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EXECUTIVE SUMMARY 
In 2024, Pierce Transit continued its trajectory of local bus system recovery and strategic 
reinvestment, building on progress from prior years. Total local bus boardings reached 
6,769,493, reflecting an 11% increase from 2023 and signaling sustained rider ship recovery 
across the system. Key service metrics also improved, with system productivity rising to 
1.499 passengers per revenue mile and 15.12 passengers per service hour.  
 
Major milestones this year included the launch of the Stream Community Line on Pacific 
Avenue/SR-7 and a series of targeted service enhancements aligned with the Board -
adopted Bus System Recovery Plan. Phases 1 and 2 of the plan were largely implemented 
by the end of 2024, delivering increased frequency on high -ridership routes, retiring 
underperforming services, and expanding Pierce Transit Runner to fil l coverage gaps.  
  
Ridership gains were also bolstered by the continued success of the Youth Ride Free 
program, which saw boardings by youth under age 19 grow by 25% over the prior year, 
reaching more than 1 mill ion annual boardings. This increase reflects improved transit 
access for youth and was made possible through funding from Washington’s Climate 
Commitment Act (CCA) and the Move Ahead Washington transportation investment 
package.  
 
In 2025, Pierce Transit will adopt new local bus classifications for the first t ime in over two 
decades. These updated classifications are informed by regional land use density and will 
guide future planning, service standards, and productivity evaluations .  
 
While 2024 marked substantial operational gains, ongoing staffing and budget limitations 
continued to constrain further expansion. On -time performance reached 83.6%, just below 
the agency’s 85% target, and customer satisfaction results were mixed, particu larly 
regarding bus frequency and travel t ime. Despite these challenges, the agency made 
tangible progress on key capital projects, including shelter replacements, bus stop amenity 
upgrades, and accessibil ity init iatives like the Commerce Street Braille Si g n pilot project.  
  
Looking ahead, Pierce Transit remains committed to implementing its Destination 2045 
Long -Range Plan, advancing high-frequency transit corridors, zero-emission fleet goals, 
and system-wide service improvements. With a clear vision and community -informed 
d irection, Pierce Transit continues to adapt and evolve to meet the region’s mobility needs.  
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LOCAL BUS SYSTEM PERFORMANCE OVERVIEW  
 
The overall performance of f ixed-route service involves multiple factors. These include total 
ridership, route and trip productivity , operating cost, customer experience and satisfaction, 
service reliability, and the alignment of system amenities with established standards.  
 

Local Bus Service Metrics & 2024 Results 
Ridership  
Ridership is calculated using automatic passenger counters (APCs) onboard buses which 
measure the number of boardings at each stop. These calculations are then rolled up to 
demonstrate overall boardings for a route, particular trip, or bus stop. Boardings are 
regularly monitored to gauge growth across routes and areas.  2024 Local Bus boardings 
are shown below. 
 

Total Boardings % Change From Prior Year 

6,769,493 +11% 

 
Productivity 
Pierce Transit measures fixed-route productivity using passengers per revenue mile and 
passengers per service hour. These metrics assess route ridership efficiency:  

• Passengers per revenue mile reflects route util ization during revenue service, 
excluding deadhead miles.  

• Passengers per service hour measures ridership while in service, including 
deadheads and layovers.  
 

A route with high passengers per mile but low passengers per hour may indicate scheduling 
or routing inefficiencies. The 2024 average for these key metrics is shown below.  
 
For trip-level productivity, the following metrics are used:  

• Passengers per drive mile  

• Passengers per drive hour 
 

Drive hours and miles are custom metrics used exclusively for trip -level analysis in the 
Local Bus Performance Report. They capture only the time and distance directly associated 
with operating a single trip, excluding layover and recovery periods, and are not 
appropriate for systemwide performance evaluation. In contrast, service hours and revenue 
miles are used for systemwide performance and broader reporting contexts, as they 
encompass additional aspects of service delivery such as layover, recovery, and  time in 
revenue service. 
 

2024 Average Passengers Per Revenue 
Mile 

2024 Average Passengers Per Service 
Hour 
 

1.499 15.12 
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Cost 
Monitoring costs per Local Bus passenger boarding allows Pierce Transit administrators to 
see how cost-effective Local Bus service year-over-year is, as well as in comparison to 
other services offered by the agency. Reviewing the net cost per Local Bus passenger 
boarding shows the cost per passenger, minus any farebox revenue collected. A 
comparison of 2023 and 2024 costs are shown below.  
 

