up berth,
commencing in fiscal 2020.

•

Gabriola Island Terminal Development
The marine structures at Gabriola Island terminal are nearing their end of life and are due for
replacement. The Capital Plan includes replacement of these assets, along with a site
reconfiguration, commencing in fiscal 2020.

•

Vesuvius Bay Terminal Development
Vesuvius Bay terminal, situated on Salt Spring Island, is due for a replacement of its marine
structures and timber trestle. The Capital Plan includes the replacement of those end-of-life
marine structures, as well as an upgrade of the uplands components, commencing in fiscal
2022.
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•

Crofton Terminal Development
Crofton terminal connects Vancouver Island with Salt Spring Island via Vesuvius Bay. The
marine structure and timber trestle are nearing their end of life and are expected to undergo a
replacement and upgrade commencing in fiscal 2022, similar in scope to that which is planned
for the Vesuvius Bay terminal.

•

Fulford Harbour Terminal Development
The Fulford Harbour terminal has insufficient holding compound capacity to handle traffic on
the route connecting Swartz Bay with Salt Spring Island. The Capital Plan includes a project
beginning in fiscal 2023 to expand the holding compound and generally improve the terminal.

•

Tsawwassen Berth 3 – Vehicle and Foot Passenger Ramps and Towers Replacement
Recent condition surveys indicate that the vehicle and foot passenger ramps, aprons, towers,
and associated hydraulics at Tsawwassen Berth 3 are nearing their end of life. The Capital Plan
includes a project in 2027 to replace the aged infrastructure.

•

Tsawwassen South Breakwater – Dolphin Replacement
Recent condition surveys indicate that the south breakwater at Tsawwassen terminal will
require replacement of its dolphins in the late 2020s and the Capital Plan includes new assets
to replace them.

•

Booking, Ticketing and Check-in Replacement
A core component of the Company’s automated customer experience program is the
streamlining of booking, ticketing, and check-in services. The Capital Plan includes an
application replacement in the late 2020’s. With the fast pace of change in technology, the
scope of these projects will be further defined closer to implementation.

•

Data Centre Modernization
A project beginning in fiscal 2019 is included in the Capital Plan to replace aged data centre
assets with new scalable assets that will enable future technologies, improve data security,
and improve network connectivity and redundancy. Implementation options are currently
being assessed.

3.3

Other Capital Expenditures

In addition to the projects detailed in Sections 3.1 and 3.2 above, the Capital Plan includes over 600
other projects that, while important, are of a lesser magnitude and do not meet the threshold for a
major capital expenditure as set by Order 17-02. These projects are necessary for the continued
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delivery of safe, efficient, and reliable service and will be managed within the capital planning process
and parameters as described in this document.
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Conclusion
BC Ferries’ Capital Plan outlines the planned capital expenditures for the 12-year period from April 1,
2018 through March 31, 2030. It is an ambitious plan that takes into account the need to replace
19 vessels, significantly upgrade terminal infrastructure and the Fleet Maintenance Unit, and
undertake strategic investments in technology to ensure BC Ferries remains a company prepared for
the future. This plan supports the continued safe, reliable, efficient and sustainable ferry service to
coastal British Columbia.
BC Ferries has given much time and attention to ensuring its Capital Plan aligns with its strategic plan,
recognizing that decisions BC Ferries makes today impact ferry users for decades to come. The Capital
Plan has been constructed to accommodate changes in demand, provide needed resiliency and provide
a more consistent service offering across all routes in an environmentally-responsible and financiallysustainable manner.
Effective engagement with the customers and coastal communities the Company serves will be a key
factor in the Company’s ability to successfully deliver its Capital Plan. Understanding what
communities and stakeholders envisage a trusted and valued Company to be, and the services
required to provide an exceptional customer experience, will help to ensure the Capital Plan BC Ferries
is submitting will meet the needs of generations to come.
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SCHEDULE 1
Schedule of Projects
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12-Year PT5 Capital Plan (Fiscal 2019 to 2030)
Major and Significant Projects (Figures in $ Millions)

Fiscal Year

Total

2019

2020

2021

2022

2023

2024

2025

2026

2027

2028

2029

2030

Part 3.1. Major Capital Expenditures
NEW VESSEL PROJECTS
Prior Approval - Route 28 - Purchase/Modify Northern Sea Wolf
Prior Approval - North Island Princess & Howe Sound Queen Replacements
New Vessel - Mayne Queen - Replacement
New Vessel - Powell River Queen - Replacement
New Vessel - Bowen Queen - Replacement
New Vessel - Queen of Alberni - Replacement
New Vessel - Queen of New Westminster - Replacement
New Vessel - Queen of Coquitlam - Replacement
New Vessel - Queen of Cowichan - Replacement
New Vessel - Incremental Major Vessel #1
New Vessel - Quinitsa - Replacement
New Vessel - Quinsam - Replacement
New Vessel - Queen of Oak Bay - Replacement
New Vessel - Queen of Surrey - Replacement
New Vessel - Kahloke - Replacement
New Vessel - Klitsa - Replacement
New Vessel - Tachek - Replacement
New Vessel - Quadra Queen II - Replacement

2017
2018
2019
2019
2019
2020
2020
2021
2021
2022
2027
2027
2028
2028
2028
2028
2029
2029

TERMINAL PROJECTS
Langdale Terminal Develoment
Swartz Bay Terminal Development
Horseshoe Bay Terminal Development
Swartz Bay Berth 3 Replacement
Langdale Berth 1 Rebuild and Shore Stabilization

2019
2022
2023
2024
2027

INFORMATION TECHNOLOGY PROJECTS
Prior Approval - Fare Flexibility and Digital Experience

2015

OTHER PROJECTS
Fleet Maintenance Unit Site Development

2020

12 YEAR MAJOR CAPITAL EXPENDITURES (2019 to 2030)

Part 3.2. Significant Capital Expenditures
NEW VESSEL PROJECTS
New Vessel - Kwuna - Replacement
EXISTING VESSEL PROJECTS
Skeena Queen Mid-Life Upgrade
TERMINAL PROJECTS

2025
2020

Nanaimo Harbour Terminal Development

2020

Gabriola Island Terminal Development

2020

Vesuvius Bay Terminal Development

2022

Crofton Terminal Development

2022

Fulford Harbour Terminal Development

2023

Tsawwassen Berth 3 – Vehicle and Foot Passenger Ramps and Towers Replacement

2027

Tsawwassen South Breakwater – Dolphin Replacement

2030

INFORMATION TECHNOLOGY PROJECTS
Data Centre Modernization

2019

Booking, Ticketing, and Check-in Replacement

2028

12 YEAR SIGNIFICANT CAPITAL EXPENDITURES (2019 to 2030)

Part 3.3. Other Capital Expenditures
VESSELS
TERMINALS
INFORMATION TECHNOLOGY
OTHER
12 YEAR SIGNIFICANT CAPITAL EXPENDITURES (2019 to 2030)
CAPITAL EXPENDITURES (2019 to 2030)
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343

439

367

341

439

395

227

150

298

249

348
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IMPORTANT LINKS
Beyond this Framework, several other policies, templates, and resources are needed
to ensure the successful management of projects. This section has links to several
important resources.
Link

Key Contents

SharePoint:
Capital Planning
Home

•
•

Document Workflow Tasks
CPBC Calendar (CPBC meetings and reporting deadlines)

SharePoint:
Templates

•
•
•

Project Administrative Forms (for reference only –
documents should begin through a Workflow)
WBS Templates
Class A / B Report Templates

SharePoint:
Training Material

•
•
•

CPR Instructions for Project Managers
SharePoint Workflow Processes
EPPM Documentation

BCF Intranet:
Finance Policies

•
•

This Framework
Accounting Policies (most importantly, Property, Plant
and Equipment and related capitalization thresholds
contained within an appendix)
Supply Chain Policy
Financial Risk Management policy (foreign exchange
hedging policy)

•
•

BCF Intranet:
FOIPP Office

•
•

SharePoint:
IT PMO
Fleet PMO

•

Freedom of Information and Protection of Privacy Office
Policies, Training, and Forms
Privacy Impact Assessment (“PIA”) Form
Asset-group-specific project management policies and
guidelines
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FRAMEWORK OVERVIEW and QUICK REFERENCE

FRAMEWORK OVERVIEW and QUICK REFERENCE

This document outlines the Project Governance Framework & Guidelines
(“Framework”) applicable to capital and major operating projects at BC Ferries.
Capital projects are planned betterments or additions to the existing asset base and
are funded through the company’s capital budget.
This Framework is intended to promote a disciplined approach to the identification,
management, reporting, and delivery of projects and provides principles, techniques
and tools for managing and monitoring projects through the stages of the project
lifecycle.
While this document outlines a single framework for all capital projects, it must be
recognized that each project or project type is different and these differences must
be considered, respected and understood when employing this Framework.
Accordingly, the document has been designed to cover the wide range of capital
projects undertaken by BC Ferries.
The goal of this Framework is to ensure that a capital project meets the functional
and business needs of BC Ferries and is identified, managed, monitored and delivered
as effectively and efficiently as possible.
To this end, the Framework has been separated into four parts as follows:
Part
Part
Part
Part

A:
B:
C:
D:

General Roles and Responsibilities;
Pre-Implementation Phase;
Implementation Phase; and
Post-Implementation Phase.

Part A defines the general roles and responsibilities of individuals and groups
involved in this Framework. This includes the British Columbia Ferries Commissioner,
the Board of Directors (“Board”), the CEO, the Capital Program and Budgeting
Committee, the Project Executive (Project Manager, Project Owner and Project
Sponsor), the Project Analyst, the Project Management Offices, and the Manager,
Financial Planning & Analysis. Where necessary, these roles are further defined in
Parts B through D as they relate to different stages of the project lifecycle.
The overall accountability for the success of a capital project and adherence to this
Framework is based on a joint responsibility involving the three parties forming the
Project Executive.
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Note: Roles in this Framework should not be confused with individual job titles within
the company. For example, someone identified as a “Project Analyst” within this
Framework can have varying titles in the company including Senior Business Analyst,
Business Planner, etc.
Part B the Pre-Implementation Phase, involves the identification of a project, the
pre-planning and planning activities to support the project, the justification and the
review and approval of a Business Case.
Part C the Implementation Phase, is comprised of the stages and requirements
through which approved projects are constructed, acquired, managed, monitored,
controlled and delivered.
Part D the Post-Implementation Phase, measures the performance of the project
management process by evaluating the actual project outcome against the originallyintended outcome as outlined in the approved Business Case. Lessons learned by
members of the Project Executive are also identified for the benefit of ongoing or
future projects of a similar nature.
The following chart provides a visual summary of the typical project approvals and
administrative forms required throughout the project lifecycle:

Project Life Cycle, Approvals & Administration
Implementation Stage

Post-Implementation Stage

(Framework Part B)

(Framework Part C)

(Framework Part D)

Project Implementation Work

Pre-Implementation Stage

Detailed Project Reporting (Class A & B)
Monthly Capital Progress Reporting (CPRs)

Project Life Cycle
Charter
Approved

Pre-imp Funding
Released

Business Case
Approved

Available for Use
Form

Closeout
Form

Time and Typical Project Approvals & Administrative Forms Required
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ACRONYMS
AFU
BCFC
CFA
CMOP
CPBC
CPR
EMC
FP&A
FLEET PMO
FMU
FOIPP
IDC
IFRS
IT PMO
LRMP
MFA
MPSC
NPV
OPA
PAF
PBR
PGFG
PIA
PIR
PMOs
RFEOI
RFP
SOR
SPC
TDP
TMNP
VRP
WBS

Available for Use
British Columbia Ferry Commission
Coastal Ferry Act
Capital and Major Operating Project
Capital Program and Budget Committee
Corporate Progress Reports
Executive Management Committee
Financial Planning & Analysis
Fleet Project Management Office
Fleet Maintenance Unit
Freedom of Information and Protection of Privacy Office
Interest During Construction
International Financial Reporting Standards
Information Technology Project Management Office
Long Range Maintenance Plan
Minor Fixed Assets
Master Planning Steering Committee
Net Present Value
Oracle Project Accounting
Project Amendment Form
Project Benefits Realization
Project Governance Framework & Guidelines
Privacy Impact Assessment
Post-Implementation Review
Project Management Offices
Request for Expressions of Interest
Request for Proposals
Statement of Operational Requirements
Strategic Projects Committee
Terminal Development Plan
Terminal Network Master Plan
Vessel Replacement Program
Work Breakdown Structure

Page 9

British Columbia Ferry Services Inc.
Capital Plan Fiscal Years 2019 Through 2030

November 2017

Page 49
September 25, 2018

PROJECT GOVERNANCE FRAMEWORK & GUIDELINES

FRAMEWORK OVERVIEW and QUICK REFERENCE

PROJECT ADMINISTRATIVE FORMS
Several project administrative forms facilitate capital project approvals, project
activation, project reporting, and project closeout consistent with this Framework and
International Financial Reporting Standards (IFRS). The following is a summary of
the key administrative forms:
Project
Charter

For the purposes of this Framework, the Project Charter (“Charter”) is
a brief document that establishes a placeholder for a project within
the Capital Plan. Charters are reviewed annually as part of the annual
capital budgeting process, and when appropriate, can be used to
request the release of pre-implementation funding to support the
preparation of a Business Case. See Section 5 for more detail.

