
Presentations for May 9, 2024 Board of Directors Meeting



Item 5a(ii): Pilot Service Committee





➢ Prioritize the types of projects and partnerships that WETA 
should pursue.

➢ Direct staff efforts through confirmation of proposed work 
program.

➢ Review statement of goals and objectives prior to pilot service 
launch.

➢ Review draft assessment upon pilot service completion.

➢ Ensure projects provide opportunity for crews to gain training 
and operating experience.

➢ Provide recommendations to the full WETA Board, as necessary.



Five-Year Regional Measure 3 Operating Plan:

➢ Funds provided to leverage additional investment from potential public and private partners.

2050 Service Vision Pilot Service Program (proposed):

Expenditure FY 2024 FY 2025 FY 2026 FY 2027 FY 2028

Pilots $2,737,741 $2,000,000 $4,500,000 $4,635,000 $4,774,050

➢ Program Goals
• Implement limited term projects to supplement and/or inform project feasibility studies
• Build partnerships

➢ New Technology
• Test new vessel technologies and business operating models

➢ Emerging Markets
• Partner with engaged and interested organizations to test emerging ferry markets



FY 2025



➢ Key Goals
• Assess rider demand and estimate costs for long-term permanent service
• Optimize operations by iterating service plan 

➢ Vessel
• Woodstock vessel was purchased by project partner
• WETA staff designed and delivered vessel modifications to support service

➢ Service Description 
• 4-5 days/week, depending on season
• 9-12 hour/day, depending on season
• Duration: July 2024 – May 2026

➢ Funding/Cost
• Estimated cost: $1.5 - $2 million annually
• Multiple partners provided public and private funding (City of Alameda, 

Alameda TMA, Jack London Square (CIM)
• WETA staff time provided on in-kind basis



➢ Key Goals
• Build community support for future Redwood City ferry service
• Field test key operating assumptions

➢ Vessel
• WETA vessels (349-445 pax) are available to support weekend service
• Use both jet and propeller vessels to test operational performance 

➢ Service Description 
• Five Sunday game day trips, 1:05pm start times
• Both pre- and post-game service trips provided
• Port of Redwood City to provide landing facility and parking spaces

➢ Funding/Cost
• Estimated cost: $45,000
• Fares same as VJO special events, expected to cover costs
• Tickets reserved through Anchor ticketing system
• Port of Redwood City to provide ticket scholarship program

Date Opponent

July 14th Twins

July 28th Rockies

August 11th Tigers

Sept 1st Marlins

Sept 15th Padres



➢ Goals
• Understand the challenges and opportunities associated 

with operating a hydrogen-powered vessel 
• Provide crews with onboard electric systems training in 

anticipation of WETA-owned battery electric vessel arrival
• Incentivize the development of green hydrogen production 

and availability 
➢ Vessel

• Sea Change – First H2 passenger-only ferry
➢ Service Concept

• Six months of daily service on Pier 41 Short Hop, special 
events

➢ Cost/Funding
• $2m total project cost
• $1.5m raised through private sector sponsorships
• WETA staff time provided on in-kind basis



➢ Ferry Building to Pier 48.5
• Create segment of broader SF Waterfront Service
• Partner with local employers to build market demand
• Seek proposals from private operators to provide vessel

➢ Contra Costa County Pilot Service
• Leverage work from CCTA Ferry Expansion Study
• Explore connection from new terminal to Richmond
• Assess market demand for permanent service

➢ Vallejo
• Test new vessel technologies that reduce SF travel time
• Enhanced local water shuttle service to Mare Island
• New transbay connections (ie. Larkspur, Oakland) serving 

commuter and/or recreational riders
➢ Larkspur

• New transbay connections (ie. VJO or Oakland)
• Mutual aid program with Golden Gate Ferry



Item 7: Redwood City Ballpark Service Pilot
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Item 13: Proposed FY25 Budget
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Operating Budget Expenditures 74.7$                    

 Ferry Service (Ongoing) 65.7                      

 Demonstration Services 3.5                       

 Planning and Administration 5.5                       

Capital Projects 82.9                      

Total Budget Expense 157.6$                   

FY 2024/25 Proposed Budget  

 (in millions)
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Bridge Tolls 65.8$                   

Federal Funds 43.7                     

State Funds 34.9                     

Local Funds 5.0                       

Passenger Fares 5.6                       

Other Funds 2.5                       

Total Budget Revenue 157.6$                 

FY 2024/25 Revenues  

 (in millions)
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Planning and Administration 1.79                        1.20                 2.99                 

Operations 1.69                        1.13                 2.82                 

Capital Projects 1.30                        0.87                 2.17                 

TOTAL 4.78$                      3.19$               7.98$               

Summary of Staff Expense Salaries Benefits TOTAL

($ in millions)
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Total % of Total

Federal Funds 43.7$                 53%

State Funds 23.2$                 28%

Bridge Tolls 15.2$                 18%

Local Dedicated/Other 0.7$                   0.9%

Total Revenues 82.9$                 

Capital Revenues
(in Millions)



•

•

•

•

•



•

•

OPERATING AND CAPITAL RESERVE  STA/RM3  BALANCE
Amount Location Amount Location Amount Location
$17.9 million WETA LAIF $4.5 million* STA - MTC $12 million RM1 -  MTC

$11.9 million Operating $60 million RM3 - MTC

+

 

Proposal

EXTERNAL ACCOUNTSINTERNAL  ACCOUNTS
RM1 BALANCE

$6 million Capital
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