2018 Transforming Local
Government Conference
Case Study Application
Due: September 1, 2017
Email to Ryan Spillers at learning@transformgov.org

Or, Click here to Submit

Application Information
Case Study Title

Innisfil Transit: Powered by Uber
Jurisdiction Name
Town of Innisfil
Jurisdiction Population 37,000
_____ Thinking Like a Futurist
_____ Culture Club
_____ What about all this data?

Theme (select one)

_____ Reinventing Local Government
_____ Community Networking

Rapid Fire Session?
Would you like the application to be considered for our Rapid Fire Session? (Rapid Fire presentations are fastpaced, entertaining, interactive presentations. Each jurisdiction will have five minutes to make their presentations
using 15 PPT slides set on auto-forward primarily containing photos/graphics. Participants will be seated at round
tables to facilitate an energetic idea exchange. A cash bar will be available.)
___ YES

___ NO

Project Leader (primary contact for application correspondence)
Name
Title
Department
Phone
Email

Paul Pentikainen
Senior Policy Planner
Planning
705-436-3740, x3326
ppentikainen@innisfil.ca

Full mailing address,
2101 Innisfil Beach Rd, Innisfil, ON, L9S 1A1
including zip code
Twitter account

@towninnisfil

List additional presenters’ contact information below:

Tim Cane – Manager of Land Use Planning, Town of Innisfil
tcane@innisfil.ca
705-436-3740 x.3301

1.

Presentation title and description of the innovation. 100 word maximum

Innisfil Transit: Powered by Uber
This innovation is a partnership between the ridesharing technology company Uber and the
Town of Innisfil to provide a door-to-door demand-based ridesharing transit service. Rather
than incurring the high costs of a traditional bus transit system, particularly to cover Innisfil's
large geographic area and dispersed settlements, the Town is simply paying for a portion of
the Uber fare to provide a less expensive 24/7 transit service. Through this partnership, the
Town is also gathering much needed data to refine and improve the transit system in future
implementation phases.
Innisfil is the first municipality in Canada to partner with Uber and is the first community in the
world to have a transit system powered by Uber, rather than buses.
2.

When and how was the program, policy or initiative originally conceived in your
jurisdiction? 100 word maximum

Her name was Joanne. After seeing her walking routinely on his drive to work, a Town staff
member offered her a ride. Turns out she was a single mom walking to her daily shift at a
local grocery store. Since a taxi fare would eat into her earnings, she chose to walk nearly 5
miles to and from work each day. This story made its way back to the team looking at transit
options, which was just as the Town was grappling with the high costs of implementing a bus
system (the 2015 Feasibility Study determined the start-up net cost of 1 bus route to be
$270,000 and 2 buses along an expanded route would have cost $610,000). The question
was posed: could a ridesharing service be more cost-effective to help all of the Joanne’s
throughout our widely dispersed town? From this, the concept of an on-demand ridesharing
transit option was born. The specific partnership between the Town and Uber emerged from
the Town's Request for Expression of Interest process in the Summer/Fall of 2017.

3.

How exactly is the program or policy innovative? How has your innovation changed
previous processes, products, or services? Explain how the program or initiative
substantially stretched or improved the boundaries of ordinary governmental
operations. 200 word maximum

