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Metric Conversion Table

SYMBOL WHEN YOU KNOW MULTIPLY BY TO FIND SYMBOL 

LENGTH 

in inches 25.4 millimeters mm 

ft feet 0.305 meters m 

yd yards 0.914 meters m 

mi miles 1.61 kilometers km 

VOLUME 

fl oz fluid ounces 29.57 milliliters mL 

gal gallons 3.785 liters L 

ft3 cubic feet 0.028 cubic meters m3 

yd3 cubic yards 0.765 cubic meters m3 

NOTE: volumes greater than 1000 L shall be shown in m3 

MASS 

oz ounces 28.35 grams g 

lb pounds 0.454 kilograms kg 

T short tons (2000 lb) 0.907 
megagrams 

(or "metric ton") 
Mg (or "t") 

TEMPERATURE (exact degrees) 

oF Fahrenheit 
5 (F-32)/9 

or (F-32)/1.8 
Celsius oC 
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Abstract
On September 1, 2020, the City of Wilson, North Carolina, with support from the 
North Carolina Department of Transportation (NCDOT) through an Accelerating 
Innovative Mobility (AIM) FY20 award, replaced its existing fixed route transit 
system with an on-demand microtransit service called RIDE. Wilson partnered 
with mobility solutions provider Via Transportation, Inc., to be the city’s 
microtransit provider and expand service coverage and reduce wait times for 
public transportation riders. The project sought to increase access to jobs, 
healthcare, and other services in a rural area by expanding RIDE’s weekday 
hours of operation to 5:30 a.m. to 7:00 p.m., from the original 7:00 a.m. to 6:00 
p.m. service hours. This report summarizes the development, evolution, and
evaluation of the project, highlighting the implementation of expanded service
hours along with the project outcomes and lessons learned.
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Executive Summary
The North Carolina Department of Transportation received a Federal Transit 
Administration (FTA) Accelerating Innovative Mobility (AIM) award to coordinate 
with the City of Wilson, North Carolina, and Via Transportation, Inc. (Via), to 
increase access to jobs, healthcare, and other services in a rural area through 
the city’s RIDE service. RIDE was 1 of more than 20 projects funded by FTA’s AIM 
Demonstration Program. The AIM funding expanded RIDE weekday hours of 
operations to 5:30 a.m. to 7:00 p.m., from the original 7:00 a.m. to 6:00 p.m. This 
report discusses how the project developed and was implemented, along with 
project outcomes and lessons learned.

Background
The City of Wilson is located in eastern North Carolina about an hour from the 
state capital of Raleigh. Wilson has a population of just under 50,000 residents 
and is considered rural by census definition. Like many rural areas, Wilson faces 
numerous public transportation challenges, including lack of first/last mile 
service, low population density, infrequent service, unique trip routing, and 
budget constraints.

In September 2020, Wilson, in coordination with the North Carolina Department 
of Transportation (NCDOT), awarded a contract to Via Transportation, Inc. (Via), 
to be the third-party microtransit provider for the replacement of Wilson’s 
existing fixed route transit system. This new partnership resulted in the launch 
of the RIDE service, which would greatly improve service coverage and reduce 
wait times for public transit riders. 

Results
RIDE has been successful since its launch, experiencing continued growth even 
after two years in service and having higher ridership than the previous fixed 
route service. Performance during the demonstration was the same level of 
performance seen throughout the life of the project. During the demonstration, 
RIDE showed an increase in monthly completed rides from 9,000 rides (March 
2021) to 14,200 rides (February 2022), an increase of 58%. In addition, RIDE was 
meeting 94% of demand in March 2021, which rose to meeting 99% of demand 
in February 2022. The percentage of met demand is the number of ride requests 
(in passengers) that receive a trip proposal in the rider app divided by the total 
number of ride requests made (in passengers). For example, if 25 riders made 
requests for 30 total passengers, of which 29 passengers received a proposal, 
the met demand would be 96.7% (29/30).

In addition to high ridership levels, rider surveys throughout the demonstration 
highlighted the benefits to riders from the service. The overall response was 
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very positive, with riders noting the ability to access work and healthcare more 
easily, as well as an easier time accessing public transit.

Evolution
Over the course of the demonstration, RIDE began experiencing issues with the 
length of time it was taking to perform vehicle maintenance, resulting in fewer 
vehicles in service and increased vehicle downtime. Fewer vehicles in service 
also increased Estimated Time of Arrival (ETA), decreased quality of service, 
and decreased ridership. As a result of the length of time it was taking to service 
vehicles, RIDE introduced a new vehicle provider (Buggy) that expanded access 
to local vehicle maintenance services, improved vehicle turnaround times, and 
increased the average weekly number of active vehicles in the fleet. With the 
addition of Buggy, RIDE service increased from 13 to 27 vehicles. 