2023 Cost Per Local 
Bus Passenger 

2024 Cost Per 
Local Bus 
Passenger 

2023 Net Cost Per 
Local Bus 
Passenger 
 

2024 Net Cost Per 
Local Bus 
Passenger 

$12.51 $13.39 $11.80 $12.70 

 
Customer Satisfaction 
Fixed-route customer satisfaction is measured through ongoing feedback received from 
customers and an annual customer survey. Customer feedback is logged, addressed, and 
used to inform service decisions. The survey assesses passenger satisfaction with bus 
frequency, on-time performance, travel t ime, and transfer wait t imes. While the survey 
includes non-riders, f ixed-route analysis focuses on feedback from current passengers.  
 
The elements of the survey that are regularly monitored in terms of Local Bus customer 
satisfaction are listed below along with 2024 results:  
 

Question 2024 Total 
Satisfied 

2024 Total 
Dissatisfied 

2022 Total 
Satisfied 

Passenger 
Satisfaction with 
Frequency of Bus 
Service 

32% 45% 34% 

Passenger 
Satisfaction with On-
Time Performance of 
Bus Service 
 

52% 22% 52% 

Passenger 
Satisfaction with 
The Amount of Time 
It Takes to Get 
Places   
 

39% 33% 48% 

Passenger 
Satisfaction with 
Transfer Wait Time   
 

28% 37% 33% 
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2024 Customer Feedback Received & Response Metrics 
 

86 Comments 
Regarding Routes 

31 Comments 
Regarding Bus 
Stops 

2.6 Average Days to 
Respond 

6.7 Average Days to 
Complete 

 
Actions taken to address customer comments are detailed under the Customer Comments & 
Actions Taken section below.  
 
Reliability  
Fixed-route reliability at Pierce Transit is measured by on -time performance, which tracks 
bus arrivals at designated timepoints using onboard technology. A bus is considered "on 
time" if it arrives up to one minute early or within five minutes late.  
 

On Time Performance Target  2024 Overall On Time Performance 
Average 

85% 83.6% 

 

 
 

Bus Stop Amenities 
Bus stop amenities include shelters, benches, and trash cans. Standards for these 
amenities are set forth in the agency’s Bus Stop Manual. To ensure that the agency’s 
l imited resources are used to benefit the greatest number of passengers, ridership 
thresholds exist for the placement of shelters and trash cans. The percentage of amenities 
in compliance with those ridership thresholds a t bus stops is monitored using average 
weekday boardings over the past three full years . Pierce Transit has a goal of 90% 
compliance with standards.  
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2024 Shelter Compliance 
Percentage 

2024 Trash Can 
Compliance Percentage 

 

Goal 

59% 68% 90% 

 

 
Annual Ridership Trends 
Systemwide Ridership by Year 
Following the COVID-19 Pandemic in 2020, Pierce Transit saw a substantial dip in ridership 
(56.8% decrease in Local Bus boardings from 2019 to 2020). Over the past 5 years, Pierce 
Transit has steadily improved Local Bus boardings year over year, returning to 80.81% of 
the Local Bus boardings in 2024 compared to 2019. Overall, 2024 saw Pierce Transit 
provide 6,769,493 passenger boardings, the highest since 2019.  
 

 
 
Monthly Ridership by Year 
Pierce Transit has experienced relatively consistent seasonal patterns in ridership over the 
past several years, typically seeing an uptick during the warmer months. As shown in the 
graph below, Local Bus boardings dropped sharply following the onset of the COVID -19 
pandemic but have steadily increased since then. Notably, every month has shown year -
over-year growth in boardings since April 2020. 
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Route-Specific Performance 
Top Performing Routes 
The graph below displays total boardings for each route in 2024. Route 1 served the 
highest number of riders by a substantial margin , 110% more than the next highest, Route 
2. Note that Routes 13, 63, and 425 were retired after March 2024, so their boarding totals 
reflect only part of the year. Additionally, Route 101 was a seasonal service that operated 
from June 30 to August 25, 2024.  
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Cost per Boarding 
Cost per Boarding is calculated using a uniform cost per service hour across all routes. 
This approach assumes that deadhead, layover, recovery, and revenue hours incur similar 
costs regardless of the route. As a result, routes with higher boardings per service hour  
tend to have lower costs per boarding, and vice versa. Among the routes with the highest 
costs per boarding were Routes 13, 63, and 425, all of which have since been discontinued. 
Route 101, a seasonal trolley, also fell into this category. In contrast, t op-performing routes 
in this metric included Routes 54, 202, 1, and 2. The system -wide average Cost per 
Boarding is approximately $13.39, while some of the least efficient routes exceeded $50 
per boarding. 
 