Business
Case

The Business Case is a decision document that examines capital
investment alternatives and recommends the Scope, Budget and
Schedule for capital projects. The Business Case identifies key project
risks and associated mitigation strategies, and identifies resources
required to deliver the project. All capital projects must have an
approved Business Case before full funding is released. See Section
7 for more detail.

Project
Amendment
Form

The Project Amendment Form (“PAF”) is a decision document that
requests amendments to the approved Scope, Schedule, or Budget of
an active project. See Section 10 for more detail.

Available for The Available for Use (“AFU”) form is an information document that
Use Form
recognizes the new asset as available for use. If only part of the
project is available for use, a variation called a Partial AFU form is
submitted. BC Ferries’ Accounting department uses these reports as
a flag to stop Interest During Construction (“IDC”) and begin
depreciating the capital asset(s) according to IFRS and corporate
policy. See Section 12 for more detail.
Project
Closeout
Form

A Project Closeout form (“Closeout”) is an information document that
closes down a capital project, bringing an end to project accounting
and regular project reporting. Before a Closeout can be submitted, all
invoices must be paid and all outstanding issues must be addressed
to the satisfaction of the Project Executive. See Section 12 for more
detail.
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REGULAR PROJECT REPORTING
CPBC requires regular project reporting on all capital projects. Regular forecasting
and reporting begins when the project is activated (typically when project funding is
first released).
Corporate
Progress
Report
(“CPR”)

CPRs forecast the project’s cash flows and explain the variance of a
project’s scope, schedule, and budget to reflect actual spending to
date and evolving forecast assumptions. CPRs for every active capital
project are completed by the Project Manager and reviewed by the
Project Owner. See Section 11 for more detail.

Class A and Class A and B reports give CPBC greater context into the health of a
B Reports
capital project than is offered by the CPR, but not all projects require
them. They report on project activities and track key milestones and
risks. The need to complete a Class A or B depends on the project’s
risk classification. See section 11 for more detail on Extra Project
Reporting requirements.
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PART A: GENERAL ROLES AND RESPONSIBILITIES

This section defines the general roles and responsibilities of individuals and groups
that are involved in this Framework. The primary governance functions and
relationships among the key parties under this Framework are outlined in the
following chart.

The Executive Management Committee and Board of Directors have ultimate
accountability for the success of the organization, including successful project
portfolio management and project delivery. Responsibility for project portfolio
management and primary approvals of project scope, schedule, and budget has been
delegated to the Capital Program and Budget Committee (“CPBC”), chaired by the
Chief Financial Officer (“CFO”). Responsibility for successful delivery of each project’s
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scope, schedule, and budget has been delegated to the Vice Presidents to which the
four Project Management Offices (“PMOs”) report. The BC Ferry Commission
(“BCFC”), led by the BC Ferries Commissioner (“Commissioner”), is responsible for
regulatory oversight including price cap setting and approval of major capital projects
as outlined in the Coastal Ferry Act (“CFA”) and BCFC orders.
Individual projects are managed through two distinct streams, one for project
steering, and one for project execution. The project steering stream is led by the
Project Owner and Project Sponsor. Where needed, the Project Owner and Sponsor
are assisted in their duties by a project steering committee. The project execution
stream consists of the Project Management Offices, the Project Manager, and the
Project Team. Finance plays a supporting role to the CPBC and to the project steering
and execution streams.
The roles are explained in this section, and then further developed in Parts B through
D as they relate to different stages of the project lifecycle.

1

British Columbia Ferry Commission

The CFA establishes the parameters by which the BCFC oversees BC Ferries’ capital
program.

1.1

Coastal Ferry Act: Sections 41(2) and 64.1

Section 41(2) of the CFA establishes the principles by which price caps are established
for each four-year performance term. The price caps must allow for a return sufficient
to enable BC Ferries to recover operating, administrative and capital costs; and meet
its debt obligations and maintain access to reasonable borrowing rates (as deemed
by the BCFC).
Section 64.1 of the CFA requires that BC Ferries prepare and submit a 10-year capital
plan beginning from the first year of the upcoming performance term to assist in
setting price caps. The submission is due 18 months prior to the start of the
performance term, so BC Ferries plans on a 12-year horizon and submits a 12-year
capital plan.
Once the BCFC has set price caps for the performance term, the 12-year capital plan
on which those price caps were based becomes a planning target for the annual 12year capital portfolio. For purposes of measuring the portfolio against the price cap
target, the years under measurement remain static until the next price caps are set.
For example from F2015 to F2018, the 12-year portfolio will cover F2015 to F2026.
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When the next performance term submission is made in F2019, the portfolio will
cover F2019 to F2030.

1.2

Coastal Ferry Act: Section 55

Section 55 of the CFA allows BC Ferries to apply to the BCFC for a determination of
whether a capital expenditure or capital deployment is reasonably required. It also
requires BCFC approval before BC Ferries can proceed with any “major capital
expenditure”, which the BCFC defines in Order 17-02 as:
1.

Any capital expenditure for any new vessel or mid-life upgrade to a vessel
is a major capital expenditure if the expenditure exceeds $50 million
inclusive of component programs and interest during construction; or,
Any capital expenditure for new terminals, terminal upgrades, information
technology systems or other non-vessel capital expenditures is a major
capital expenditure if the expenditure exceeds $25 million, inclusive of
component programs and interest during construction.

2.

Section 55 provides that BCFC will approve a major capital expenditure that is:
a)
b)
c)

Reasonable
Prudent
Consistent with the Coastal Ferry Services Contract, and any long term
capital plan established by BC Ferries.

In addition, under Order 17-02, the BCFC evaluates major capital expenditures and
approves them if they are deemed to be:
a)
b)
c)
d)

reasonable, affordable and prudent,
consistent with the 12-year capital plan submitted to the commissioners
under section 64.1 for the current performance term;
consistent with the current Coastal Ferry Services Contract; and
consistent with any government long term vision for the future evolution
of coastal ferry services.

The Project Executive has primary responsibility for developing the Section 55
application, which must include information specified by BCFC in the Commissioner’s
Guidelines for Applications under Section 55 of the Coastal Ferry Act. The Financial
Planning and Analysis group plays a supporting role, providing financial analysis
support and advising on submission requirements. The Corporate Affairs Division
reviews and submits all required documents to the BCFC, and plays a coordinating
and quality assurance role.
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After the filing, the BCFC may hire consultants to review the application and return
with clarification questions. The Corporate Affairs Division coordinates the
responses, allocating responsibility for preparing responses to the Project Executive,
the Project Management Offices, and other areas including Finance as necessary.
Projects requiring Section 55 applications are submitted to the Commissioner for
approval after approval by the CPBC, the Executive Management Committee, and the
Board.
Similarly, Order 17-02 requires BC Ferries to report to the BCFC within 15 days
following Board approval of any capital expenditure in excess of $25 million, except
for those expenditures which were subject to an application under section 55. Such
reports must provide answers to the relevant questions in the Commissioner’s
Guidelines for Applications under Section 55 of the Coastal Ferry Act. The Project
Executive has responsibility for developing this report. The Financial Planning and
Analysis group plays a supporting role, providing financial analysis and advising on
report requirements. The Corporate Affairs Division reviews and submits all required
documents to the BCFC and plays a coordinating and quality assurance role.

2

Executive Management

BC Ferries is responsible for overseeing and managing the delivery of coastal ferry
services in British Columbia, as described in the CFA and the Coastal Ferry Services
Contract. To fulfill its legal obligations and achieve the vision and objectives outlined
in BC Ferries’ Strategic Plan, the company must maintain its capital assets and
acquire or plan for new assets. Specific capital asset management responsibilities
include:
•
•
•
•
•

Maintaining and operating capital assets;
Identifying capital asset needs and preparing and implementing plans to
address the needs;
Acquiring capital assets;
Managing expenditures on capital assets; and
Developing, maintaining and implementing a financial framework (including
but not limited to procurement policy, project management policy,
accounting policy, risk management, budget and planning process and
policy).
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Board of Directors (“Board”)

The Board is responsible for the strategic direction of the company. Due to the long
term strategic nature of capital investments, the Board is a major party in the
approval of capital projects and the overall capital budget for the company.
Annually, the Board reviews and approves an updated 12-Year Capital Plan.
Individual projects with capital budgets exceeding $15 million are approved by the
Board when they are ready for implementation. The Board can set conditions on
project approval. One such condition is the “Strategic Project” designation which
then places that project under the purview of the Strategic Projects Committee (SPC)
of the Board. Strategic Projects have certain reporting requirements including the
requirement to confirm quarterly with the SPC the approved access to contingency
funds. The specific guidelines for Strategic Projects can be provided by the Corporate
Secretary’s office upon request.
Quarterly, the Board reviews and monitors progress against the Capital Expenditure
Envelope as well as variances to approved project budgets as they are summarized
in the Capital and Major Operating Projects (“CMOP”) report.
Appendix 1 (Project Approval Hierarchy) outlines the capital project thresholds where
management must receive Board approval prior to making spending commitments.

2.2

President and Chief Executive Officer (“CEO”)

The CEO annually requests the Board’s approval of the 12-Year Capital Plan. The
CEO is also critical to reviewing and monitoring approved projects and has
responsibility for approving any emergent capital projects (projects not currently
included in the 12-Year Capital Plan) and significant amendments to ongoing projects.
Appendix 1 (Project Approval Hierarchy) identifies the specific project thresholds
where CEO approval is required. The CEO also provides final resolution for decisions
vetoed by the CPBC Chair.

2.3

The Capital Program and Budget Committee (“CPBC”)

Financial oversight of capital and major operating projects as well as general capital
planning activities has been delegated to the CPBC, an executive committee chaired
by the CFO.
The CPBC oversees BC Ferries’ capital and major operating projects. As such, all
capital and major operating project requests, excluding Minor Fixed Assets, are
reviewed by the CPBC. Consistent with the Project Approval Hierarchy, the CPBC is
both a decision-making and recommendation-making body. The CPBC makes
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decisions and recommendations related to strategic fit and capital funding
prioritization with consideration to financial implications and constraints.
The Chair has the authority to veto decisions made at the CPBC level. Per the Project
Approval Hierarchy, excluding Minor Fixed Assets, all capital project requests are first
reviewed by the CPBC and are either approved, or recommended to the CEO (if
required). Minor Fixed Asset (“MFA”) requests are reviewed and approved by the
Project Sponsor (see Appendix 4 for more information on MFA).
The CPBC’s responsibilities include:
•
•
•
•
•

•
•

Coordinating the budget process for capital expenditures, including the
development of the 12-Year Capital Plan;
Reviewing, filtering, ranking and providing recommendations to the CEO
and the Board on capital projects that are presented;
Monitoring capital expenditures on approved projects;
Reviewing regular project reporting;
Reviewing and approving (or supporting) project administrative forms
including Business Cases, Pre-Implementation Requests, Project
Amendments, Available for Use Forms, and Project Closeout Forms;
Preparing quarterly reports on capital and any project operating
expenditures for the CEO and the Board; and
Reviewing and approving changes to the Framework and the associated
policies and procedures.