Via also had numerous engagement and outreach campaigns to learn about 
rider experience with RIDE during the demonstration. Engagement included:

• Two rider surveys to learn more about the preferences of key rider
segments and continue to improve the tailoring of the RIDE service.

• A churned rider campaign to contact riders who have been recently
inactive.

• A driver promotion that increased pay rates to incentivize drivers to claim
shifts that previously had a low driver supply.

Since the completion of the demonstration, Wilson renewed the contract 
in September 2022 to continue the service with Via, along with keeping the 
expanded hours funded by AIM permanently in place. 

Evaluation
An independent evaluation was conducted by FTA’s independent evaluation 
team. The team’s research questions and interviews were intended to measure 
whether program goals and objectives were met. Results of this evaluation will 
be published in a separate report.

During the demonstration, the 5:30–7:00 a.m. weekday expanded hours had 
10,341 completed rides and the 6:00–7:00 p.m. weekday expanded hours had 
4,347 completed rides, with a combined total of 14,688 completed rides. The 
expanded hours represented 11% of all the rides taken (131,057) during the 
one-year demonstration. Rider feedback highlighted a positive response to 
the expanded service hours with riders noting the ability to access work and 
healthcare more easily as well as an easier time accessing public transit.
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Introduction
The City of Wilson is located in eastern North Carolina about an hour from the 
state capital of Raleigh. Wilson has a population of just under 50,000 residents 
and is considered rural by census definition. Like many rural areas, Wilson has 
faced numerous public transportation challenges, including lack of first/last 
mile service, low population density, infrequent service, unique trip routing, and 
budget constraints. Transportation issues often ranked as one of the substantial 
barriers to employment in Wilson and several employers in the city noted 
concern about transportation options for employees without a vehicle.  

The city’s original fixed route bus system launched in the 1960s, at a time when 
the center of employment was in downtown Wilson. Today, much of Wilson’s 
employment is in corporate and industrial parks located throughout the city 
and not concentrated in the downtown area. The transit system’s ridership 
was declining and its service covered approximately 40% of the area within 
the city limits. In recent years, the fixed route system primarily connected 
people to retail, government, and medical services. While the lack of service to 
employment centers was concerning, additional budget to increase coverage 
and frequency was out of reach. 

Wilson had been studying fixed route transit alternatives for several years 
and came upon microtransit as a potential option. After discussions with 
the City Council and press coverage in the local paper, the city decided to 
do a microtransit pilot but kept a fleet of six buses in case the pilot was not 
successful, and the city needed to reimplement a fixed route system. 

On September 1, 2020, the City of Wilson, in coordination with the North 
Carolina Department of Transportation (NCDOT), awarded a contract to Via 
Transportation, Inc. (Via), to be the third-party microtransit provider for the 
replacement of Wilson’s existing fixed route transit system, which only covered 
a portion of the city with limited frequencies, resulting in long wait times. This 
new partnership launched the RIDE service, which aimed to greatly expand 
service coverage and reduce wait times for public transit riders. RIDE also 
aimed to be more convenient and responsive than the fixed route system as 
riders could request a trip at any time during hours of operation. A RIDE vehicle 
would meet the rider at a nearby pickup location and transport them to their 
destination. Figure 1-1 shows the previous fixed route system map within the 
city limits, covering only 40% of the municipal limits and operating six fixed 
routes. Figure 1-2 shows the expanded RIDE service area. 
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Figure 1-1  Previous fixed route system service area

Figure 1-2  Map of RIDE service area
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At the time of launch, RIDE provided service between 7:00 a.m. and 6:00 p.m., 
Monday through Saturday, with each ride costing a $1.50 flat fare for a single, 
one-way ride. RIDE also provided discounts for multi-ride bundles, meaning 
riders could purchase ride credits in bulk and were given additional credits for a 
total amount greater than what they paid. For example, a rider buying a $5 ride 
bundle was given a code that provided $6 in RIDE trip credits. In addition, if a 
rider brought an additional passenger, a plus one, on the same trip, the cost of 
that additional passenger was only $1. RIDE’s service could also accommodate 
multiple riders on the same trip, based on the number of trips heading in the 
same direction at the same time. Vehicles and bookings were limited to a 
capacity of four riders, which has now increased to six riders after the lifting of 
COVID-19 social distancing practices. RIDE launched with 13 vehicles, including 
several wheelchair accessible vehicles (WAVs). Figure 1-3 shows Wilson’s 
announcement of RIDE’s launch on the City webpage. Additional marketing 
materials are included in Appendices A, B, and C of this report.

