
Presentations for May 4, 2023 Board of Directors Meeting



Item 8: FY 2024-28 Fare Program



FY2024-FY28 
Fare Program

Water Emergency Transportation Authority 

Board of Directors Meeting

May 4, 2023



• Fare Policy Update
➢Captures core principles of Pandemic Recovery Program
➢Directs current and future fare decisions

• FY2024-28 Fare Program
➢Offset rising costs 
➢Special Events Fare Adjustment to fully recover operating costs
➢Fare predictability for riders

Fare Policy Goals in Attachment 8A
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Fare Policy and FY2024-28 Fare Program Recap



• Board Authorized Release for Public Input – March 2, 2023

• Public Comment Period started on March 3, 2023
➢Signage on WETA Vessels, Bay Alerts
➢Multiple languages
➢Dedicated Webpage 
➢Virtual Events 
➢Media, Social Media Campaign
➢Community Outreach

• Public Comment Takeaways
➢Comments via email, social media (43)
➢Fare change: Support – 31; Neutral – 3; Oppose - 9
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Public Outreach



Proposed Revision
Adult Clipper Fare

Service Current Fare FY2024 FY 2025 FY 2026 FY 2027 FY 2028

Alameda Seaplane, Harbor Bay, 
Oakland & Alameda, and Richmond

$4.50 $4.60 $4.70 $4.90 $5.00 $5.20 

South San Francisco $6.75 $7.00 $7.20 $7.40 $7.60 $7.90 

Vallejo $9.00 $9.30 $9.60 $9.90 $10.20 $10.50 

Summary of Fare Structure:
• 25 percent surcharge fee for Paper Ticket fares same as Clipper and Mobile Fares
• 50 percent discount on Youth, Senior, and Disabled fares for Clipper and Paper Ticket fares
• 67 percent discount on School Groups by reservation only

Fare Structure For All Routes in Attachment 8B
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• Goals
➢Encourage riders to purchase electronic tickets 

➢Expedites Boarding Process and Improves Customer Experience

➢Similar Practice Among Other Regional Transit Operators (GGBHD, Caltrain)

• Survey Data Findings
➢98% of WETA riders have access to smart phones 

➢Paper Tickets - 7% of total purchased tickets; of which 20% Low-Income riders

• Proposed Revision – Paper Ticket Fares same as Clipper and Mobile Fares
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Paper Ticket Surcharge Fees



Proposed Special Event Fares

Adult Fare

Service Current Fare FY2024 FY 2025 FY 2026 FY 2027 FY 2028

Oakland & Alameda $9.60 $10.50 $10.75 $11.25 $11.50 $11.75

Vallejo $15.90 $18.25 $18.75 $19.25 $20.00 $20.50 
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Summary of Fare Structure:
• Tickets available through Anchor System only
• 25 percent discount for Senior, Youth, and Disabled fares



Item 11: WETA Zero Emissions Plan



Zero Emission Plan
WETA Board of Directors

May 4, 2023



CEC Blueprint Objectives

Develop a plan to transition ferry operations on San Francisco Bay to zero-

emission vessels

• How much power do we need?

• Where will it come from?

• When do we need it?

• How much will it cost?

• How do we pay for it?

Emphasis on the use of electric propulsion systems and resolving the 

technical and regulatory barriers for the shore side infrastructure
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Alignment with Climate Goals

Services provided by WETA emit significantly fewer GHGs when operating as electric vessels vs. diesel 
vessels. Shown below are representative short- and medium-length routes



Stakeholders Engaged
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Consultant Team



Workflow
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Stage 1
Baselining

Collect and process data on 

operations, vessels and 

terminals to define their 

constraints and opportunities

Stage 2
Optioneering

Develop solutions and assess their attributes and 

drawbacks to select optimal direction

Stage 3 
Strategy  

Lay out an actionable path to 

progress to procurement, design and 

delivery of electrified ferry service

Charging 
Time at 
Dock



Energy Demand
Optimal Timeline Used as Basis for Analysis
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SF General Hospital   374 MWh/day

SF Central Library   22 MWh/day

Typical House   0.03 MWh/day
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Terminal Demand & Capacities
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Meeting Increased Demand

CURRENT 

CAPACITY

Existing grid capacity meets current electrical demand.