Innisfil is the first community in the world to partner with Uber for its transit system, instead of
using buses or a publicly owned transit system. Though buses are normally associated
with 'transit', the Town lacks the population density that makes bus transit feasible (e.g. 4-7
boardings per hour were forecast along the 1 bus route in the 2015 Feasibility Study). To find
a true transit solution for Innisfil that all residents could access, since only a portion would be
within walking distance of the proposed bus routes, our team shook off notions of normal and
looked for something entirely different that would work for the Town.
The Town's partnership with UBER is also innovative because of the unusual pairing of
government with a tech giant. Rather than regulating and restricting Uber and other
ridesharing transit/technology companies like several other municipalities have done, the
Town instead had courage to embrace a partnership with a private company while
recognizing that technological innovations in the transportation industry were proving to be
more efficient at connecting riders with drivers. Since the Town's partnership with Uber has
thus far been an effective solution, this has led governments across the world to re-think how
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has required significant collaboration amongst numerous stakeholders, both internal and
external to the Town. For example, a Community Action Committee made up of citizens and
business owners was formed to explore demand-based transit solutions. Other community
figures such as Joanne (see question 2) were quickly connected and tapped for their real
world perspective on our transit needs. As the project unfolded, we continued to engage our
stakeholder groups . Even field trips to the Uber office were taken as our innovative
partnership began to take flight. We also met several times with representatives of the local
taxi companies, as well as other companies that have expressed interest in partnering with
the Town. These groups have been part of our on-going dialogue to address local transit
needs and the role they can play currently (e.g. providing wheel chair accessible transit
solutions) and in the future once our data tells us more (e.g. a fixed route van option). We
also continue to receive and consider community input, as we currently have a transit survey
underway where we are asking residents how they are using the Town's ridesharing transit
service and how they would like to see it improved.

5.

If a private consultant was used please describe their involvement, identify the
consultant and/or firm and provide contact information. 100 word maximum

A private consultant was not used in the development of this idea and solution. This
partnership was formed directly by the Town of Innisfil with UBER.

6.

To what extent do you believe your program or policy initiative is potentially replicable
within other jurisdictions and why? To your knowledge, have any other jurisdictions or
organizations established programs or implemented policies modeled specifically on
this project? Please provide verification of the replication. 200 word maximum

The Town's partnership with UBER is the first of its kind and through our journey, we have
created a road map for others to follow. As media attention has grown, both the Town and
Uber have been contacted by communities of all sizes throughout Canada and the United
States. These communities have been interested in establishing a similar partnership with
Uber, as there is potential for it to be replicated in any community where there is a need for
public transit. Though we are not aware of any specific partnerships that have already been
established, a partnership with Uber or with another demand-based transit or technology
company can be used as both a first step to establishing a transit system (e.g. in communities
with a low population density and large geographic area) as well as to find cost-efficiencies in
communities with already established transit systems (e.g. to replace underutilized bus routes
or to subsidize trips to existing transit hubs). Overall, the financial savings (no capital
investment and low annual budget), immediacy of results, and data generating potential of our
innovation hold a great deal of appeal for staff, council and most of all, residents.

7.

What were the costs? What were the savings? 100 word maximum

In the first two months of the service, from May 15 to July 15, the total costs to the Town had
been $26,462 - for a service that all residents have access to! This compares to the
significantly higher Year 1 start-up costs of $270,000 for 1 bus or $610,000 for 2 buses - a
service that not all residents would have had access to, since they would not have been
within walking distance of the bus stops. The Town has budgeted $100,000 for Stage 1 of the
program, which is anticipated to last until the end of the year. This initial investment of
$100,000 represents a direct cost savings of $170,000 vs the 1-bus option or $510,000 vs.
the 2-bus option. Another measure to highlight the cost savings is the gross subsidy per
passenger - in the current demand-based service it has been $5.43 thus far vs. the $33 that
was forecast for the 1-bus option in the Feasibility Study. This shows significant cost savings
compared to a traditional bus sytem.
8.

Please describe the most significant obstacle(s) encountered thus far by your program.
How have they been dealt with? Which ones remain? 200 word maximum

Since Uber has not ever been solely used as a community's transit system, there have been
a number of different obstacles to overcome. The more significant obstacles have involved
ensuring that the service is accessible to all residents. For example, we have had to ensure
that all residents, including those without a smartphone can use the service.
For those without a smartphone or unable to use the technology required for the Uber
service, we have developed a call-in service for residents where we book Uber trips on their
behalf. This is done through the Uber Central platform. Knowing that residents without
smartphones potentially represented a significant portion of our population that most needed
public transit (e.g. seniors or low-income residents), we hosted a rapid problem solving group
session before launch of the service to help us arrive at this workable solution.
Since Uber vehicles are not wheelchair accessible, we also met with stakeholder groups to
brainstorm and entered into a similar partnership with a local taxi company to provide
wheelchair accessible trips. The same fare structure is in place for these trips.
Since we are providing a 24/7 transit service using Uber, there are times when there are not
many drivers available. This is an ongoing challenge and we are currently looking at ways to
address this by offering incentives for drivers to be available for trips at certain times of the
day.