The CPBC is supported in all of the above responsibilities by the Manager, Financial
Planning & Analysis and members of the Financial Planning and Analysis group as
described in Section 3.4.
Meetings of the CPBC are held once per month. A schedule is available on the
Corporate Planning SharePoint site (Important Links).
Despite the role of the CPBC in approving, reviewing and monitoring projects,
ultimate project accountability and responsibility resides with the members of the
Project Executive (see Section 3.1).
The CPBC’s Role during Project Implementation:
During the progress of capital projects, the CPBC is focused on project oversight and
governance with a focus on material deviations from scope, schedule and budget, as
well as with project risk management. The monthly CPBC meetings are focused on:
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Reviewing and adjudicating project Business Cases (of projects included in
the approved Capital Portfolio and of emergent projects);
Reviewing and adjudicating Project Amendments (Scope, Budget or
Schedule); and,
Monitoring of regular project reporting (Class A/B Project Reports).

•
•

General CPBC Submission Guidelines
CPBC meeting agendas are finalized four business days prior to the meeting date.
Documents sent to the Committee for approval must be approved by all members of
the Project Executive and delivered to the Capital Planning Coordinator before the
agenda is finalized. The Project Manager approves documents first, followed by the
Project Owner and then the Project Sponsor. The Project Executive and the Project
Analyst are responsible for the organization and preparation of a request and the
associated reviews so these deadlines can be met. If a document is not received in
time (supported by Project Manager, Project Owner and Project Sponsor), the agenda
item may be removed and placed on the following month’s CPBC agenda.
•

In rare occurrences (typically driven by a significant, unforeseeable event),
CPBC agenda items may be e-mailed for a “Walk Around” vote that takes
place in between regularly scheduled CPBC meetings.
In a similar manner, it is possible to request a special meeting of the CPBC
to be held in between regularly scheduled CPBC meetings.

•

2.4

Applicable Vice Presidents

Project delivery is the responsibility of the Project Manager, who is part of the project
execution stream. The Vice Presidents to whom the four Project Management Offices
(“PMOs”) report, are accountable for the successful delivery of individual projects
within the plan. While the project steering stream is responsible for defining the
functional scope and business needs, the project execution stream is responsible for
delivering on that scope and providing an asset capable of meeting the business
needs.
On large and complex projects, the applicable VP will likely take a more active role
in the project management function. On smaller and less complex projects, project
management oversight will more likely be delegated to the PMOs.
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3

Delegated Management

3.1

Project Executive: Project Manager, Owner, and Sponsor

While the Project Manager (and the project execution stream) is responsible for
delivering an asset that meets the needs of the company, the Project Owner and
Sponsor are responsible for defining those needs and ensuring the project is
consistent with the strategic direction of the company. The focus of the Project
Executive as a group is on scope, schedule, budget, and project risk management.
Where practical, individuals in Project Executive roles should not report to each other
in a line-management fashion.
To provide effective project stewardship as projects progress, members of the Project
Executive should meet on a regular basis. It is the Project Executive’s responsibility
to review regular project reporting and reduce/filter out detailed project related
information that is inconsistent with the CPBC’s primary governance and oversight
responsibilities related to project scope, schedule, budget, and risk management.
Project reporting and documentation should be concise.
Issues brought to the CPBC by the Project Executive should include proposed
solutions to the extent practicable. This allows the CPBC to focus discussion on its
primary role of providing project oversight and governance.
Note: The existence of a Project Steering Committee does not relieve any members
of the Project Executive from their accountability for successful project delivery as
identified in this Framework. For this reason, the Chair of a Project Steering
Committee is typically either the Project Owner or the Project Sponsor. See section
8.3 for details regarding the establishment of a Project Steering Committee.

3.2

Project Steering Stream

Project Sponsor (Project Executive Member)
Each capital project must have the support of a member of the EMC (the Project
Sponsor). The role of the Project Sponsor is to ensure a Capital Project is consistent
with the strategic direction of the company and is appropriately prioritized within the
context of other requests and the known financial constraints of the company.
The Project Sponsor can act as a liaison between the other members of the Project
Executive and the EMC or to the top level of the project execution stream.
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The Project Sponsor can also act as a mediator on disputes between a Project Owner
and a Project Manager and may provide direction to the Project Owner and Project
Manager on the need for a Project Steering Committee and on its composition.
As the size, risk and/or complexity of a project increases, so does the need for a
Project Sponsor to be actively engaged and provide a visible leadership presence on
the project.
Project Owner (Project Executive Member)
The Project Owner has the most direct responsibility for steering the project. In the
pre-implementation phase, that means:
•
•

•
•

Defining the business need and driver;
Participating in the creation of a Statement of Operational Requirements
(“SOR”) and ensuring the SOR aligns with the strategic goals and needs of the
company;
Ensuring implementation options have been thoroughly explored and
recommending one of those options; and
Presenting the project documents to CPBC for approval.

The Project Owner must be actively engaged and in regular contact with the Project
Manager throughout the project lifecycle to keep informed of key issues affecting
scope, schedule, budget, and project risk management. The Project Owner must
review the monthly Corporate Progress Reports (“CPRs”). The CPR review facilitates
the requirement to keep up-to-date with these issues, but it does not replace the
need for direct communication and project site visits (where applicable).
At project completion, the Project Owner is accountable for the achievement of the
business objectives as stated in the Business Case, and typically has primary
responsibility for the ongoing operation, general management, or maintenance of the
asset(s). To facilitate the effective transfer of an asset from the Project Manager to
the Project Owner at project completion, it is strongly recommended that a sign-off
process (including a written checklist) be developed and agreed to between the
members of the Project Executive.
Note: Under extraordinary circumstances, the CPBC may authorize an employee
below the Director level to be a Project Owner.
Note: Assets that are cross functional in nature may involve multiple individuals with
ownership responsibilities during the project lifecycle and after project completion.
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Project Execution Stream

Project Manager (Project Executive Member)
The Project Manager is responsible for successfully managing and delivering a project
according to the approved scope, schedule and budget, while managing controllable
project risks. Within these parameters, the Project Manager’s duties include:
•
•
•
•
•
•
•
•
•

•
•

•
•
•

Assisting the Project Owner with completion of a Project Charter;
Assisting the Project Executive and Project Analyst in the preparation of a
Business Case (see section 7.3);
Establishing the selection criteria for consultants, contractors and suppliers;
Hiring and managing outside consultants;
Coordinating with Supply Chain Management to order materials;
Managing all project contracts;
Completing all project reporting and other required documentation;
Monitoring and controlling the project through to completion;
Ensuring compliance within the Framework policies and other corporate
policies (e.g., Contract Management, Approval of Consultants, Purchase
Order Approval, etc.);
Identifying and appropriately managing project risks;
Reporting any potential deviations or variance from the originally approved
Scope, Budget or Schedule, and ensuring that the Framework is followed in
establishing any revised project approvals;
Facilitating transfer of the asset to the Project Owner upon project
completion;
Addressing any project related deficiencies upon completion; and
Identifying any material lessons learned for the benefit of future Capital
Projects.

All projects identified within the 12-Year Capital Plan must have an assigned Project
Manager. The process for Project Manager assignment is explained in Section 4.1.
Project Management Offices
The company’s PMOs include the IT PMO, Terminal Construction, the Fleet PMO, and
the Vessel Replacement Program (“VRP”). The PMOs coordinate project management
resources, assign Project Managers, and set project management standards. In
addition to these administrative roles, PMOs may play an active role in project
planning, the development of options, detailed scope development, and/or
stakeholder consultation. During implementation, they provide support, guidance,
and resources to Project Managers to help fulfill their responsibilities.
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Finance Support

Project Analyst
The Project Analysts support the development of the 12-Year Capital Plan and the
compliance with this Framework throughout the project lifecycle.
Every Capital Project in the 12-Year Capital Plan has an assigned Project Analyst.
Section 4.2 describes the process for Project Analyst assignment.
Project Analysts are accountable for:
•
•

•

•

•

Assisting the Project Executive in understanding and following this
Framework;
Assisting the Project Executive in preparing Business Cases. Specific
responsibilities relating to the preparation of a Business Case are outlined
in Section 7.3;
Tracking Capital Project progress against approved Scope, Budget and
Schedule and assisting the Project Executive in identifying the need for any
subsequent approvals consistent with the Framework and project approval
thresholds;
Assisting the Project Executive in preparing, coordinating, reviewing and
collecting all project lifecycle forms and requests including Project Charters,
Pre-Implementation Funding Requests, Project Amendment Forms,
Available for Use Forms and Project Closeout Forms; and
Assisting the Project Executive in preparing, coordinating, reviewing and
collecting all project reporting documentation, including Corporate Progress
Reports and/or Class A/B project reports.

Manager, Financial Planning & Analysis
The CPBC has delegated several responsibilities in supporting this Framework and
the effective functioning of the CPBC to the Manager, Financial Planning & Analysis
(Capital) including:
•
•
•
•

Maintaining this Framework and ensuring it is current;
Ensuring the Framework’s policies are effectively communicated and
applied;
Reviewing all submissions to the CPBC for completeness, with a focus on
financial aspects;
Determining whether a contemplated scope change is material enough to
require a scope PAF (see section 10.2);
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Managing the Capital Projects Database, including the issuance of Monthly
CPRs and associated data management;
Preparing the monthly and quarterly CMOP reports;
Preparing the CPBC meeting agendas and minutes;
Co-ordinating project activation consistent with required documentation
and associated approvals;
Filing and safekeeping of project documentation;
Co-ordinating the ongoing Capital Plan and Budget Review; and
Preparing the 12-Year Capital Plan for annual approval by the Board.
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Maintaining the Framework
Responsibility for maintaining the Framework lies with the Manager, Financial
Planning & Analysis who must co-ordinate the approval of any updates or changes to
the Framework with the CPBC, the CEO and the Board as required.
Suggestions for continuous improvement are encouraged as the Framework must
continue to evolve and mature with BC Ferries. The Framework is to be reviewed
and updated annually. The review is typically initiated with a call for proposed
revisions (February-March). The Manager, Financial Planning & Analysis incorporates
feedback, and submits the document for review and acceptance by the CPBC.

Page 24

British Columbia Ferry Services Inc.
Capital Plan Fiscal Years 2019 Through 2030

November 2017

Page 64
September 25, 2018

PROJECT GOVERNANCE FRAMEWORK & GUIDELINES

PART B: PRE-IMPLEMENTATION PHASE

PART B: PRE-IMPLEMENTATION PHASE

The pre-implementation phase is made up of two distinct but interrelated processes.
One process relates to activities in the typical project life cycle, from needs
identification and Charter creation, to Business Case development and approval. The
other process is the Annual Capital Plan and Budget Review, where placeholders in
the capital plan are reviewed, reforecast, and reprioritized to create a new 12-year
capital portfolio. If a project is identified several years before implementation, it will
be subject to the annual review process several times before a Business Case is
approved and the implementation phase begins.
Part B addresses both the typical pre-implementation activities of the project life
cycle and the annual capital plan review process.
The Pre-Implementation Phase may or may not include research and/or feasibility
costs.
International Financial Reporting Standards require that research and
feasibility costs be treated as operating expenses. These costs form part of the
project’s budget despite their classification as an operating expense.
Within the Framework, the Pre-Implementation Phase is divided into the following
sub-sections:
•
•
•
•

4

Needs identification and Project Inception
Project Charter Preparation;
Annual Capital Plan and Budget Review; and
Business Case Preparation.

