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Regional Measure 3 Update
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RM3 – Overview

• Resolved in January 2023
• Too late to incorporate into service vision
• Freed up $300 million in capital and $35 million annually in operating funding

• Candidates for RM3 capital funds
• In-progress terminal expansion projects
• Other initiatives (fleet expansion, emergency floats, zero emission infrastructure)
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RM3 – Next Steps

• Business Plan
• Future work will assume RM3 as a potential funding source
• Will help guide RM3 expenditure at the program-level
• Details of actual expenditures will be included in WETA's RM3 5-year plan

• 5-year RM3 expenditure plan
• Legislation requires WETA submit a 5-year plan to MTC to access funds
• Currently in-progress (estimated completion June 2023)
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2050 Service Vision
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Proposal for Finalizing the 2050 Service Vision
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Service Vision Components
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Service Vision Policy 
Statement: “What and How”

Service Vision Network Map: 
“The Where”
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Optimize the Core Network to:
• Continue to improve and enhance 

cross bay service to San Francisco

• Expand cross bay service beyond 
San Francisco to the Central and 
Northern Peninsula

• Provide short hop service between 
dense hubs

• Introduce cross bay routes to Marin 
County

• Establish pragmatic standards-
based approach for expansion 
beyond optimized network in the 
North and South Bay
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Evaluation Results
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Network Concept Summary
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Network 
Concept

Routes Terminals Peak
Vessels

Annual 
Revenue 

Hours

Annual 
Operating Cost

($2022)

2022 Existing 6 10 16 25K $62M

2050

Baseline 6 10 16-26 70-90K $100-$130M

Plan Bay 
Area 11 14 22-42 110-140K $160-$210M

Core 17 18 36-59 150-220K $200-$280M

Coverage 25 26 67-87 180-370k $240-470M

All 2050 networks consider a substantial expansion of service in addition to new routes. 
Specific service plans vary by "Futures" resulting in a range of hours and costs for each 
network. Operating cost estimates are based on the current WETA service model and do not 
yet consider potential savings associated with electrification and small vessel deployment.



Focus Area Topic Plan Bay Area 
Network Core Network Coverage 

Network

Regional 
Ferry Network

Ridership

Productivity

Transit Gaps 
Served

Emergency 
Response

Capacity

Bay Bridge 
Capacity

Reach

Env. 
Stewardship

Zero 
Emissions

Wetland 
Effects

Dredging 
Effects
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Worse Similar Better

Focus Area Topic Plan Bay Area 
Network Core Network Coverage 

Network

Community 
Connections

Service Area

Equity Priority 
Communities

Development 
Connections

Financial 
Capacity

Subsidy

Operating Cost 
per Pax Mile

Capital Cost

Performance Compared to Existing 2050 Network



Findings for Expansion Beyond Plan Bay Area
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Expansion Increases 
Ridership, Capacity, 
and Connectivity

Expansion Can 
Produce Diminishing
Returns

Expansion Can Result 
in Environmental 
Challenges

Expanding the region's ferry 
network supports a more 
accessible ferry network with a 
broader reach for mobility 
and emergency response needs.

Productivity and financial 
effectiveness tend to decline as 
more routes are added, while 
operating subsidy increases 
substantially. Markets with the 
highest concentration of demand 
are already mostly served by 
ferries and regional transit.

Some routes and terminals 
present substantial environmental 
constraints - adversely 
affecting wetlands, requiring 
substantial dredging, and limiting 
the use of zero emissions vessels.



Rationale for Optimized Core Network 
Service Vision

• Regional Ferry Network
• Increases ridership
• Serves gaps in the regional transit network

• Emergency Response
• Expands fleet and terminal capacity
• Expands regional ferry access

• Environmental Stewardship
• Minimizes new terminals that impact sensitive wetlands and wildlife areas
• Minimizes new terminals that would require significant volume of dredging
• Emphasizes routes with clear path to zero emissions vessels
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Rationale for Optimized Core Network 
Service Vision (cont.)

• Community Connections
• Expands connections to new communities and markets
• Serves additional Equity Priority Communities and Priority Development Areas

• Financial Capacity
• Incrementally increases operating subsidy
• Mitigates higher cost per passenger by incorporating smaller vessels on local and 

lower demand routes
• Minimizes capital costs by leveraging existing terminals to create new routes
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2050 Futures
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Resilience – Key Takeaways

Ferry networks generally perform best in Chart a New Course and
Tack to the Wind futures

• Plan Bay Area is the most productive and most cost-effective 
network under all futures

• Coverage Network has the highest ridership but requires the most 
subsidy under all futures

• Core Network falls in the middle in terms of performance in all 
futures
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Potential Expansion Beyond Core Network
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Market 
Conditions

Environmental 
Feasibility

Funding 
Opportunities

Transformative changes in 
housing and employment 
patterns, as well as the regional 
transportation network.