 
 

 
Key Service Enhancements  
March 2024 
In December 2023, Pierce Transit’s Board of Commissioners adopted a Bus Service 
Recovery Plan to strategically recover service across the system as staffing becomes 
available. The first phase of the plan was implemented with the March 2024 service change 
with the launch of the Stream Community Line enhanced bus service on SR -7/Pacific 
Avenue. Due to low performance, Routes 425, 63, 13, and a portion of Route 409 were 
retired, and Pierce Transit Runner, the agency’s on -demand transit service, was expanded 
to provide service to affected riders.  
 
September 2024 
As part of the September 2024 service change, 22 trips were added to Route 3 in alignment 
with phase two of the Bus Service Recovery Plan, increasing weekday frequency to every 
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15 minutes for most of the schedule. In response to customer feedback, Routes 11, 16, and 
202 received timetable adjustments to better align with school bell schedules, and two 
additional trips were added to Route 100 to better accommodate commuters. Most routes 
experienced minor timetable adjustments to improve on -time performance. Noting ongoing 
concerns about transit center connections, particularly at Tacoma Community College, 
Pierce Transit analyzed connections and adjusted Routes 2 and 3 to improve tr ansfers. 

UPDATED SERVICE STANDARDS & ROUTE 
CLASSIFICATIONS  
 
In 2025, Pierce Transit will adopt new route classifications, outlined in Appendix A of the 
Destination 2045 Long-Range Plan. In addition to route classifications, the appendix also 
details density and street considerations for transit, maximum passenger loads by vehicle 
type, recommended transit supportive improvements, route design, passenger facilit ies, and 
how service changes are developed.  
 

New Route Classifications and Methodology  
Route classifications are based on a density analysis. For each route, the number of jobs, 
students, and residents within a quarter -mile buffer was calculated using data from the 
2020 Census and data.wa.gov. The total area of the buffer, in square miles, w as also 
determined. Route density was then calculated by dividing the number of activity units 
(jobs, residents, and students) by the total buffer area, resulting in activity units per square 
mile. Routes were compared both to each other and to the overall  PTBA to establish 
appropriate density thresholds for each classification The previous classifications, 
unchanged for over 20 years, no longer reflected the region’s current density.  
 
The table below outlines the new classifications, density thresholds, corresponding service 
targets, and bus stop spacing. While full alignment with these targets is currently 
constrained by available resources, they will serve as a guiding framework for future 
service adjustments.  
 

   Frequency Targets    

Route 
Type  

Density Served  
(Residential, Jobs, and 
Students)  

Peak/Midday  Evening/ 
Weekend  

Bus Stop 
Spacing  

Stream 
(HCT) 

<8,000 per square mile  10-20 minutes  15-30 minutes  ½ mile  

Core <8,000 per square mile  15-30 minutes  30-60 minutes  ¼ to ¼ mile  

Urban  6,000 per square mile – 
8,000 per square mile   

30-60 minutes  30-60 minutes  1/8 to ¼ mile  

Connector  >6,000 per square mile  30-60 minutes  60 minutes  1/8 to ¼ mile  

Express  Variable  Variable  Variable  Variable 
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Route classifications play a key role in service planning and productivity evaluations. As 
mentioned above, the targets associated with each classification provide a framework for 
distributing service hours across the system. Additionally, routes are grouped by 
classification for productivity analysis. This approach ensures that routes operating in 
similar environments—such as Connector routes in less dense areas—are evaluated 
separately from those in higher-density areas, l ike Core routes, leading to more accura te 
comparisons. 
 