Figure 1-3  Announcement of RIDE’s launch in September 
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Section 2 Project Description
With a goal to improve access to opportunities, especially for households 
without reliable vehicle access, the City of Wilson along with NCDOT, pursued 
the Transforming Public Transit with a Rural On-Demand Microtransit Project. 
The project supports the goals of the Federal Transit Administration (FTA) and 
the US Department of Transportation’s Accelerating Innovative Mobility (AIM) 
initiative by increasing access to jobs, healthcare, and other services in a rural 
area. The project proposed using FTA funding to increase service hours by 
approximately 150 vehicle hours per week, exploring options to adding Sunday 
service, overnight service, extended hours, and additional peak-hour vehicles. 

On August 27, 2020, it was announced that the City of Wilson and NCDOT were 
awarded $250,000 in AIM funding to increase service hours. The City of Wilson, 
NCDOT, and FTA signed a cooperative agreement in February 2021 and the one-
year demonstration launched on March 1, 2021, and went through February 28, 
2022. The demonstration expanded hours of weekday operation to 5:30 a.m. to 
7:00 p.m., from the original 7:00 a.m. to 6:00 p.m. service hours. These expanded 
hours provided an additional two and a half hours of weekday service. Saturday 
service hours remained unchanged.

RIDE’s service was designed to yield economic benefits and improve quality 
of life for Wilson’s rural businesses and residents by showcasing how public 
transit providers can support the full transportation needs of a rural area with 
on-demand microtransit. The demonstration’s intended benefits included:

• Improved access for seniors, students, and individuals with disabilities
• Improved equity and accessibility to public transit
• Improved safety and efficiency
• Improved perceptions of public transit and quality of service provided
• Improved access to employment opportunities
• Use of public-private partnerships for demonstration, data sharing, and

knowledge transfer

At the beginning of the demonstration, the city’s demographics were analyzed, 
showing that nearly 24% of its residents live below poverty level, 16% of 
residents have a disability, and 13% of households do not have access to a 
vehicle. Figures 2-1 through 2-3 compare the demographics of Wilson, Wilson 
County, and North Carolina with data taken from the American Community 
Survey (ACS) five-year estimates (2014–2018). In summary, Wilson has a greater 
percentage of the population living below poverty and without access to a 
vehicle compared to Wilson County and North Carolina. Both the city and 
county have greater percentages of populations with disabilities compared to 
the state. 
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Figure 2-1  Population living below the poverty level

Figure 2-2  Persons with disabilities
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Figure 2-3  Households without access to vehicles

The RIDE service area is all within Wilson’s city limits and the areas outside 
the boundary are not within the city limits. Most of the population within 
the Wilson area is within the service area, as the land uses outside of the city 
limits quickly transition to largely agricultural or open space uses. Figures 2-4 
through 2-6 highlight the RIDE service area and the highlighted demographics to 
demonstrate that RIDE serves the following populations:

• Population living below poverty
• Zero-vehicle households
• Persons with a disability
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Figure 2-4  Population living below poverty
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Figure 2-5  Zero-vehicle households
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Figure 2-6  Persons with a disability
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Project Evolution
This section describes how components of the RIDE service have changed since 
launch and during the demonstration.

Workforce Transition
As Wilson’s fixed route service ended, there were seven full-time operators 
employed. In preparing for the transition to microtransit, Via held several 
sessions for these operators to explain Via’s driver platform and employment 
opportunities. Via’s operators are employed as independent contractors rather 
than as employees of Via. In addition to the opportunities to become operators 
with Via, the city encouraged operators to apply for open city positions. Of the 
seven fixed route operators, one chose to drive with Via, one chose to transfer to 
another city division, and the remaining five chose to be laid off, thus receiving 
unemployment benefits.

Vehicle Partners
RIDE launched with 13 vehicles in September 2020, which were all provided 
by a single vehicle partner (Avis). Avis did not have any local service providers 
to perform routine maintenance and/or needed repairs on the RIDE vehicles, 
so all vehicle maintenance was performed an hour away from Wilson. During 
the spring of 2021, RIDE began experiencing issues with the length of time it 
was taking for maintenance, even routine maintenance such as oil changes. 
Anecdotally, Wilson reported that vehicles could sit for several weeks before 
being picked up for service, which would then take several additional weeks to 
be completed. 