9.

What outcomes did this program or policy have? What baseline data did you collect?
How did you measure the change based on the intervention, and why do you believe in
the credibility of this assessment? 200 word maximum

Similar to the responses to Question 7, the Town's partnership with Uber has provided a
tremendous cost savings based on the initial costs of the demand-based system compared to
the estimated costs specified in the Town's Transit Feasibility Study for a traditional bus
transit system. The Town is measuring the cost-effectiveness of the demand-based system
and partnership with Uber using the baseline data and estimates in the Feasibility Study. This
is a credible assessment as we are comparing actual costs of the demand-based service to
the estimate costs from the Feasibility Study that was completed by an independent
consultant based on transportation industry standards.
As for other results from the first 2 months of the service:
- 30 trips were taken on the first day of service
- 4,868 trips taken between May 15 (launch date) and July 15, 2017 (end of first measurement
period)
- Approximately 1500 different people took trips
- Most popular destinations already appearing (Town's employment area, recreation complex,
and regional GO train station)
10.

Has the program received any press or other media coverage to date? If yes, please
list the sources and briefly describe relevant coverage. 100 word maximum

The Town's partnership with Uber has received coverage by media outlets throughout the
world. A simple Google search of "Innisfil Uber" will reveal news articles from websites across
the globe in many different languages. Articles and televised broadcasts continue to appear in
Canadian local, regional and national news outlets. Some of the national and international
newspapers that have had news stories on the Town's innovation have included the BBC,
New York Times, CBC, Globe and Mail, National Post, Toronto Star and Toronto Sun. The
Town's Mayor, Deputy Mayor and Town staff have also spoken on several local, regional and
national radio and TV shows in Ontario.

11.

Please provide any key references and their contact information who can be
interviewed/called to discuss the innovation and its impact. 100 word maximum

Paul Pentikainen or Tim Cane can be contacted as references (contact information previously
provided)
Gord Wauchope – Mayor, Town of Innisfil
gwauchope@innisfil.ca
705-436-3740 x1101
If you are interested in speaking with a regular user of the UBER solution, please let me know
and we would be happy to connect you.

You’ve been to a lot of conferences. TLG should be a unique experience for everyone.
Describe how your case study presentation will be different than other conference
presentations. 200 word maximum
• How will you make the session creative and unique?
• How do you plan to be both entertaining and educational?
• Include a description of how your session will facilitate group activities and/or interaction.

Story telling is a highly impactful and engaging method that we plan to use. Our story of
Joanne is a powerful one and we tell it well. The Town has already created an engaging
presentation using Prezi that has been used at conferences to educate and entertain the
audience. We have also used Kahoot at the start of the presentation to ask the audience to
respond to questions on their smartphone. This has proven to be a fun and interactive way to
engage with the audience. We would use a similar approach at the TLG Conference to excite,
energize and educate the audience, in addition to providing an update on the final results from
Stage 1 of the program, while preparing a short video to highlight the innovation and to
provide a context of the Town of Innisfil.
Since we have already been asked by many communities to share the steps we took to
achieve this innovation, we will provide information to others that they can use to take home
and open a dialogue with their colleagues and council's. We’ve found that participants often
have several questions about this partnership and we’ll conduct a robust Q&A portion as well
as make ourselves available after the workshop for specific inquiries. Our partners from
UBER have often joined us in our presentations and may be willing to attend and provide their
perspective/input as well.
13.

Anything else you would like to add? 200 word maximum

We’re really proud of what we’ve accomplished and would be genuinely happy to share
Innisfil's unique transit story and innovation at the 2018 TLG Conference. It is part of our goal
to help create a cost-effective transit solution for residents and municipalities everywhere!

Click here to Submit