Needs Identification and Project Inception

It is difficult to predict what needs or opportunities will arise years into the future,
making it challenging to develop a comprehensive long-term capital plan. Although
challenging, long-term planning helps BC Ferries management prioritize spending
and ensure the most important projects can be funded. BC Ferries has routinized
several processes to ensure thorough long-term planning.
Most capital projects are initially identified through:
•

Master plan development (overseen by the Company’s Master Planning
Steering Committee), which produces the Company’s Vessel Master Plan
and the Terminal Network Master Plan;
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Terminal Development Plans (created by the Company’s Terminal
Development group);
The vessel Long Range Maintenance Plan (“LRMP”) (overseen by Fleet
Engineering);
Routine condition assessments of vessels and terminals;
The IT Master Plan; and/or
Asset group reviews of the capital plan in preparation for the annual capital
plan and budget review process.

•
•
•
•

Projects may also be identified through the unforeseen or accidental failure of a
capital asset, new requests from management, regulatory changes, or previously
unidentified business opportunities.
To enter the capital planning system, each project needs a fully-formed Project
Executive, an assigned Project Analyst, and a unique project number.

4.1

Project Executive Formation

Where practical, and especially on major projects, the members of the Project
Executive should not directly report to one another in a straight line. That is, a
Project Manager should not report directly to an Owner, and an Owner should not
report directly to a Sponsor. (Note that this guidance does not apply to MFA projects,
where the MFA budget structure favours a straight-line Owner-Sponsor relationship.)
Project
Owner

At inception, and if activation is years away, the Owner is typically
the person who identified the need for the project. If the project is
nearing activation, the Owner(s) should be the person(s) responsible
for the ongoing operations of the finished capital asset.

Project
Manager

Project Manager assignments are made by the respective Project
Management Offices. If the Project Owner or Sponsor want a specific
Project Manager, or would like a new Project Manager assigned to the
project, they can make a request to the PMO.

Project
Sponsor

The Project Sponsor is a member of the Executive Management
Committee who is supportive of the project. On new projects, or
where a project Sponsor has left a vacancy without a succession plan
in place, it is the responsibility of the Owner to secure the support of
a new Project Sponsor.

4.2

Project Analyst Assignment

Project Analysts are assigned by the Manager, Financial Planning & Analysis. The
Project Analyst assists the Project Executive through the project budget process
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(including the development of Project Charters and Business Cases) and through the
remainder of the project lifecycle.

4.3

Assignment of an IT Representative to Non-IT Projects

Increasingly, non-IT projects (including vessel projects, terminal projects and other
corporate projects) have technological components to them. Consideration must be
given to the technology requirements of all capital projects to ensure that the IT
architectures and IT resources are sufficiently recognized, planned and available to
support business priorities.
All non-IT projects with a technological component (or potential technological impact)
must have an IT representative appointed by the PMO who will liaise with the Project
Manager throughout the project development stage and the remainder of the project
lifecycle. Consultation with IT should begin during the Pre-Implementation Phase so
that IT infrastructure requirements are known in advance of Business Case
development.

4.4

Capital versus Operating Expenditures

BC Ferries identifies capital assets in accordance with IFRS and BC Ferries corporate
policy. Capital assets include both tangible (property, plant & equipment) and
intangible (computer software and licenses) assets. Capital assets include those that:
•

•
•

Are held for use in the production or supply of goods and services, for rental
to others, for administrative purposes or for the development, construction,
maintenance or repair of other Capital Assets;
Have been acquired, constructed or developed with the intention of being
used on a continuing basis for more than one year; and
Are not intended for sale in the ordinary course of business.

Property, plant & equipment generally does not include inventory, but major spare
parts and standby equipment are included.
The cost of a capital asset includes the purchase price and related taxes, and
installation costs. Betterments to assets which enhance the service potential of the
asset are also capitalized.
Capital projects may include expenditures that are considered operating expenses.
Under IFRS, project costs that cannot be capitalized include research, feasibility,
transition costs, and end user training.
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To assist in the determination of whether an expense can be capitalized, Project
Owners, Project Managers and Project Analysts are asked to review the List of
Tangible Capital Assets / Thresholds for Capitalization (Important Links).
If the Project Owner and Project Manager are unsure whether an expense can be
capitalized, the Corporate Controller’s staff should be contacted.
In all
circumstances, the Corporate Controller is the final arbitrator as to whether an
expense is categorized as capital or operating.

4.5

Major Operating Projects

Major Operating Projects are defined as projects that are:
•
•

Greater than $250,000;
Directly related to Capital Assets (e.g., vessel refits and terminal
maintenance);
Not betterments to the existing asset base; and
Funded through the company’s Operating Budget.

•
•

Vessel Refits are Major Operating Projects that are governed by corporate policy
separate from this Framework. Major Operating Projects unrelated to Vessel Refits
are rare. For these rare Major Operating Projects, the principles and reporting
requirements of this Framework are applicable unless otherwise agreed to by the
CFO.

5

Project Charter Preparation

The development of Project Charters supports the creation of individual project
budget requests and associated place-markers within the 12-Year Capital Plan.
A Project Charter:
•
•
•
•
•

Establishes the business need or opportunity;
Includes a proposed high level preliminary capital and operating budget and
a projected annual cash flow;
Identifies a capital project driver (more detail on project drivers in Appendix
3);
Identifies the required resources; and
Includes a request for Pre-Implementation funding, if required.

To ensure an appropriate solution is applied to address the need or take advantage
of the opportunity, a Project Owner must clearly identify the objectives, purpose,
scope and the expected deliverable. The Project Owner then works with the assigned
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Project Manager to prepare a high-level budget and cash flow place marker. This
process allows the Project Owner and the Project Sponsor to assess the priority of
these needs and opportunities with a high level understanding of cost and to ensure
that the need is valid or is, in fact, necessary.
In turn, the Project Charters allow the members of the CPBC and EMC to better
understand and prioritize all of the company’s capital project requests as part of the
Annual Capital Plan and Budget Review process.
An example Project Charter template is available to view on the Corporate Planning
SharePoint site (Important Links). To initiate any project document, begin by
contacting a Project Analyst or the Manager of Financial Planning & Analysis.

5.1

Pre-Implementation Funding Request

Pre-implementation funding is used by the Project Executive and Project Analyst to
examine viable options and prepare a robust Business Case. The analysis will lead
to a recommendation for the project’s approved Scope, Budget and Schedule.
In preparing the Project Charter, the Project Executive and the Project Analyst will
achieve a greater understanding of the potential project Scope, Budget and Schedule
for the project. This stage will identify any pre-implementation work or studies that
are required to further establish detailed Scope, Budget and Schedule to be used in
the eventual preparation of a Business Case.
Pre-Implementation funding can be requested a year or more prior to the submission
of a Business Case.
Pre-implementation funding is generally limited to 4% of a project’s identified budget,
although exceptions can be accepted in certain cases:
•
•

5.2

Projects with smaller proposed budgets (i.e., less than $200,000); and/or,
Projects where a greater degree of design work or advancement to a
Request for Expressions of Interest (“RFEOI”) or Request for Proposals
(“RFP”) is required before a Business Case can realistically be prepared.

Work Breakdown Structure / Project Code Activation

Once approval for pre-implementation funding is received, a Work Breakdown
Structure (“WBS”) must be completed by the Project Manager and submitted to their
respective Project Analyst. The Project Manager should ensure that the level of detail
in the WBS is at an appropriate level to provide adequate information for analysis
and identification of assets. Although the line items may vary, the total budget
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identified within the WBS must align with the amount of pre-implementation funding
requested in the Project Charter.
Example WBS templates are available to view on the Corporate Planning SharePoint
site (Important Links). To initiate any project document, begin by contacting a
Project Analyst or the Manager of Financial Planning & Analysis.
Once a WBS is submitted, it is used to set up the project budget within Oracle Project
Accounting (“OPA”) and the project is then activated in OPA, allowing the Project
Manager to access the approved funds to commence the pre-implementation phase
of the project.

6

Annual Capital Plan and Budget Review

The capital budgeting process occurs on an ongoing basis throughout the fiscal year,
with project requests (Business Cases, Charters, Pre-implementation Requests, and
PAFs) submitted to monthly CPBC meetings throughout the year. The timing of
submissions is based on each project’s milestones so that approval and funding
release for each stage of the project will enable the project to meet the project
schedule. Although planning and approval activities occur year-round, management
must submit a capital plan to the Audit & Finance Committee annually.
To prepare the Capital Plan for Audit & Finance Committee submission (typically late
January for a February Board meeting), CPBC meets for the Annual Capital Plan and
Budget Review (typically early December) to discuss competing capital spending
priorities, screen new projects, and decide on placeholders that will form the 12-year
portfolio.

6.1

Annual Capital Plan Preparations

To appropriately allocate spending during the annual review, CPBC needs a realistic
and up-to-date view of the project portfolio.
For active projects, financial
requirements are updated on an ongoing basis through monthly forecasts; however,
many more projects within the portfolio have yet to be activated and are not subject
to monthly forecasts. The annual review presents an opportunity to refresh the
scope, schedule, and budget of projects that have not yet been activated.
Due to the high volume of projects in the 12-Year Capital Plan, it is impractical to
perform a full, bottom-up review and update of every project charter. Each year, the
Financial Planning and Analysis group, the PMOs, and other key management
personnel collaborate for a top-down portfolio review to prioritize efforts leading up
to the annual meeting. The review includes decisions on the depth of project reviews
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and on the achievability of the portfolio. Greater effort is made on the most impactful,
high-budget projects in the plan, as well as the near-term projects on which the scope
and budget can be more readily foreseen.
The review also includes a categorization and prioritization process. BC Ferries
management sorts projects into mandatory and discretionary categories.
Mandatory projects are necessary on the proposed or similar timeline to fulfil the
Company’s legal and regulatory obligations (including, but not limited to, the CFA,
the Coastal Ferry Services Contract, marine safety regulations, labour laws, privacy
laws, and financial reporting regulations). Although mandatory projects are given
priority over discretionary projects in the annual capital plan and budget review
process, the means by which mandatory projects are implemented may vary and are
still subject to debate. For example, if a ferry is nearing retirement, a project of
some kind is necessary to continue meeting the contracted sailings (making the
project mandatory); however, the need could be met with a new ship, a used ship,
or a life extension.
Discretionary projects are the remaining projects that do not meet the criteria to be
called mandatory. Note that being categorized as discretionary through this process
does not mean the project is not important and will not be completed. However,
discretionary projects do have greater flexibility around when and how they may be
implemented. A delay in implementation of a discretionary project will not prevent
the Company from meeting its obligations.
Discretionary projects are then ranked by management from the three main asset
groups (Vessels, IT, and Terminals) in order of priority. The rankings assist the CPBC
in establishing placeholders in the 12-year capital portfolio. This framework does not
prescribe the method by which the rankings are made; however, in the past a
strategic fit questionnaire with a numerical score has been used to set up preliminary
rankings, and then projects have been moved up or down in the rankings based on
other factors. Other considerations in prioritizing the list include urgency, resource
availability, lifecycle costs, payback opportunity, operational and customer impact,
and price cap impact.
The top-down portfolio review identifies Charters that will be subject to further review
by the Project Executive. The existing Charters are reviewed and the assumptions
are checked against current knowledge of business needs (informing scope, schedule,
and budget) and market conditions (further informing budget).
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Where necessary, the Charters are updated and then approved by all levels of the
Project Executive. The Charter updates modify the placeholders in the capital
planning system in advance of the annual review meeting.