Evolving vessel technologies and 
changes in local land use or 
shoreline conditions.

Future sources of currently 
unanticipated public or 
private funding become available.



Public Outreach
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Current Outreach and Engagement Activities
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WETA Board 
Workshop
April 6, 2023
Present findings from 
community engagement

Final Service Vision
June 2023

18 total 
meetings 
this round

CBO Listening Sessions
January 5 – 31, 2023

Business Advisory Group
January 18, 2023

Community Advisory Group
January 25, 2023

Online Community Survey
January 25 – March 24, 2023

County Working Groups
February 8 – 23, 2023



CBO Listening Sessions

9 Sessions
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Key Feedback
• All Home California
• Calle 24
• Five Keys
• Martinez Community 

Foundation
• Multicultural Institute
• Palo Alto TMA
• PODER
• Ryse Center
• Samaritan House San 

Mateo

• To reach lower-income 
communities, meet 
people at the places 
they frequent

• Promote using flyers, 
other physical collateral

• Use paper surveys 
instead of online

• Offer incentives for 
participation, “this is a 
dealbreaker” for many 
orgs

Future Considerations
• Provide free 

opportunities for Bay 
Area youth to 
experience the ferry

• More intentional 
campaign to change 
the perception that 
ferry is too expensive



Advisory Groups

Consider key 
tradeoffs
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Remain open 
to future 
technologies

• Environmental 
stewardship vs. expanding 
coverage: Trust WETA to 
handle environmental 
issues responsibly

• Service coverage vs. cost 
effectiveness: Potential 
for increased ridership is 
too important not to 
pursue coverage

• They can change the 
way we handle 
dredging, wetlands, 
vessel strikes, and 
long-haul routes, etc.

• Anticipate all routes 
will be feasible at some 
point in the future

Access is key 
to increasing 
ridership

• Access, equity and 
growth are all tied 
together

• Make it easier for all 
people to use the ferry

• Landside, first/last mile 
will be key factor of 
success



Six County Working Groups
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San Mateo County
• San Mateo County TA
• SamTrans
• South San Francisco

Contra Costa County
• Contra Costa 

Transportation 
Authority

• WCCTAC

Santa Clara County
• VTA
• Palo Alto
• Mountain View
• Milpitas

Alameda County
• Alameda County 

Transportation Authority
• Alameda

Solano County
• Solano Transportation 

Authority
• Vallejo
• Benicia

City and County of San Francisco
• San Francisco 

County TA
• SFMTA
• Port of SF

• Redwood City
• Foster City
• Port of Redwood City

• Richmond 
• Hercules
• Martinez
• Antioch

• Berkeley
• Oakland
• San Leandro

• TIDA
• SF Mayor’s 

Office



County Working Groups
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Environment System 
Productivity

Delivery 
Flexibility

Weary of expansion 
requiring significant 
environmental impacts 
to sensitive or protected 
shoreline areas.

Expansion without 
efficiency is a disservice to 
the entire system’s 
operations and funding.

Maintain and enhance the 
existing system’s high-
performing core routes.

Allow for greater flexibility 
in WETA’s project delivery 
model. Smaller vessels or 
alternative operating 
agreements can allow more 
communities access to 
ferry transit.



Online Public Survey

4,568 responses
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• Six questions about future 
ferry system trade-offs

• How to balance…

• Affordability
• Service frequency
• Service speed
• Coverage
• Environmental 

sustainability

JAN 30 – MARCH 24



Who Did We Hear From?

3010%0% 20% 30% 40% 50% 60%

Did not answer
American Indian or Alaska Native

Other (please specify)
Black or African American

Hispanic, Latino or Spanish origin
Asian or Pacific Islander

White or Caucasian

Race

2.6%
2.6%
2.9%

4.9%
9.7%

17.5%
59.7%

Prefer to self-describe
Did not answer

Non-binary
Male

Female

Gender

0.6%
1.8%
2%

40%
55.6%

$30,000 – $39,999
$40,000 – $49,999
$60,000 – $64,999
$50,000 – $59,999
$65,000 – $74,999

Under $30,000
Did not answer

$200,000 – $249,999
$75,000 – $99,999

$150,000 – $199,999
Over $250,000

$100,000 – $149,999

Income

3.7%
3.7%
3.8%

4.5%
4.8%
5.1%

6.0%
9.5%

10.5%
13.6%

16.8%
18.0%



Responses 
by County
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0.7%
Sonoma 1.7% 