CURRENT CONDITION

CURRENT 

ELECTRICAL 

DEMAND

CURRENT 

CAPACITY

INCREASED 

ELECTRICAL 

DEMAND

Existing grid capacity does not meet increased 

electrical demand in most terminal locations.

ELECTRIFIED CONDITION

VESSEL ELECTRIFICATION

GRID UPGRADES

BATTERY STORAGE

LOAD MANAGEMENT
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Shoreside Infrastructure Feasibility

Treasure Island

*Ferry building – minimal upgrades suffice in this first phase while only the highlighted routes are electrified 9

Ferry Building*

Mission Bay

Phase 1 – Inner Central Bay Phase 2 – Central Bay

Berkeley

Oakland

Alameda

Sea Plane

Ferry Building

Harbor BayFerry Building

South SF

Richmond

Phase 3 – Long Run Central Bay

Planned or existing grid capacity that is sufficient for electric ferriesPlanned Grid Upgrades

Local feeders found to have sufficient grid capacity on PG&E ICA mapping toolRequires Upgrades

New feeders or substation upgrade required with major cost and timeline implicationsRequires Significant Upgrades



Terminal Implementation
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Terminals Utility Provider Completion Year
Anticipated 

Stakeholders
Terminal Electrical Grid Infrastructure Costs

(Low End Cost in Million $) (High End Cost in Million $)

Downtown SF Terminal SFPUC/PG&E 2027 Port of SF $   2.70 $   5.00

Mission Bay SFPUC/PG&E 2028 Port of SF $   2.80 $   2.80

Treasure Island SFPUC/PG&E 2025
TIMMA/TIDG, 

SFCTA
$   1.80 $   3.00

Main St. Alameda AMP 2027 City of Alameda $   2.60 $   3.80

Alameda Seaplane AMP 2027 City of Alameda $   2.80 $   4.30

Central Bay 

Maintenance Facility
AMP 2027 City of Alameda $   6.40 $   9.50

Oakland PG&E 2028 Port of Oakland $   2.50 $   4.40

Berkeley PG&E 2028 City of Berkeley $   2.50 $   4.40



Vessel Feasibility

Phase 1 – Inner Central Bay Phase 2 – Central Bay Phase 3 – Long Run Central Bay Phase 4 – Long Runs

Feasible with Current Vessel Technology - Significant Operational Changes Required

Not Currently Feasible – TBD Future Technology Required

Feasible with Current Vessel Technology - Operational Changes Required

Feasible with Current Vessel Technology
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Terminal Energy Storage
San Francisco Ferry Building

A float battery charging system can be successfully deployed at the S.F. 

terminal, saving the local utility grid an additional ~4MW of peak electrical 

demand.
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Fleet Electrification Schedule
Optimal Timeline Used as Basis for Analysis
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Diesel Vessel TBD (Future Technology, 

Alternative Fuel, Hydrogen) 
Battery Electric Vessel

2025
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Vessel Implementation

Vessel Primary Service Completion Year Estimated Cost Funding Source

(Route) (Year) (Million $) (Name)

300E #1 Seaplane 2025 $  19 FTA Replacement Funds: Intintolli

300E #2 Seaplane 2027 $  19 FTA Replacement Funds: Mare Island

149E #1 Berkeley 2027 $  8 TBD

Hydrus Repower Oakland/Alameda 2027 $  9 TBD

149E #2 Berkeley 2028 $  8 TBD

Cetus Repower Oakland/Alameda 2028 $   9 TBD

Argo Repower Oakland/Alameda 2029 $   9 TBD

Carina Repower Seaplane 2030 $   9 TBD
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Vessel Primary Service Completion Year Estimated Cost Funding Source

