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ORCA 
Environment



ORCA Governance

• Sound Transit is one of 
7 ORCA Agencies

• Governed by consensus
ORCA Joint Board 

• Mary Cummings 
represents ST

• ST trips make up ~27% of 
ORCA transactions

• Resulting share of staff 
and other operating costs

Sound Transit, 
26.9%

King County 
Metro, 61.0%

Community 
Transit, 5.3%

Pierce Transit, 3.4%

Kitsap Transit, 2.0%

WSF, 0.9%
Everett Transit, 0.7%
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ST’s Relationships to ROOT
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New ORCA Customer Benefits



We were here

Planning

Procurement

Design

Development

Deployment

Transition

Operations + 
Maintenance

next gen ORCA Program Timeline

2015 2023

We are now here
Dec 2020 Aug 2022



Transition



Transition Strategy, Simplified

Legacy ORCA 
System

next gen ORCA 
SystemData Project



Transition

• Transition period is sub-optimal for customers

• Accurate account balance lagging

• Limited customer functionality

• No new fare media can be used

• 9,000 devices must be cut over on 

in-service bus fleets and in stations

• Needed to speed up transition as 

much as possible

• Transition adapter

• Pre-installation wiring



Legacy ORCA
New website and 

mobile app

Retail network 

and new card
Tap to pay

2009-2022 May 2022 September 2022 Later Phases
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Looking Ahead



Upcoming Steps

• Complete Transition – Device Installation (late August)

• Retail Network Launch (late September)

• Improve Data/Reporting Capabilities

• Operations Design/Training Completion 

• Continue Critical/Major Bug Fixes

• Complete Phase 1 Features

• System Acceptance Testing

• Final System Acceptance



ORCA Program Scope

Phased program:

• Phase 1 

• Replacement system – what does ORCA do today?

• Features addressing largest customer groups

• Phase 2 and Beyond

• Integration with additional transportation modes

• Additional features and functionality in demand

• Further enhancement of the rider experience



Thank you.