6.2

CPBC Annual Capital Plan and Budget Review

The purpose of the CPBC Annual Capital Plan and Budget Review (“Annual Review”)
meeting is to prepare the capital plan for submission to EMC and the Board. The
outcome of the meeting should be a total portfolio forecast that is within the spending
parameters on which the price caps for the current performance term were
established, including project operating expenses such as research, feasibility, and
end-user training.
An Annual Review package is sent in advance of the meeting so committee members
can flag projects and prepare questions for discussion at the meeting. Subject matter
experts (Project Owners and other management personnel as needed) are invited to
the meeting to answer questions about forecast assumptions and the needs behind
their projects.
The meeting agenda can change from year to year, but some common elements
include:
•

A top-down review of the portfolio, focused primarily on changes from past
forecasts and the most impactful projects in the portfolio;
Agreement on (or direction to change) forecast assumptions of the most
impactful projects in the portfolio;
A review of the portfolio target and agreement on whether the target should
change;
A high-level review of the mandatory and discretionary categorizations;
Targeted discussions about which discretionary projects can be granted
placeholders in the portfolio, which can be deferred or cancelled, and which
can be placed on a reserve list for future consideration;
A review and possible adjustment of the annual MFA portfolio budgets.

•
•
•
•

•

If the Committee is unable to fit the projects within the portfolio target, the meeting
should end with clear direction on how the portfolio will be brought within the target
before submission for EMC and Board approval.

6.3

EMC Review of the 12-Year Capital Plan

CPBC recommendations regarding the 12-Year Capital Plan are forwarded to EMC for
decision at a meeting that typically takes place in early January of each year. Those
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projects approved by EMC form BC Ferries’ 12-Year Capital Plan, encompassing the
Capital Expenditure Envelope for the upcoming fiscal year.

6.4

Board Submission, Approval and Conditions

In early February of each year, the CEO forwards the 12-Year Capital Plan to the
Board for approval. The Board reviews and establishes the approved 12-Year Capital
Plan and Capital Expenditure Envelope for the upcoming fiscal year. The Board may
identify conditions of that approval associated with the plan as a whole or with
individual projects identified within the plan.

7

Business Case

Approval for capital expenditures is contingent upon the preparation and approval of
a Business Case. The Project Analyst is responsible for drafting many aspects of the
Business Case based largely on information that is provided by the members of the
Project Executive. As it is the Project Executive that must ultimately sign off on the
Business Case, both the Project Analyst and members of the Project Executive are
responsible for ensuring the Business Case document is as comprehensive and
accurate as possible. The Business Case is not considered complete or final, and
cannot be submitted, until the three parties forming the Project Executive have
approved the document.
The Scope, Budget and Schedule must be clearly defined in a Business Case, including
any downstream financial implications as these parameters will be reviewed and
approved by the CEO and the Board.
Downstream financial implications can include (but are not limited to):
•
•

Ongoing or one time revenue implications;
Ongoing or one time operating budget increases or decreases (including
labour costs, fuel costs, maintenance, utilities, insurance, property taxes,
rental costs, etc.);
The need for write-offs or accelerated depreciation on existing assets; and
Capital spares, purchasing, and other inventory implications.

•
•

7.1

Business Case Objectives

•
•
•

To standardize the decision-making process;
To analyze the viable alternatives and make a recommendation based on
the operational requirements and a favourable life cycle cost outcome;
To identify the project Scope, Budget and Schedule that must be delivered
by the Project Executive;
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To identify and allocate appropriate resources to meet the project’s stated
scope, schedule and budget;
To establish the financial implications of the project;
To identify and reduce the risk, uncertainty, and complexity of the proposed
project; and
To identify the reporting requirements of the project.

•
•
•

The Business Case template and the associated Business Case Financials Template
are updated with improvements as lessons learned from past cases are applied.
Example Business Case templates are available to view on the Corporate Planning
SharePoint site (Important Links). To initiate any project document, begin by
contacting a Project Analyst or the Manager of Financial Planning & Analysis.
Suggestions for enhancements or changes to the above templates should be
forwarded to the Manager, Financial Planning & Analysis.

7.2

Project Executive Review

Once a Business Case has been drafted, it is the responsibility of the Project Owner
and Project Manager to review the document to ensure it is accurate and
comprehensive. In addition, the Project Owner and Project Sponsor will assess the
Business Case to determine whether they will support the project and/or its timeline
(i.e., should the project still proceed, be deferred, be moved forward, or be
cancelled).
A Business Case outlines both the optimal financial option and the Project Owner’s
recommendation. If the Project Owner’s recommendation differs from the optimal
financial option, a clear justification is required.
The Project Sponsor, the Project Owner and the Project Manager must approve the
final Business Case before it is submitted for CPBC review.

7.3

Project Manager and Project Analyst Roles

The objective is to produce a robust Business Case which thoroughly examines
available options while making a clear recommendation that establishes project
scope, budget, schedule, financial implications and project risk / risk mitigation
strategies. The Project Manager and Project Analyst assist one another in this process
but also must challenge one another on the options to be examined and the
associated assumptions within the Business Case analysis.
Aspects of the Business Case that are typically led by either the Project Manager or
the Project Analyst are identified below.
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Activities Led by Project Manager:
•
•
•
•
•
•
•
•
•
•
•
•

Detailed Scope Description, as approved by the Project Owner;
Detailed Budget Breakdown;
Project Schedule;
Detailed Cash Flow Forecast;
Options Development & Costing;
Consulting Stakeholders;
Identifying Inventory Implications;
Project Risks / Risk Mitigation Strategies;
Identifying Environmental Considerations;
Establishment and Spending of Pre-Implementation Budget to support the
above activities;
Liaising with the Project Owner and Project Sponsor; and
Liaising with Supply Chain and the Legal Department to ensure the
appropriate form of contract is used.

Activities Led by Project Analyst:
•
•
•
•
•
•
•
•
•
•
•

•
•
•

NPV Analysis;
Options Analysis;
Writing and Editing for Clarity / Consistency;
Preparation of an Interest During Construction (“IDC”) forecast to be
included in the Project Budget;
Ensuring all Budgets, Cash flows and Financial Analysis are consistent;
Working with Accounting to identify any write-offs and to review the scope
to confirm all scope items can be capitalized;
Completion of the Financial Implications table;
Completing the Strategic Objectives section;
Identifying the requirements / timelines for submission and approval;
Completing the Service Fee / Tariff Structure section;
Assisting the Project Manager with understanding the Business Case
template, approval process and with any aspect of the Business Case
template or this Framework;
Providing a non-biased viewpoint with appropriate pushback on the options
being analysed, project Scope, Budget, Schedule, Risks, etc.;
Research of past Capital Project files for similar projects which may have
applicable “lessons learned”.
Shepherding the Business Case for reviews and sign-offs by all members of
the Project Executive; and
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Ensuring the Project Manager and Project Owner are invited to attend the
review of the Business Case by the CPBC.

Note: The Project Manager and Project Analyst must support each other in each of
these activities. Involvement can depend somewhat on Business Case familiarity,
education and experience.

7.4

Role of the Project Owner

While it is typically a Project Owner’s needs or opportunity that has led to the
identification of a potential Capital Project, the Project Owner may or may not be able
to take a significant role in the development of a Business Case.
Implementation options could come a number of sources (the Project Manager and
PMOs often take the lead on options development), but the Project Owner is
responsible for ensuring that options have been sufficiently explored. Ultimately, the
Project Owner must be comfortable with the options and assumptions presented in
the Business Case. The Project Owner must identify an “owner’s recommended
option” with an associated scope, schedule, and budget, or may decide to cancel the
Business Case prior to request for approval.
As such, the Project Owner must be kept informed during Business Case development
and may play a lead role in developing the options or in challenging assumptions,
risks, etc. The Project Manager must keep the Project Owner informed of the status
of pre-implementation funding such that the spending is consistent with options that
the Project Owner wants investigated and will support.
The Project Owner is ultimately responsible for any downstream operating budget
implications as a result of a Capital Project (fuel/labour/materials savings or costs,
asset maintenance, etc.). For this reason, it is important that a Project Owner review
and have input on the financial implications of the options analysis (and NPV) and
the financial implications identified with the preferred option.
If a Project Owner (and members of their division/department) has previous
ownership experience with similar Capital Projects (or Capital Assets), lessons
learned from this experience are important to discuss with the Project Manager and
Project Analyst for consideration and inclusion in the Business Case.
In consultation with the other members of the Project Executive, the Project Owner
will determine if the project requires the establishment of a steering committee (see
section 8.3).
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Role of the Project Sponsor

The Project Sponsor ensures that the request is valid, that the appropriate strategic
alternatives have been examined, and that the project is appropriately prioritized
with respect to other requests coming from the Division and the known financial
constraints of the company.
Once the Project Sponsor is comfortable with the information and request as
presented in the Business Case, he or she must support the document prior to CPBC,
CEO and/or Board review and approval.
As a member of the Project Executive, the Project Sponsor will liaise with the Project
Owner to determine if the project requires the establishment of a steering committee
(see section 8.3).

7.6

Board or BCFC Approval Timelines

Depending on the magnitude of the Business Case, approval by the CEO, Board or
BCFC may be required, as identified in Appendix 1.
The Project Executive and Project Analyst must pay particular attention to the
required timelines for Business Cases requiring Board or BCFC approval. Board
meetings are held quarterly and have a date of three weeks prior to the meeting for
submission of material to the Corporate Secretary’s office. Submission of a Business
Case to the CPBC with subsequent approval by the CEO is required prior to submission
to the Corporate Secretary’s office.
For example, submission of a Business Case for decision to a Board meeting held in
late June requires submission to the Corporate Secretary’s office in late May to early
June (3 weeks prior). This would, at the latest, require submission of the PAF to the
CPBC in early May for review at the scheduled CPBC meeting.

7.7

Emergent Projects / Contingency Business Cases

During the fiscal year, unexpected events such as mechanical failures may occur or
unique opportunities for Capital Projects may present themselves. To address these
emergent needs, the Project Executive may request access to capital funding through
the preparation of a Business Case.
The preparation of an emergent project request follows the same template and basic
process as a standard Business Case, including the assignment of a Project Manager
and Project Analyst. Once prepared and signed off by the Project Executive, a
Business Case must be submitted to the CPBC for review and recommendation to the
CEO for approval.
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Note: Consistent with the Project Approval Hierarchy (Appendix 1), an Emergent
Project with a proposed budget greater than $5 million requires the approval of the
Board. Emergent projects also have lower thresholds for approval of budget
amendments.
Note: Once an Emergent Project greater than $5 million is specifically approved by
the Board, it is no longer considered an Emergent Project under the Project Approval
Hierarchy.

7.8

Capital Programs

Capital Programs involve the acquisition of multiple related assets over multiple fiscal
years and are initially established through the development and approval of a
Business Case. Most Capital Programs involve the recurring replacement of minor
assets and are classified as Minor Fixed Assets. In the case of Minor Fixed Assets,
the Business Case requires approval by the Project Sponsor and not the CPBC. For
more detail on Minor Fixed Assets, see Appendix 4.
The establishment of a Capital Program can be useful when there is a need to replace
a relatively large number of smaller assets on an annual basis where the preparation
of individual Business Cases would be unreasonable. Capital Programs are also
established for groupings of large, related and complex expenditures that need to be
examined and justified from a holistic point of view (e.g., the Vessel Sewage
Treatment Program).
Detailed scope and budgets are approved and released for Capital Programs one fiscal
year at a time. In the initial year of a Capital Program, the detailed scope and budget
for Year 1 is identified in the Business Case while the preliminary scope and budget
for future years of the program are also identified. Once a Capital Program has been
established, a Program Request must be submitted to the relevant VP in each of the
subsequent years of the Program to seek approval of that year’s detailed scope and
budget.
Note: Once a Capital Program has been established through the submission and
approval of a Business Case, Program Request Forms for subsequent years can be
brief as long as the requests are within the budgets previously established.
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A project enters the Implementation Phase following the approval of a Business Case.
The Implementation Phase is comprised of the stages and requirements through
which approved projects are constructed, acquired, managed, monitored, controlled
and delivered.
This section covers:
•
•
•
•
•

Decision Notification and Activation;
Project Management / Delivery;
Project Amendments;
Project Reporting / Monitoring; and
Project Deferral / Cancellation.