(Route) (Year) (Million $) (Name)

300E #1 Seaplane 2026 $19 
FTA Replacement Funds: 

Intintolli

300E #2 Seaplane 2027 $19 
FTA Replacement Funds: 

Mare Island

149E #5 Berkeley 2027 $8 TBD

Hydrus Repower Oakland/Alameda 2027 $9 TBD

149E #4 Berkeley 2028 $8 TBD

Cetus Repower Oakland/Alameda 2028 $9 TBD

Argo Repower Oakland/Alameda 2029 $9 TBD

Carina Repower Seaplane 2030 $9 TBD

149E #1
Treasure Island / Mission 

Bay
2025 $8 FTA

149E #2
Treasure Island / Mission 

Bay
2025 $8 TIRCP

149E #3
Treasure Island / Mission 

Bay
2025 $8 TIRCP



Opportunity for Operating Cost Savings

Terminal electricity consumption was converted to equivalent diesel fuel 

use in the table below.
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Terminal Consumption
Diesel Fuel Use 

Abated 

Equivalent Cost of Fuel: Worst 

Case Electricity Tariffs

Equivalent Cost of Fuel: 30% 

Demand Charge Reduction 

with BESS

(GWh/yr) (Thousands of Gallons) ($/gal Equivalent) ($/gal Equivalent)

S.F. Downtown 27.6 1840 5.54 4.29

Treasure Island 3.1 210 4.25 3.43

Oakland 8.7 580 7.76 6.26

Alameda Seaplane 7.1 470 3.42 2.99



Implementation

16

• Grants secured: $94.1 million

• Positive outlook for future grants 

• Alignment with WETA Business Plan, RM3 Five-Year Plan

• On-Going Work Program

• Downtown San Francisco Terminal Electrification 

• Alameda Facilities Local Grid Extensions

• Vessel Construction

• Passenger Float Battery and Charging System Design
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Item 12: Proposed FY24 Budget





•

➢

•

➢

➢



Operating Budget Expenditures 68.4$                

 Ferry Service (Ongoing) 61.7                 

 Demonstration Services 2.7                   

 Planning and Administration 3.9                   

Capital Projects 75.0                  

Total Budget Expense 143.4$              

FY 2023/24 Proposed Budget  

 (in millions)



Bridge Tolls 45.7$      

Federal Funds 53.5        

State Funds 22.5        

Local Funds 6.2          

Passenger Fares 12.8        

Other Funds 2.7          

Total Budget Revenue 143.4$    

FY 2023/24 Revenues  

 (in millions)
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Vallejo Route
30%

Oakland & 
Alameda 

Route
22%

Richmond Route
15%

Harbor Bay Route
8%

Alameda Seaplane 
Route

9%

South San 
Francisco Route

6%

Demonstration 
Projects

4%

Planning and 
Administration
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Vessel Crew Labor
28%

Vessel Fuel
24%

Vessel Operations 
& Maintenance

10%

Facility Operations 
& Maintenance

17%

System Expense
17%

Demonstration 
Services

4%



Fare Revenue
20%

Bridge Toll 
Revenue 

34%
Local - Contra 

Costa Measure J
6%

State Transit 
Assistance

5%

Other
4%

Federal - COVID-
19 Relief Funds

31%
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Total % of Total

Salaries, Wages & Fringe Benefits 2,437,349$         62%

Professional / Contract Services 2,046,600           52%

Info. Tech., Office Needs 148,800             4%

Utilities, Comm, Insurance 57,208               1%

Dues, Memberships, Miscellaneous 123,440             3%

Leases, Rentals and Fees 267,040             7%

Transfer of Administrative Expense (1,135,242)          -29%

Total 3,945,194$         

Planning and Administration
Proposed Budget
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Facilities: 
Electrification

21%

Facilities: Terminal 
Improvements

28%

Vessels: Construction
31%

Vessels: Major 
Components 

Rehabilitation
20%

Capital Budget Summary
$75 million
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