Productivity Measures by Route Classification 
Using data from the prior year, Pierce Transit establishes new productivity benchmarks for 
routes each year, categorized by classification. Routes are ranked into four performance 
tiers — “Bottom 25%,” “Below Average,” “Above Average,” and “Top 25%” — based on 
yearly averages for passengers per revenue mile and service hour.  This benchmarking 
approach represents a shift from the prior method, which relied on largely static 
benchmarks that had remained mostly unchanged since 2003.  
 

2024 Route Productivity Results with New Benchmarks 
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Productivity Benchmarks Percentage Change (2022 to 2023) 
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CUSTOMER COMMENTS & ACTIONS TAKEN  
 
In 2024, Pierce Transit received 117 customer comments regarding fixed-route service, 
including 86 related to routes and schedules and 31 concerning bus stops. Below are the 
top five routes with the most customer feedback, along with a summary of the concerns 
raised and the actions taken in response.  
 

Route Count of 
Comments 

Synopsis Actions Taken 

11 15 Comments primarily 
address the March 2024 
service change and 
school schedules, 
highlighting requests for 
earlier weekday and late 
weekend trips, increased 
frequency, adjustments 
for SAMI/Mason Middle 
School, and better T-Line 
alignment. 

Trips added to support 
SAMI schedule. Exploring 
staggering 11 & 16 
schedules to provide 
improved frequency to 
North Tacoma. 

1 8 Requests for better 
alignment with Hunt 
Middle School schedule, 
frequency, connection to 
TDS, and more time to 
connect to other routes at 
TCC and bus stops. 

Added mid-day 15-minute 
frequency to address 
overcrowding and improve 
connection opportunities 
with other routes. 

497 8 Relate primarily to the 
March 2024 service 
change and alignment 
with Sounder Schedule. 

Reverted to pre-March 
2024 schedule to improve 
alignment with Sounder 
schedule. 
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402 6 Requests to deviate route 
to Walker High School & 
extend the span of 
service. 

Span to be extended in 
accordance with System 
Recovery Plan. Proposed 
route deviation flagged for 
future consideration and 
ridership monitoring.  

100 6 Requests for more 
frequency & better 
connections between 
other routes and the 100 
at TCC. 

Added a morning and 
evening trip to support 
commuters. Investigating 
common connections 
between Route 100 and 
other routes at TCC for 
potential adjustments.  

 
Of the remaining comments received pertaining to routes and schedules, common themes 
included:  

• Connection times at transit centers (8 comments),  

• New routes, both in and out of the service area ( 14 comments), 

• Requests for increased span and frequency (8 comments), 

• And reinstatement of routes retired in March of 2024 or earlier (4 comments). 
 
With limited resources, the Bus System Recovery Plan remains key in allocating service 
and is regularly communicated to customers requesting new or expanded services. 
Customers were also invited to participate in the creation of the agency’s new Long-Range 
Plan, Destination 2045, and help guide the allocation of new services should funding 
become available.  
 

Bus Stop Comments 
Below is an overview of  the 31 comments received related to bus stops in 2024.  
 

Comment Type Number of Comments 

Stop Add 10 7 requests for shelters at bus stops.  
7 complaints regarding public safety issues at 
bus stops asking to remove an amenity or the 
stop.  
4 general safety complaints about where the 
stop is located.  

Stop Improvement 11 

Stop Move 2 

Stop Remove 4 

Stop/Shelter/Sign Location 4 

 
Requests for new stops, amenities, and public safety concerns were key themes. New stop 
requests are assessed based on spacing guidelines for each route classification (typically 
1/8 to ½ mile apart). Likewise, amenities are installed according to ridershi p thresholds 
outlined in the agency’s Bus Stop Manual (8+ weekday boardings for a shelter, 5+ for a 
trash can). Safety concerns regarding stop placement are reviewed in coordination with the 
agency’s Safety Team.  
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Pierce Transit recently improved its process for addressing public safety concerns at stops. 
This includes emphasis patrols, historical reviews, safety evaluations, and, when 
necessary, the temporary removal of amenities contributing to safety issues. In 2 024, four 
shelters were removed based on a recommendation from the Public Safety Chief and are 
now being relocated to qualifying stops. Next year, the Service Planning Team will assess 
conditions at the affected stops and reinstall shelters if improvements  are observed. 
 