8

Decision Notification and Activation

8.1

Project Decision

Some projects, like those needing CEO, Board, or BCFC approval, may have a timelag between CPBC approval and project activation. In all cases, Project Managers
are notified of their project approvals, including any approval conditions, by email
from the Capital Planning Coordinator. The email includes the Work Breakdown
Structure (discussed below), which must be completed prior to project activation.

8.2

Start-Up Meeting

At the discretion of the Project Executive, a start-up meeting can be held between
the members of the Project Executive and the Project Analyst upon approval of the
Business Case. Depending on the project, a representative from the company’s IT
Department, Public Affairs Department or other departments not represented within
the Project Executive may be invited. Start-up meetings can be particularly helpful
in the following areas:
•
•
•

Introductions between the different members of the Project Executive,
Project Analyst, IT Representative, etc.;
Review of the Business Case; and
Discussion of the need for the establishment of a Project Steering
Committee and/or Working Committee and associated membership.
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The value of a meeting increases if:
•
•

A project is higher risk, complex and/or cross-functional in nature;
There have been any changes to the project roles since the preparation of
the Business Case; and/or
Significant time has passed since the preparation of the Business Case.

•

8.3

Establishment of a Project Steering Committee

It is the responsibility of the Project Executive to identify the need for the
establishment of a project Steering Committee (or any associated working
committee) and the terms of reference for any such committees.
In general, the need for a project Steering Committee increases with the complexity
and cross-functional nature of a project. A project Steering Committee may be
particularly necessary if the successful implementation of a complex project involves
input from divisions or departments not represented by the members of the Project
Executive.
Note: The existence of a Steering Committee does not relieve any members of the
Project Executive from their accountability for successful project delivery as identified
in this Framework. For this reason, the Chair of a project Steering Committee is
typically the Project Owner or the Project Sponsor.

8.4

Work Breakdown Structure / Project Code Activation

Once the Business Case is approved, a Work Breakdown Structure (“WBS”) must be
completed by the Project Manager and submitted to the Project Analyst. In the case
of a project with pre-implementation funding previously released, a revised WBS
must be completed. Although the line items may vary, the total budget identified
within the WBS must align with the project budget from the approved Business Case.
Ideally, the project Budget from the approved Business Case is simply a summary of
a WBS which was first prepared by the Project Manager.
Example WBS templates are available to view on the Corporate Planning SharePoint
site (Important Links). To initiate any project document, begin by contacting the
Project Analyst.
Once a WBS is submitted, it is used to set up the project budget within Oracle Project
Accounting (“OPA”).
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9

MANAGEMENT AND DELIVERY

9.1

Range of Project Types / Implementation Procurement Strategies

The nature of Capital Projects varies widely at BC Ferries. The following are some
examples of typical Capital Projects:
Simple vehicle purchases and modifications;
Marine structure replacement / refurbishment;
Upland terminal asset replacement / redevelopment / expansion;
Building construction;
Vessel component replacement;
Vessel quarter / mid-life upgrade or life extension;
New vessel construction;
IT systems procurement / development; and
Marketing initiatives with capital components.

•
•
•
•
•
•
•
•
•

Project implementation / procurement strategies associated with the management
and delivery of the above project types can also vary widely and may involve:
Simple quote / purchase;
Direct award;
Request for proposal / formal tender;
Internal design / tender construction;
Design / build; or
Construction management approach.

•
•
•
•
•
•

Capital Projects at BC Ferries are delivered utilizing any combination of internal and
external resources.
Due to the wide range of Capital Projects and implementation / procurement
strategies employed at BC Ferries, this Framework cannot be (and is not meant to
be) prescriptive in how the Project Manager manages the delivery of a project during
the implementation stage. The Project Manager and other members of the Project
Executive must use their experience, skills and project management best practices
to deliver on the approved project Scope, Budget and Schedule while appropriately
identifying and mitigating project risks.

9.2

Managing within the Project Approval Thresholds

In managing the implementation stage of a project, the Project Manager and Project
Executive are only authorized to make commitments within the Project Approval
Thresholds.
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If it becomes apparent that the approved scope, budget and/or schedule need to
change, the Project Executive must prepare and submit a PAF to the CPBC. In the
case of Minor Fixed Asset projects, the PAF is to be submitted to the Project Sponsor.
Details on the requirement and preparation of a PAF are outlined in Section 10. If
there are concerns regarding the necessity of a PAF, the Project Executive should
consult with the Project Analyst or the Manager, Financial Planning & Analysis. Once
a PAF is approved by the CPBC, CEO and/or Board (consistent with the Project
Approval Hierarchy as identified in Appendix 1), the Project Manager/Executive is
authorized to proceed.

9.3

Managing Equipment Selection and Technical Decisions

There is often a debate between Project Managers and other parties about where the
authority rests for making equipment selection and technical decisions within an
approved project. A Project Manager must understand that they have “project
management authority”; that is, the authority over all aspects of the management of
the project. However, Project Managers do not have “technical authority”; line
managers (within IT, Fleet Operations, Catering, Terminal Operations, Fleet and
Terminal Engineering, etc.) have the authority for technical decisions within
BC Ferries.
As such, the Project Manager (and other members of the Project Executive), must
ensure that equipment selection and technical decisions made during a project meet
the following two tests:
1.
2.

That project decisions on technical matters meet the approval of the
relevant technical authorities inside the company; and
That project decisions meet the Project Owner’s scope requirements.

At BC Ferries, line managers are the technical authorities. This could be Fleet
Operations for selection of life saving equipment, Catering for selection of fabrics or
galley equipment, or Fleet Engineering for selection of engines, pumps, alarm
systems, etc. Therefore, the Project Manager must ensure their selections have
appropriate line management approval.

It is important to understand that the project scope encompasses more than just
quantity. It also encompasses quality, fitness for purpose, and adequacy. While the
Project Owner does not have a “technical” approval role, they must be satisfied that
the equipment or solution being proposed by the Project Manager meets their scope
requirements in terms of function, fitness for purpose, quantity and quality.
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Therefore, the Project Manager must ensure the Project Owner has endorsed the
decision being made.
Note: Securing both of the above approvals is made easier when the Project Manager
has an inclusive and consultative selection process built into their project plan.

9.4

Managing within Relevant BC Ferries Policies outside the Framework

The Project Manager and other members of the Project Executive must follow all
relevant corporate policies that reside outside of this Framework. At the time of
writing, the most significant of these policies included:
CEO Approval of Consulting Contracts/Services Policy;
Supply Chain Management Policies;
Contract Award;
Privacy Impact Assessment Policy; and
IT Policies.

•
•
•
•
•

Links to these documents are available in the Important Links section.
Note: The forms and approvals associated with the above policies are outside this
Framework and are therefore not managed through the CPBC. The sections below
provide a highlight of these policies and associated links that were current at the time
of writing. For this reason, Project Managers should always review the up to date
policy and template links as they are located on the Corporate Intranet.

9.5

CEO Approval of Consulting Contracts/Services Policy

The Project Manager is responsible for hiring all project consultants (i.e., architects,
engineers, interior designers, etc.) which includes establishing the evaluation criteria
for their hire.
The CEO has issued a standing policy that all consulting services are to be specifically
approved by the CEO prior to assignment.

9.6

Supply Chain Management Policies

Supply Chain Management maintains several corporate policies directly related to the
procurement of goods and services for capital projects including:
•
•
•
•
•

Asset Disposal Program;
Shipboard Inventory;
Contract Management;
Supplier Records and Management;
Procurement of Goods and Services;
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Purchase Initiation and Approval;
Warehouse;
Web Enabled Procurement;
Receipt of Purchased Goods & Services; and
Segregation of Duties Procurement Process.

Project Managers must familiarize themselves with and follow these Supply Chain
Management Policies.

9.7

Contract Award Policy

Consistent with the relevant Supply Chain Management policies, before awarding a
contract, the Project Manager must seek and receive approval to award the contract
from an Executive or other BC Ferries employee with the appropriate spending
authority. Depending upon the magnitude of the contract, approval of the CEO
and/or the Board may be required.

9.8

Privacy Impact Assessment Policy

The development of new services or applications or modifications to existing ones
that collect, use or disclose customer and/or employee personal information must
comply with the Freedom of Information and Protection of Privacy Act and BC Ferries’
privacy policies and practices.
A Privacy Impact Assessment (“PIA”) must be completed for all projects, whether or
not those projects involve personal information. This requirement is identified in the
Business Case template. Once completed, the PIA is either attached as an appendix
to the project’s Business Case or otherwise sent to the Capital Planning Coordinator
for inclusion in the Project File.

9.9

Project Management Offices

BC Ferries PMOs have their own documentation and policies with greater depth on
project management execution. The SharePoint sites containing these documents
can be accessed from the Important Links section.

9.10 Deferral or Cancellation of Approved Projects
If at any point in the Implementation Phase the Project Executive feels a project
should be deferred or cancelled, a Deferral or Cancellation Form must be prepared
and signed off. This form is to be forwarded for review and support by the CPBC, or
approval by the Project Sponsor in the case of MFA projects.
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Cancelation or deferral of any non-MFA projects must be circulated for CEO approval
subsequent to being supported by CPBC. For projects with budgets greater than $15
million, Board approval is required.
An approved project with minimal spending to date can be deferred for a maximum
of one year. A deferral of more than one year requires project cancellation and
subsequent resubmission of a Business Case for project approval.
Note: Project cancellations may result in the need for Accounting to write-off all (or
a portion) of the project expenditures to date. Project Cancellation forms must
accurately document any requirement for write-offs.

9.11 Change of Project Manager or Project Owner
Where possible, changes to Project Managers and Project Owners should be avoided;
this is particularly true during Project Implementation. However, turnover and
evolving business needs sometimes necessitate a change in these key members of
the Project Executive.

9.12 Change to Project Manager
As per the original assignment of a Project Manager, a change in Project Managers
must be approved according to the table in section 4.1.
The new Project Manager is required to review and accept the parameters and
conditions outlined in the Business Case or PAF.
If the new Project Manager does not agree with any of the approved parameters and
conditions of a project in the Business Case or most recent PAF, a new PAF is required
to amend the parameters.
Note: There is no template for a change to Project Manager. As such, it is the
responsibility of the new Project Manager to ensure that the Project Owner, Project
Analyst and Capital Planning Coordinator are appropriately notified of the change.

9.13 Change to Project Owner
A change to the Project Owner, at any point during the lifecycle of a project, must be
approved by the Project Sponsor.
If the new Project Owner does not agree with any of the approved parameters and
conditions of a project in the Business Case or most recent PAF, a new PAF is required
to amend the parameters.
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Note: There is no template for a change to Project Owner. As such, it is the
responsibility of the new Project Owner to ensure that the Project Manager, Project
Analyst and Capital Planning Coordinator are appropriately notified of the change.

10

Project Amendments

Project Amendments are the mechanism by which the approved parameters of a
project (primarily scope, schedule, and budget), as identified in the Business Case,
can be formally amended. Project Amendments can also be prepared to request a
change to the conditions placed upon a project or in recognition of a change to the
downstream benefits or costs associated with the project’s implementation.
The Project Executive can only make project-related commitments within the
approved parameters of a project and within the approval thresholds for the Project
Executive as identified in Appendix 1.
Note: PAFs must be prepared, submitted to the CPBC (or the Project Sponsor in the
case of MFA projects), and approved at the appropriate level prior to a Project
Manager committing to any changes that are outside the approval thresholds of the
Project Executive.
An example PAF template is available to view on the Corporate Planning SharePoint
site (Important Links). To initiate any project document, begin by contacting the
Project Analyst.

