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Memorandum 

AGENDA ITEM 7 

DATE:  January 29, 2026 

TO:  Transportation Authority Board 

FROM:  Rachel Hiatt – Deputy Director for Planning  

SUBJECT:  2/10/2026 Board Meeting: Adopt the District 4 Community Shuttle Study Final 

Report 

RECOMMENDATION  ☐ Information ☒ Action 

Approve the District 4 Community Shuttle Study Final Report 

SUMMARY 

Requested by former District 4 Commissioner Mar, this 

Neighborhood Transportation Program planning study builds 

on the 2021 District 4 Mobility Study recommendation to 

explore a community-based, on-demand shuttle to improve 

access to local destinations and reduce automobile mode 

share in the district. Through peer reviews, demographic and 

travel pattern analysis, and community outreach, the District 4 

Community Shuttle Study (Study) found that an on-demand 

shuttle would increase transit coverage and offer a 

competitive transit alternative to driving for trips within District 

4 and nearby areas like Stonestown Galleria and San Francisco 

State University.  The Study then developed a representative 

service design for a potential pilot. Such a shuttle service 

would have estimated ridership of up to approximately 

100,000 annual trips, with operating costs between $2.5 to $3 

million per year. The Study finds that revenues from 

operations would cover approximately 4% of operating costs. 

The project would be eligible, but not very competitive, for 

existing discretionary grants, and likely would need a mix of 

state community-directed (e.g. earmarks) and local funding, 

complemented by a potential business sponsorship. A pilot 

should be evaluated against proposed goals, such as 

enhancing local mobility, expanding transit coverage, and cost 
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BACKGROUND 

The District 4 Mobility Study, completed in 2021, explored ways to increase walking, 

biking and transit use in the Outer Sunset and Parkside neighborhoods. The Study 

included a recommendation to pilot a community shuttle that would enhance access 

to local commercial corridors and reduce automobile mode share.  

Building on that recommendation, in July of 2022, through Resolution 22-57, the 

Transportation Authority Board appropriated Neighborhood Transportation 

Improvement Program funds to develop a planning phase Study for a District 4 on-

demand shuttle, initiated at the request of former Commissioner Gordon Mar. 

We presented an information item regarding the Study and its findings at the 

Community Advisory Committee’s (CAC’s) meeting of November 19, 2025. 

DISCUSSION  

As part of the Study, the project team conducted: 

• Peer review of comparable on-demand services across U.S. cities; 

• Analysis of local demographics, land use, and travel behavior; 

• Demand projections, service design, cost estimates, funding and 

implementation strategy; and 

• Community outreach to validate needs, refine service design, and inform 

funding strategy. 

The Study identified a need for more competitive transit alternatives within the 

District, which supports the concept that an on-demand shuttle could be an effective 

strategy. Based on the research, analytical, and outreach tasks completed, the Study 

developed a representative service design for a potential pilot, which includes:  

• Operations throughout all of District 4 and extending to Stonestown Galleria 

and San Francisco State University; 

• Average wait time of 15 minutes between a ride request and vehicle arrival, 

and an average in-vehicle travel time of 10 minutes; 

• Nearest intersection pick-up and drop-off, with door-to-door access for 

seniors and people with disabilities; 

efficiency, in order to assess whether to consider a permanent 

service supported by longer-term local funding mechanisms. 
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• 16 hours of service on weekdays and 12 hours of service on 

weekends/holidays; and 

• Fares equivalent to existing Muni rates, with Clipper integration for 

convenience. 

Preliminary analysis indicates an estimated ridership of up to approximately 100,000 

annual trips and annual operating costs of $2.5-3.0 million, with total first-year pilot 

costs of $3.1–3.6 million. 

The Study finds that contracting with a third-party vendor to operate the service 

would be the most applicable implementation strategy for a pilot, allowing for a fast 

deployment while leveraging private sector experience and expertise. The Study also 

proposes an evaluation framework to assess the impact of a future pilot on specific 

goals, including enhancing local mobility, improving transit coverage, and delivering 

a cost-efficient service, with associated metrics to evaluate the success of the pilot in 

the District.  

The Study assessed potential funding sources for a pilot and for a permanent service. 

Revenues from operations (e.g. fares, advertising) are estimated to cover only 4% of 

the pilot’s costs. Accordingly, the Study finds that multiple sources would need to be 

combined in order to implement a pilot, with the most likely options being a mix of 

state community-directed funding (e.g. earmarks), local public sources (e.g. 

Transportation Authority administered grants, SFMTA funds, the City’s General 

Fund), and additional corporate partnerships or sponsorships.  