PASSENGER FACILITIES PERFORMANCE 
 

Transit Center Utilization 
As of 2024, Pierce Transit operates eight active transit centers, all of which are shown 
below. The most heavily util ized, based on total unadjusted activity , is Lakewood Towne 
Center. This high usage can be attributed to several factors: many trips entering and 
leaving the center, relatively high population and job density in the surrounding area, the 
presence of multiple Sound Transit Express routes, and the absence of other major transit 
centers nearby.   
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Bus Stop Utilization 
As shown below, several geographic areas had stops with high total unadjusted activity, 
many of which are located near or within transit centers. Stops situated at the beginning or 
end of routes also tended to experience elevated activity. The downtown Tac oma area had 
the largest concentration of high-activity stops, but significant activity was also observed in 
Fife, Lakewood, Federal Way, Spanaway, and Parkland. 
 

 
 

PASSENGER AMENITY IMPROVEMENTS  
 

Bus Stop Improvements 
Amenity Balancing Project  
Pierce Transit’s Amenity Balancing Project , developed in 2024 and launching in 2025, will 
relocate bus stop amenities to better match current ridership patterns. This multi -year effort 
will priorit ize high-use stops, moving shelters to those with at least eight weekday 
boardings and trash cans to those with five or more. Shelter moves are dependent on 
funding. The goal is to improve comfort and accessibil ity by using resources where they’re 
needed most. 
 

https://piercetransit.org/transit-news/bus-stop-amenity-balancing-project/


 

17 

Key benefits include: 

• Shelter coverage for 600,000+ additional boardings, including 2,000 wheelchair 
boardings 

• More shelters at schools and underserved areas  

• Improved accessibil ity at upgraded stops  
 
 
Shelter Replacement Project 
Pierce Transit’s Board of Commissioners approved a project to replace all bus shelters in 
the service area with a new black design featuring smaller, more durable, and cost -effective 
glass panels resistant to vandalism. Where possible, solar l ighting has b een added for 
improved safety and comfort. These upgrades enhance maintenance efficiency, customer 
experience, and overall bus stop appearance. So far, 93 of Pierce Transit’s shelters have 
been or are in the process of being replaced. $3.5M in federal gran ts will support ongoing 
replacements, including the replacement of special shelter types in business districts, for a 
consistent and clean system-wide look. Accessibil ity upgrades will also be implemented at 
various bus stops where needed, pending funding. 
 
Bench At Every Stop  
Pierce Transit is working toward a goal of providing a bench at every bus stop to improve 
comfort and accessibil ity for riders. Whether a bench can be installed depends on several 
factors, such as funding for a concrete pad, available space, and local juri sdiction 
requirements. In 2024, 48 new benches were added across the system. Of those, 12 were 
installed as part of external right -of-way (ROW) projects, while the rest were made possible 
through permits allowing bench placement on wider sidewalks.  
 

Accessibility Enhancements 
Braille Signage Pilot 
In 2024, Pierce Transit launched an accessible bus stop pilot project, install ing tactile 
raised lettering and braille bus stop signs along Commerce Street. The goal is to make it 
easier for all r iders to navigate and use the system. With the pilot signs n ow in place, the 
agency is gathering feedback, adjusting as needed, and exploring funding opportunities to 
expand the program. 
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LOCAL BUS FINANCIAL PERFORMANCE 
 

Fare Revenue Trends 
2024 Local Bus Summary 
Pierce Transit’s Local Bus passenger fare revenue has remained relatively stable over the 
past f ive years, with moderate fluctuations and early signs of post -pandemic recovery. Fare 
revenues are primarily generated through Day Passes, Farebox Cash Sales, Monthly 
Passes, ORCA E-Purse transactions, ORCA Business and Institutional Pass Programs, and 
Youth Passes. The implementation of the Zero Youth Fare policy in September 2022 
significantly increased youth ridership while reducing fare contributions from tha t 
demographic. In 2024, the average fare per local bus boarding decreased slightly to $0.69, 
down from $0.70 in 2023, reflecting the growing share of boardings from fare -free or 
discounted programs.  
 

 
 
Youth Fare Free Boardings  
Youth boardings continued to rise significantly in 2024 as a result of the Zero Youth Fare 
policy implemented in September 2022. Total boardings by youth under age 19 reached 
1.03 mill ion in 2024, up from 822,000 in 2023 representing a 25% year -over-year increase. 
Since 2020, Youth Ride Free boardings have nearly tripled, reflecting a growing reliance on 
transit by younger riders and increased awareness of fare -free eligibility.  
 