10.1 Budget PAFs and Thresholds
Budget PAFs formally amend the approved budget for a project and may also be
paired with a requested scope and/or schedule change.
The requirement for preparation of a Budget PAF and the required approval level
depends on whether a project required Commissioner approval, has a budget greater
than or less than $15 million and whether the project was approved on an emergent
basis.
Details on approval thresholds are outlined in Appendix 1.
A PAF must be prepared if commitments are expected to bring the forecast cost above
$15 million as these PAFs must be specifically approved by the Board of Directors.
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Approved
A PAF is not required if:
budget up to
• The negative budget variance is less than $50,000; or
$15M
• The negative budget variance is less than 5% of the approved
project budget and under $250,000.
Despite the above, a PAF must be prepared if commitments are expected
to bring the forecast cost of the project above the $15 million mark as
these PAFs must be specifically approved by the Board of Directors.
Approved
A PAF is not required if:
budget $15M The negative budget variance is less than 5% of the approved project
or higher
budget to a maximum of $500,000.
Emergent
projects

A PAF is not required if:
• The negative budget variance is less than $50,000; or
• The negative budget variance is less than 5% of the approved
project budget and under $250,000.
Despite the above, a PAF must be prepared if commitments are expected
to bring the forecast cost above the $5 million mark as these PAFs must
be specifically approved by the Board.

10.2 Scope PAFs and Thresholds
•

•
•

Scope PAFs are required for all projects if the Project Executive requests a
material change to the approved scope as identified in the Business Case.
A material change to approved scope can involve a scope increase or
decrease involving a change to the functional requirements of the capital
project.Scope PAFs may or may not be paired with a requested budget
and/or schedule change.
Scope PAFs may or may not involve an options analysis similar to that in
the Business Case template.
Scope creep and scope management is a significant concern with all
projects. Scope PAFs are required even if a material change to the project
scope can be accommodated within the project budget.

Scope PAFs for all non-MFA projects must be circulated for CEO approval subsequent
to being supported by CPBC. For projects with budgets greater than $15 million, the
CFO and CEO must determine whether a scope change is sufficient to require Board
approval.
Note: If the Project Executive are uncertain whether a contemplated change to scope
is material or not (requiring a Scope PAF or not), the question should be brought to
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the attention of the Project Analyst for decision by the Manager, Financial Planning &
Analysis.

10.3 Schedule PAFs and Thresholds
Schedule PAFs are required for a material change to the project’s schedule. The
significance of a schedule PAF can vary widely depending on inter-dependencies with
the approved project schedule. In some cases, a two week delay in a project’s
Available for Use date can have significant and costly impacts on other projects or
operations. In general, schedule PAFs are prepared if a project’s Available for Use
date is expected to vary one month or more past the approved timeframe.
Schedule PAFs for all non-MFA projects must be circulated to the CEO for information
subsequent to being approved by CPBC. For projects with budgets greater than $15
million, the CFO and CEO must determine whether a schedule change is sufficient to
require Board approval.
Note: Schedule PAFs with no Capital Budget, Operating Budget and/or Scope
implications can generally be abbreviated to one page.

10.4 PAF Preparation
The Project Manager generally completes the PAF with the assistance of the Project
Analyst and Project Owner. Prior to submission, the PAF must be independently
reviewed for completeness by the Manager, Financial Planning & Analysis and
reviewed/signed by each member of the Project Executive.

10.5 Board or Commissioner Approval Timelines
Depending on the magnitude of the PAF, approval by the CEO, Board or BC Ferries
Commissioner may also be required, as identified in Appendix 1. The timeline
guidance provided for Business Cases in Section 1.1 also applies for significant PAFs.

10.6 PAF Approval Notification
If the PAF is approved, the CPBC (through the Capital Planning Coordinator) will
inform the Project Executive via e-mail.
In the case of an approved budget amendment, the Project Manager must submit a
revised WBS to their respective Project Analyst to allow for the revised budget to be
updated and reflected within OPA.
If the PAF is not approved, the Project Executive is informed by the Capital Planning
Coordinator and will have to decide whether to:
1.

Submit a revised PAF;
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Comply with the original Business Case; or
Cancel or defer the project.

There exists the potential for a project to be delayed as a PAF is cycled within the
CPBC/Project Executive loop. This cycle will continue until all the parties are in
agreement.

11

Regular Project Reporting

Regular project reporting begins as soon as a capital project number is activated;
this is typically when pre-implementation funding for a project is released. There are
two types of regular project reporting associated with this Framework:
1.
2.

Corporate Progress Reports; and
Class A and B Project Reports.

Regular project reporting is essential to monitoring Scope, Schedule, Budget and
Project Risks at an individual project level. Regular project reporting is also used
collectively to establish and report against the overall capital expenditure budget.
Regular project reporting is used in the preparation of the Capital and Major
Operating Projects (“CMOP”) report which is prepared for the CPBC on a monthly
basis and is prepared for the Board on a quarterly basis.

11.1 Corporate Progress Reports
The Corporate Progress Report (“CPR”) is a financial reporting tool that Project
Managers complete on a monthly basis for all active capital projects. The CPR
forecasts are essential for the creation of an accurate CMOP report, and give Project
Owners a consistent way to track the financial health of their projects. To help
produce an accurate CMOP report, each CPR forecast must be comprehensive; it
needs to include actual spending to date and all anticipated future spending
(committed or not). The requirement to complete CPRs begins as soon as a project
number is activated (either in the Pre-Implementation Stage or the Implementation
Stage) and is required until the project is closed out (or cancelled).
The CPR reports are completed by Project Managers each month in the Contributor
system and provide details of actual/accrued expenditures to date.
Each CPR
highlights the project budget, whether the budget is approved or preliminary, and
the released amount of the project budget.
•

Project Managers provide forecasts to completion and comment on any
material issues relating to Scope, Schedule, Budget, risk, or risk mitigation.
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Project Owners are required to review CPRs for their projects on a monthly
basis and either “accept” or “not accept” the report. Acceptance is
managed on an exception basis, and any CPRs that are not accepted by the
Owner are included in the Issues List provided to the CPBC at its monthly
meeting.

A training presentation explaining the monthly CPR process is available in the
Important Links section.
CPRs are typically required to be completed by Project Managers within three
business days after access is provided to CPRs in Contributor. It is the Project
Manager’s responsibility to ensure the continuity of the CPR reporting process in the
event of travel, vacation, sickness, etc.

11.2 Class A/B Reports
During the Implementation Phase, additional reporting is required for projects with a
“Class A” risk classification or “Class B” risk classification. Class A reports are
required monthly and Class B reports are required quarterly. The reports are
completed by Project Managers and reviewed by Project Owners.
Per the
standardized template, these reports are focused on recent and upcoming activity,
risks, risk mitigation, and performance on Scope, Budget, and Schedule.
•

•

Project risk classifications are typically determined within the Business Case
by a system that considers a combination of both risk and cost. Project
risk classifications can also be assigned by the CPBC, the CEO or the Board.
The requirement to complete a Class A or B report begins when a project
enters the “Implementation” phase or as otherwise requested by the CPBC.
Unless otherwise requested, Class A and B reports are required until the
new asset is available for use (see Section 12).

An example Class A/B report template is available to view on the Corporate Planning
SharePoint site (Important Links). To initiate any project document, begin by
contacting the Project Analyst.

11.3 Capital and Major Operating Projects Report
Project reporting is an important input in the preparation of the Capital and Major
Operating Projects (CMOP) report which is prepared for the CPBC on a monthly basis
and the Board of Directors on a quarterly basis. The CMOP report identifies the status
of capital spending against the overall Capital Expenditure Budget for the fiscal year
and identifies and explains significant individual project budget and forecast
variances. Also, any operating expenses incurred by the project will be included in
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this report. Accurate, timely information, as provided in the monthly CPRs and Class
A/B Reports, is essential to the preparation of the CMOP report.
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PART D: POST-IMPLEMENTATION PHASE

The Post-Implementation Phase measures the performance of the project
management process by evaluating the actual project outcome against the originallyintended outcome as outlined in the approved Business Case. Lessons learned by
members of the Project Executive are also identified for the benefit of ongoing or
future projects of a similar nature.
The Post-Implementation Phase evaluates the actual project outcome against the
originally approved/intended outcome. There are three sub-sections within the PostImplementation Phase:
•
•
•

12

Available for Use Reports and Project Closeout Requests;
Post Project Benefits Realization Review; and
Post Implementation Reviews.

Available for Use Forms and Project Closeout Forms

12.1 Available for Use Form
At the time the asset(s) associated with a capital project is/are recognized as
available for use, the Project Manager, with the assistance of the Project Analyst and
Project Owner, must prepare an Available for Use (“AFU”) form. The AFU form must
be signed off by all members of the Project Executive and forwarded to the CPBC for
information.
The AFU form marks the point at which the responsibility for the asset is transferred
from the Project Manager to the Project Owner(s). It is the Project Owner who is
then accountable for the ongoing asset operation, maintenance and benefits
realization. However, the Project Manager remains responsible for resolving any
outstanding deficiencies and financial commitments to the satisfaction of all members
of the Project Executive.
Note: To facilitate the asset transfer process referred to above, it is strongly
recommended that a sign-off process (including a written checklist) be developed
and agreed to between the members of the Project Executive.
The AFU form compares the approved Scope, Budget, Schedule and expected
outcomes of the project with the final outcome and determines the success of the
project. The AFU form is also a key flag for BC Ferries’ Accounting Department to
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begin depreciating the asset according to IFRS and for IDC charges to the project to
cease.
Additionally, the AFU form:
•
•
•
•
•

Identifies any outstanding issues, deficiencies, or work required to be
completed prior to Project Closeout;
Can revise the approved Closeout date for a project;
Identifies all outstanding project invoices and when they will be paid;
Identifies any further requirement for a Project Benefits Realization (“PBR”)
review (see Section 13); and
Documents any material lessons learned by the Project Executive and
Project Analyst over the course of the project. The lessons learned, as
documented within Available for Use reports, can be referenced by Project
Managers, Project Owners and Project Analysts when contemplating future
capital projects, developing Business Cases, preparing project plans, etc.

An example AFU template is available to view on the Corporate Planning SharePoint
site (Important Links). To initiate any project document, begin by contacting the
Project Analyst.
Note: If all outstanding invoices have been paid and deficiencies addressed, an AFU
form can be combined with the Project Closeout Request (see section 12.3).

12.2 Partial Available for Use Form
If a capital project involves more than one capital asset being brought into service at
different times, Partial AFU forms must be prepared during the Implementation phase
of the project. This supports the requirement of the Accounting department to
recognize these capital assets as available for use and to begin depreciating their
respective costs.
Preparation of a Partial AFU form is a combined effort between the Project Manager,
the Project Owner, the Project Analyst and the Accounting Department. These forms
are submitted to the Accounting Department and to the CPBC for information.
An example Partial AFU template is available to view on the Corporate Planning
SharePoint site (Important Links). To initiate any project document, begin by
contacting the Project Analyst.
Note: The need for Partial AFU forms is common when a project involves multiple
assets across various terminals, vessels and/or other geographic locations.
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12.3 Project Closeout Form
When all outstanding invoices have been paid, commitments and Purchase Orders
closed, and deficiencies addressed to the satisfaction of the members of the Project
Executive, the Project Manager must complete a Project Closeout Form (”Closeout”).
This form is signed off by all members of the Project Executive and forwarded to the
CPBC for information. When the Closeout is accepted by the CPBC for information,
the project code number and file will be closed and all Regular Project Reporting
ceases.
Before the submission of a Closeout, the Project Manager and Project Analyst must
ensure that all commitments are closed in OPA.
An example Closeout template is available to view on the Corporate Planning
SharePoint site (Important Links). To initiate any project document, begin by
contacting the Project Analyst.

12.4 Project Closeout Meeting
At the discretion of the Project Executive, a Project Closeout Meeting is recommended
for all projects which involved a Steering Committee or had risk classifications of “A”
or “B”. The focus of the Project Closeout Meeting is on lessons learned that can be
applied by each member of the Project Executive (or their colleagues) in identifying,
planning and implementing projects of a similar nature in the future.
Other issues for discussion could include:
•

The organization for a future review of project benefits (fuel savings, labour
savings, etc.) which could not be fully ascertained at the time of the
Available for Use Report / Project Closeout (see Section 13 below); and/or
The potential for future involvement of the Project Manager in the event
that warranty issues arise (or are ongoing) that cannot be realistically
handed off to the asset operators / line managers reporting to the Project
Owner.