The Study reviewed various grant programs as funding options; however, while the 

project was generally eligible, it was not found to be highly competitive for these 

sources, given limited grant funding for transit operations and given program 

priorities that emphasize equity-focused projects and/or projects with greater 

greenhouse gas emission reductions. 

Overall, the Study recommends pursuing funding for a pilot project, following the 

service design, implementation strategy, and funding strategy outlined above. If a 

pilot performs well and is recommended for permanent service, then other revenue 

sources could be considered that take a longer lead time to develop and that would 

benefit from the learnings and support generated by the pilot.  These permanent 

sources may include Business Improvement Districts (BIDs), Parking Benefit Districts 

(CBDs), or new local revenue source. 
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FINANCIAL IMPACT  

None. There is no impact on the agency’s adopted FY 2025/26 budget.  

CAC POSITION  

The CAC considered this item at its January 28, 2026 meeting, and after an engaged 

discussion failed to approve a motion of support for the staff recommendation on a 

vote of four ayes, two nays, and four abstentions.  The CAC discussion reflected a 

range of perspectives. Some members expressed support for the District 4 

community shuttle concept citing the potential value of a flexible service mode and 

interest in learning from the data that a pilot would produce (e.g. providing insights 

on ridership and desired trip-making patterns). Other members raised questions 

about the cost effectiveness of the proposed shuttle and concerns about the long-

term operating funding strategy, noting that the Bayview Shuttle is struggling to 

identify ongoing funding. There were also suggestions to consider piloting enhanced 

fixed-route Muni service as an alternative and looking at shuttle service connections 

to the airport such as from Stonestown. Both of the latter two suggestions fall outside 

of the approved study scope. 

SUPPLEMENTAL MATERIALS 

• Attachment 1: District 4 Community Shuttle Study Executive Summary  

• Attachment 2: Resolution 

• Enclosure: District 4 Community Shuttle Study Final Report 
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RESOLUTION ADOPTING THE DISTRICT 4 COMMUNITY SHUTTLE STUDY FINAL 

REPORT 

WHEREAS, The District 4 Community Shuttle Study (Study) was requested by 

former District 4 Commissioner Gordon Mar and funded through the Transportation 

Authority’s Neighborhood Transportation Program pursuant to Resolution 22-57; and 

WHEREAS, The Study builds on recommendations from the 2021 District 4 

Mobility Study to explore strategies to improve access to local destinations and 

reduce automobile mode share in the Outer Sunset and Parkside neighborhoods; 

and 

WHEREAS, The Study conducted peer reviews of comparable on-demand 

shuttle services, analysis of local demographics, land use, and travel behavior, 

demand projections, service design, cost estimates, and evaluation and funding 

strategies; and 

WHEREAS, The Study conducted community outreach to validate mobility 

needs, refine service concepts, and inform potential implementation and funding 

approaches; and 

WHEREAS, The Study developed a representative service design for a 

potential on-demand community shuttle pilot serving all of District 4, with 

connections to nearby destinations including Stonestown Galleria and San Francisco 

State University; and 

WHEREAS, The Study finds that an on-demand community shuttle could 

expand transit coverage and provide a competitive alternative to driving for local 

trips, with estimated ridership of up to approximately 100,000 annual trips; and 

WHEREAS, The Study identifies estimated annual operating costs of 

approximately $2.5 to $3.0 million and total first-year pilot costs of approximately 

$3.1 to $3.6 million, with operating revenues projected to cover approximately four 

percent of costs; and 

WHEREAS, The Study identifies an implementation strategy that includes 
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contracting with a third-party operator and proposes an evaluation framework to 

assess pilot performance against goals such as enhancing local mobility, expanding 

transit coverage, and cost efficiency; and 

WHEREAS, The Study identifies potential funding sources for a pilot and a 

permanent service, including a mix of state community-directed funding, local public 

funding sources, and potential corporate partnerships or sponsorships, and notes 

that the project may be eligible but not highly competitive for discretionary grant 

programs may; and 

WHEREAS, The Study recommends pursuing funding for a pilot project, 

following the service design, implementation strategy, and funding strategy outlined 

in the attached final report and notes that if a pilot performs well and is 

recommended for permanent service, then other revenue sources could be 

considered that take a longer lead time to develop and that would benefit from the 

learnings and support generated by the pilot such as Business Improvement Districts, 

Parking Benefit Districts, or a new local revenue source; now, therefore, be it 

RESOLVED, That the Transportation Authority hereby adopts the attached 

District 4 Community Shuttle Study Final Report; and be it further 

RESOLVED, That the Executive Director is hereby authorized to prepare the 

document for final publication and distribute the document to all relevant agencies 

and interested parties. 

Attachment: 
1. District 4 Community Shuttle Study Final Report 
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