This increase in youth ridership has contributed positively to overall system util ization and 
access, especially in areas surrounding key transit hubs such as Commerce Street Station 
in Downtown Tacoma, Tacoma Community College, Tacoma Mall Transit Center,  and 
Lakewood Transit Center, which consistently ranked among the top youth boarding 
locations in both 2023 and 2024.  
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While youth boardings do not contribute to fare revenue due to their fare -free status, their 
rapid growth has influenced the overall average fare per boarding and is one factor in the 
decrease from $0.70 in 2023 to $0.69 in 2024. These shifts reinforce the need to monitor 
changes in ridership demographics as part of long -term financial planning and fare policy 
evaluation.  
 
Pierce Transit’s participation in the Youth Ride Free program is made possible through 
funding from Washington’s Climate Commitment Act (CCA) and the Move Ahead 
Washington transportation investment package. These funding sources are crit ical in 
supporting fare-free access for youth while enabling the agency to maintain service levels 
and continue expanding mobility options across the region.  
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2020–2024 Overall Local Bus Comparison 
From 2020 to 2024, Local Bus fare revenue remained relatively stable, averaging just over 
$4 mill ion annually. Despite the onset of COVID-19 in 2020, fare revenue held at $4.4 
mill ion and remained steady in 2021. Slight decreases followed in 2022 and 2023,  with 
revenues of $4.3 mill ion each year. In 2024, fare revenue rose to $4.7 mill ion , a 8.8% 
increase over 2023, reflecting ongoing ridership recovery and incremental growth. Looking 
ahead, 2025 revenue is projected to increase another 6% to approximately $4.9 mill ion, 
driven by restored service hours, improved customer experience init iatives, and continued 
growth in pass and fare media transactions. 
 
 

 

 

 
FUTURE SERVICE PLANNING 
 
Bus System Recovery Plan  
Pierce Transit’s Bus System Recovery Plan, adopted in late 2023 to restore service 
following pandemic-era reductions, outlines a phased strategy to increase frequency, 
extend service spans, and reinstate trips on high -ridership routes. As of early 2025, the 
agency has completed Phase 1 and is nearing completion of Phase 2. Key milestones 
include the launch of the Stream Community Line and Gig Harbor Runner, the 
discontinuation of underperforming routes, and significant progress toward 15 -minute 
weekday service on Routes 1 and 3. Route 3 is currently 84% complete for its targeted 

Local Bus Revenue by Year 
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weekday frequency, while Route 1 has reached 87%, despite not being part of the formal 
recovery phases. 
Progress beyond these early phases has stalled due to ongoing budget and staffing 
constraints. Without sufficient operating resources, additional service enhancements 
identif ied in Phases 3 through 6 of the plan , including expanded evening service, more 
frequent weekend routes, and higher frequencies on Route 2 , are pending. 
 
To fully implement the System Recovery Plan, Pierce Transit would require approximately 
83,000 additional service hours, a nearly 18% increase over current Local Bus service 
levels. Future progress is contingent on resolving staffing shortfalls and securing 
sustainable funding. 
 

Destination 2045 Long-Range Plan 
Pierce Transit’s Destination 2045 Long -Range Plan outlines a 20+ year roadmap for how 
transit services will evolve to meet the changing needs of the South Puget Sound region. 
Grounded in community input and regional planning priorities, the plan focuses on 
expanding transit options, enhancing speed and reliability, and preparing for future 
challenges such as regional growth.  
 
Key strategies in Destination 2045 include the development of a high -frequency transit 
network, increased span and frequency on key routes , and the transition to a zero-
emissions bus fleet. The plan emphasizes aligning service with anticipated population and 
employment growth, especially in areas with high transit propensity.  
 
As a guiding document, Destination 2045 establishes a long -term vision that informs Pierce 
Transit’s annual planning and budgeting processes, while ensuring the agency remains 
resilient, sustainable, and responsive to the needs of current and future riders . 
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APPENDICES 
 
Detailed Route by Route Performance  

 
 
*Note  tha t  the  Es t imated  Operat ing  Cos t  assumes average opera t ing  cos ts ,  which  does  no t  necessar i ly  re f lec t  the ac tua l  cos ts  
to  opera te  the  rou te.  
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Historical ridership comparison  

 