•

13

Project Benefits Realization (“PBR”) Review

A PBR is a review of one-time or ongoing project benefits or costs that could not be
fully ascertained at the time of the Capital Asset being brought into service. This
situation can be relatively common amongst internal payback projects or any project
that had operating budget implications identified as part of the approved Business
Case or subsequent approved PAFs.
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Besides quantitative financial implications, there could be quantitative or qualitative
customer service, environmental or other implications from the Business Case or
subsequent PAF(s) that need to be confirmed for the project to ultimately be
considered a success.
Besides holding the Project Owner and Project Sponsor accountable for the realization
of Business Case / PAF benefits, the PBR is of direct benefit to the development or
identification of future projects of a similar nature.
The need for and expected timing of a PBR is identified within the Available for Use
Report. The PBR report is jointly prepared by the Project Analyst and Project Owner,
must be signed off by the Project Sponsor and is submitted or presented to the CPBC
for information.
Note: A specific template for PBR reports has yet to be developed.

14

Post-Implementation Review (“PIR”)

Objective
A PIR is a formalized review of a project after completion to determine:
•
•
•

Whether the intended corporate and project objectives were met;
What went right, what went wrong; and
Any lessons learned so that mistakes are not repeated and processes and
procedures are improved.

Requirement
Any project may be subject to a PIR with the emphasis being on projects greater
than $5 million and large internal payback projects. Additionally, a PIR may be
specifically requested by the CPBC, the CFO, the CEO, the Audit & Finance Committee
or the Strategic Projects Committee of the Board.
The PIR should be conducted within 15 to 24 months after the project is completed
and handed over to the Project Owner(s).
Internal Audit’s Role
PIRs are carried out under the direction of the Internal Audit department. Internal
Audit ensures the PIR is undertaken by a qualified individual or entity (internal or
external) that is independent of the project to ensure there is no bias.
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PIR Review
All PIRs are forwarded to the CPBC for review.
PIRs conducted for projects greater than $5 million and with a risk classification of
moderate or high must be forwarded to the Audit and Finance Committee of the
Board. In addition, the CPBC may recommend that other PIRs be forwarded to the
Audit and Finance Committee.
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APPENDIX 1: CAPITAL PROJECT APPROVAL
HIERARCHY
Project Establishment

Form
Pre-Implementation Funding Request and Project Charter*
Minor Fixed Asset Request
Detailed Business Case Under $5 M
Detailed Business Case Under $15 M & Over $5 M
Detailed Business Case Over $15 M

Project
Manager
Y
Y
Y
Y
Y

Project
Owner
Y
Y
Y
Y
Y

Project
Sponsor
Y
Y
Y
Y
Y

CPBC
(Chair)
Y
N
Y
Y
Y

President
& CEO
N
N
Y
Y
Y

Board
N
N
N
N
Y

Project
Sponsor

CPBC
(Chair)

President
& CEO

Board

Y
Y
Y
Y
Y

N
Y
Y
Y

N
N
Y
N

I

N

N
Y
Y
Y

Project Amendment Forms (PAFs)
Form
Capital Projects under $15 Million
Budget Variance under $50k
Budget Variance under 5% and under $250K (total project budget < $15 M)
Budget Variance otherwise under $500K (total project budget < $15 M)
Budget Variance over $500K (total project budget < $15 M)
Budget Variance increases total project budget over $15 M
Scope Only Variance
Schedule Only Variance
Capital Projects > $15 Million
Budget Variance under 5% and under $500K
Budget Variance otherwise under $1 M
Budget Variance over $1 Million (under 10% and under $7.5 M)
Budget Variance over 10% or over $7.5 M
Scope Only Variance
Schedule Only Variance

Project
Manager

Project
Owner

NR
NR
Y
Y
Y
Y
Y

Y
Y
Y
Y
Y

Y
Y
Y
Y
Y

Y
Y
Y
Y
Y

Y
Y
Y
Y
Y

Y
Y
Y
Y
Y

Y
Y
Y
Y
Y

I

N
N
Y
Y*
Y*

Project
Owner
Y
Y
Y
Y

Project
Sponsor
Y
Y
I
Y

CPBC
(Chair)
Y
I
I
I

President
& CEO
Y
N
N
N

Board
Y*
N
N
N

Project
Owner
Y
Y
Y

Project
Sponsor
I
I
I

CPBC
(Chair)
I
I
I

President
& CEO
N
N
N

Board
N
N
N

NR

Project Cancellation / In-Service / Closeout
Project
Manager
Y
Y
Y
Y

Form
Cancellation or Deferral
In-Service
Partial In-Service
Closeout

Regular Project Reporting
Form
Capital Progress Reports (CPRs)
Class "A" Detailed Progress Report
Class "B" Detailed Progress Report

Project
Manager
Y
Y
Y

Legend
Description
Sign-off / Approval Needed (Yes)
Sign-off / Approval Needed, at the Discretion of CFO and CEO (Yes)
Sign-off / Approval Not Needed (No)
Not Required
Informed
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PAF Approval Matrix Simplified
Form
Regular Capital Projects under $15 Million
Budget Variance under $50k
Budget Variance under 5% and under $250K (total project budget < $5 M)
Budget Variance under $500K (total project budget < $5 M)
Budget Variance over $500K (total project budget < $15 M)
Budget Variance increases total project budget over $15 M
Scope Only Variance
Schedule Only Variance
Regular Capital Projects > $15 Million
Budget Variance under 5% and under $500K
Budget Variance under $1Million
Budget Variance over $1 Million (under 10% and under $7.5 M)
Budget Variance over 10% or over $7.5 M
Scope Only Variance
Schedule Only Variance
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APPENDIX 2: CPBC MEMBERSHIP AND MEETINGS
CPBC Voting Membership

As of June 2017, the CPBC is comprised of the following seven executive management
positions:

1
2
3
4
5
6
7

Position

Role

Divisional
Representation

CFO*
Corporate Controller
VP Fleet Operations*
VP Engineering*
VP Customer Services*
VP & Chief Information Officer (CIO)*
VP Strategic Planning and
Community Engagement*
(Delegated to Corporate
Counsel, Corporate Affairs)

Chair
Vice-Chair
Voting Member
Voting Member
Voting Member
Voting Member
Voting Member

Finance
Finance
Operations
Operations
Operations
IT
Strategic Planning and
Community Engagement

* These members of the CPBC are also members of the Executive Management
Committee (EMC).
Regular Committee Meetings
Regular committee meetings are held 12 times per year, typically in the first week of
each month.
CPBC Quorum
A quorum is required for a decision or recommendation to be made by the CPBC. A
quorum for the Committee requires a minimum of four voting members with at least
one of those voting members being the Chair or Vice-Chair.
Delegation to the Chair
A quorum of the CPBC can agree to defer specific decisions or recommendations to
the Chair. This is common when there is a need for follow up regarding an item that
has been reviewed by the Committee.
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APPENDIX 3: CAPITAL PROJECT DRIVERS

BC Ferries’ Capital Plan recognizes four project driver categories. While each capital
project is categorized by its primary driver, the scope of a project is often driven by
multiple drivers. For example, most vessel and terminal asset replacements have an
expansionary component as the new assets can have an expected lifespan of up to
forty years or more.
Regulatory

Regulatory projects include expenditures deemed essential in
order to comply with a new or existing regulatory requirement
(e.g., WorkSafe BC, building codes, Transport Canada, etc.).

Restoration

Restoration projects maintain existing assets by upgrading and/or
replacing major and minor components required for the asset to
operate up to the end of its service life.

Replacement Replacement projects are required when assets, or major
components of assets, are functionally obsolete or have outlived
their useful or economic life. At the end of the useful or economic
life, a decision has to be made to either replace the asset or
refurbish it to extend its original life. This decision is based on the
results of the condition survey and an individual business case
analysis.
Expansion

Expansion projects support the expansion of the capability of the
organization or the development of new lines of business.
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APPENDIX 4: MINOR FIXED ASSETS GUIDELINES

Simple, relatively low dollar value capital asset purchases are classified as Minor Fixed
Assets (“MFA”). The MFA classification enables Project Sponsors to approve scope,
schedule, and budget changes for these minor capital purchases without the need for
approval at the CPBC level. Within a given fiscal year, Project Sponsors must manage
their portfolio of MFA projects within an approved portfolio budget.

Criteria
To be classified as MFA, the Project must satisfy all of the following:
•
•
•

Individual asset purchases (whether part of a Program or standalone) of no
greater than $500,000;
Annual Program spend no greater than $2 million; and
Consist of simple purchases of physical assets with little or no requirement
for subsequent capital or operating expenditures.

Provided they meet the above criteria, the
following
projects/programs that fall under the MFA classification:
•
•
•
•
•

are

examples

of

Light vehicle replacement program and hostling units;
IT hardware evergreening programs for servers, computers, printers,
handheld devices, CCTV, etc.;
Catering equipment replacement program;
Capital spares replenishment or net new purchases; and
Fleet Maintenance Unit machinery & equipment program.

Determining the Annual MFA Budget
•

•

•

Capital Programs compose a significant portion of the annual MFA budget.
As detailed in Section 7.8 of the Framework, a Business Case must be
submitted and approved by the CPBC for a Capital Program to be initiated.
After initial approval of a multi-year Program, it becomes part of the MFA
Portfolio and does not need to be re-submitted to the CPBC on an annual
basis.
Annual MFA budgets for the upcoming fiscal year (including any
contingency) are reviewed at a portfolio level during the CPBC Annual
Capital Plan and Budget Review and are then approved by the Board of
Directors as part of their annual approval of the Capital Plan.
Project-specific documentation is not required for the CPBC portfolio
review, except for the initiation of Capital Programs (outlined above).
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Projects classified as MFA and approved as part of the Capital Plan are
grouped under each Sponsor, forming that Sponsor’s MFA portfolio budget
for the fiscal year.

Management of the portfolio budget
•

•

•

The approved MFA portfolio budget for each Sponsor is to be treated as a
hard cap. Within the cap, Sponsors are expected to oversee their respective
MFA portfolios and prioritize individual project scope, schedule, and budget
as needed.
Subsequent to fiscal year end, a Sponsor can request CPBC approval to
carry forward prior-year MFA underspend to the current year, if the
underspend is primarily due to timing.
If a Sponsor is unable to manage to the hard-cap MFA portfolio budget by
any other means, a request for a budget increase can be brought to CPBC
where the requested portfolio increase will be prioritized against the
broader Capital Plan.

Management of Projects/Programs within an MFA Portfolio
The Financial Planning and Analysis group can assist with the initiation of MFA
requests. A Project Analyst, Manager, Owner, and Sponsor must be assigned and
standard documentation and reporting requirements apply (Charters, Business
Cases, CPRs, PAFs, AFUs, and Closeouts). Documentation for MFA Projects can be
abbreviated, provided it meets the needs of the Project Executive and other
stakeholders (including Accounting and Supply Chain).
Aside from the CPBC annual capital budget review, any changes to scope, schedule,
or budget for MFA Projects are approved by the Project Sponsor. Urgent new requests
are to be prioritized against the Sponsor’s annual MFA portfolio. Less urgent requests
can enter the plan as part of the Sponsor’s proposed annual MFA budget for a
subsequent year.
Requests to accelerate the replacement of specific assets within an existing MFA
Program should be directed to the Project Manager, who can coordinate with the
Project Owner and Sponsor on whether the purchase deserves to be prioritized ahead
of other purchases within the Program. If competing urgent priorities cannot fit within
the annual Program budget, a request can be made to the MFA Sponsor to increase
the annual budget of the Program using a PAF. The PAF request will be prioritized
against other Projects and Programs within the Sponsor’s annual MFA portfolio.
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