Napa

17.7% 
Solano

2.9% 
Marin

11.6% 
Contra Costa

9.7%
San Francisco

42.6% 
Alameda

6.3%
San 

Mateo

1.6%
Santa Clara

3.6%
Out of state

1.6%
California outside 
of Bay Area



Top Survey Takeaways

Trip Frequency is Priority

32

Secondary Concerns

● Transit connections

● Travel time

● Cost

A majority of respondents ranked 
“increased trip frequency” as a 
reason to take the ferry more often



Most Important Factors When Deciding 
Whether to Take the Ferry

Departure schedule

Time to complete trip

Number of connections 
needed to complete trip

Cost of fare

Environmental 
impact of trip

Trip amenities

2.19

3.22

3.27

3.34

4.35

4.64
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Services Changes that Would Most Influence 
People to Ride the Ferry More Often

Increase number 
of daily trips

Reduce number of 
connections

Reduce fare

Reduce time to 
final destination

53.8%

27.1%

25.3%

16.5%

13.5%

13.2%

9.4%

2.3%

Nothing. Already ride often

Other

Reduce emissions

Nothing. Not interested
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Top Reasons 
for Not Taking 
the Ferry 45.2%

Do not live close 
enough to ferry 
terminal

28.2%
Do not travel 

where the 
ferry goes 19.3%

Do not travel 
when the 
ferry operates

7.4%
Other

35



Likelihood of Riding the Ferry if…

36

The trip is slower, 
but it is more 

environmentally 
friendly

22%

48%

26%

The trip is slower 
than other 

options, but it has 
more amenities

25%

47%

26%

There are more trips 
per day, but they’re 

more expensive than 
other options

31% 29%
34%

There are more 
destinations, but they 

require
more connections

39%

31%

20%

There are more 
destinations, but
there are fewer 
trips per route

37%

28%
23%

Less likely No difference More likely



Ridership

Most Important 2050 Ferry Service Outcomes
1 – most important; 8 – least important

Ferries 
maximize 
ridership and 
provide 
competitive 
alternatives 
to driving

Service 
Coverage
More people 
have access 
to ferry 
service

Redundancy

Ferries 
overlap with 
regional rail 
and bus 
services and 
provide an 
alternate 
transit option

Environment 
Conservation
Ferry 
expansion 
does not 
adversely 
affect 
wetlands and 
wildlife 
refuges

Zero 
Emissions
Ferries are 
electrified (or 
use another 
zero-emission 
energy 
source)

Equity

Ferries focus 
service on 
disadvan-
taged
communities 
and 
populations

Emergency 
Response
Ferry reach 
and capacity 
to respond 
during an 
emergency is 
maximized

Financial 
Balance
Ferries do 
not require 
additional 
subsidies 
and taxes
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3.08
3.43

4.43 4.54 4.80
5.14 5.21 5.38



Discussion
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Next Steps
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Next Steps

Final Evaluation 
Results

Advisory/Working 
Group Mailout

Board Adopts Final 
Service Vision

Organization 
& Funding

Draft 
Business 
Plan/Public 
Outreach

Final 
Business 
Plan

Board
Workshop # 2

Optimize Service 
Vision

Kick off Phase 3 
Business Plan 

Expansion & 
Enhancement 
Criteria

Implementation 
Planning & Phasing

April/May June July/Sept Fall/Winter



Draft Service Vision Policy Statement

• Describe the high-level vision and service approach and key 
implementation and network refinement activities that will shape 
delivery of specific routes and terminals

• Provide guidance as to WETA’s role in consideration of expansion 
beyond Core Network in North and South Bay

• Describe actions that staff will take to advance the Service Vision
(e.g. finish the Business Plan, evolve the organization, pursue funding)

• Describe how often and under what circumstances Service Vision will 
be updated
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Implementing the 2050 Service Vision
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CURRENT 
NETWORK

POTENTIAL 
IMPLEMENTATION 
PATHS

2050 Service
Vision

Implementation of the Service Vision will not necessarily follow a linear path. In 
Phase 3 of the process, the Business Plan will develop specific criteria to advance 
new routes and terminals, consider phasing and assess organizational, 
partnership, and funding needs for the selected Service Vision.



Bay Ferry 2050 microsite
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bayferry2050.org

WETA staff contacts

Mike Gougherty Gougherty@watertransit.org
Gabriel Chan Chan@watertransit.org

THANK YOU

https://www.bayferry2050.org/
mailto:Gougherty@watertransit.org
mailto:Chan@watertransit.org
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