As a result of vehicle maintenance occurring an hour away from Wilson, there 
were fewer vehicles in service and increased vehicle downtime. RIDE’s operators 
noted issues with vehicle availability; they might show up for a shift and not 
have a vehicle available to complete their shift. Fewer vehicles in service also 
increased ETA, decreased quality of service, and decreased ridership. For 
example:

• The week of April 11, 2021, had a weekly ridership of 2,300 and an ETA of
approximately 16 minutes.

• The week of June 20, 2021, had a weekly ridership of 2,100 and an ETA of
approximately 26 minutes.

• The week of August 15, 2021, had a weekly ridership of 1,800 and an ETA of
approximately 31 minutes.

Via worked with Avis to increase the number of RIDE vehicles from 13 to 19 in 
the summer of 2021, though the issue of maintenance taking too long persisted. 



FEDERAL TRANSIT ADMINISTRATION  13

SECTION  | 3 

Anecdotally, Wilson reported sometimes having only 8 vehicles operational out 
of the fleet of 19. 

Via tried to address the maintenance issues with Avis, but as the problems 
persisted even with an increased fleet size, Via looked to bring in a new 
vehicle partner (Buggy) that they already worked with in other markets. On 
September 22, 2021, Via introduced Buggy as their new vehicle partner. The new 
partnership increased the fleet size from 19 to 27 vehicles. Buggy also provided 
expanded access to local vehicle maintenance services that aimed to improve 
turnaround times and increase the average weekly number of active vehicles 
in the fleet. Almost immediately, ridership increased and ETAs decreased, as 
shown in Table 3-1.

At the end of 2021, RIDE’s total rides per quarter increased from approximately 
28,000 in calendar year Quarter 3 to approximately 38,000 in calendar year 
Quarter 4. The average ETA also decreased from 25 minutes in calendar year 
Quarter 3 to 18 minutes in calendar year Quarter 4. 

Engagement and Outreach 
Via has conducted numerous engagement and outreach campaigns to learn 
about rider and driver experiences with RIDE. 

Rider Surveys
Via conducted a rider survey between May 26 and June 10, 2021, that was 
released through the Via app and had 69 responses (full results shown in 
Appendix D). Of the survey respondents, 28% noted the desire to see decreased 
wait times. The responses aligned with the timeframe of the third-party vehicle 
partner issues that were observed and provided insight into long wait times 
noted by riders.

Via conducted another survey from November 21 to December 21, 2021, that 
was released through the Via app and received 91 responses (full results shown 
in Appendix E). The survey asked about riders’ demographic data and their 
experience with RIDE. The goal of the survey was to learn more about the 

Week of 
9/26/21

Week of 
10/04/21

Week of 
10/11/21

Week of 
10/18/21

Week of 
10/25/21

Requests 3,629 3,532 3,547 3,551 3,867

Rides 2,248 2,273 2,585 2,655 3,060

ETA (in minutes) 27.5 25.1 19.1 16.8 11.8 

Table 3-1  Change in Requests, Rides, and Average ETA after the Introduction of 
Vehicle Partner Buggy
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preferences of key rider segments and continue to improve tailoring the RIDE 
service to them. 

Churned Rider Campaign
On October 26, 2021, Via launched a churned rider campaign. A churned rider is 
a rider who has not completed a trip within seven days. The aim of the campaign 
was to contact riders who had been recently inactive; messages were sent to 
riders if no rides were completed seven days after their last ride. Since the debut 
of the churned rider campaign, an email has been sent to 651 churned riders 
and was opened by 277 riders (43%), and push notifications have been sent via 
the app to 552 riders and was engaged by 48 riders (9%).

Driver Campaigns 
Via responded in various ways to address RIDE service issues that were caused 
by a lack of drivers. In the summer of 2021, there was low driver supply on 
Saturdays, so for six weeks from mid-August through September, Via offered 
a driver promotion that increased pay rates to incentivize those who claimed 
Saturday shifts. Soon after this promotion, Via also launched a new driver 
acquisition campaign to expand the pool of driver partners available to operate 
the service during calendar year Quarter 4 in 2021. During calendar year Quarter 
4, 34 new drivers registered in the platform who had the ability to claim shifts, 
with 26 of those new drivers claiming a shift and completing at least one ride. 
Since the big acquisition push at the end of 2021, Via has maintained a large and 
stable pool of drivers, therefore slowing the acquisition efforts. 

Since the launch of the RIDE service, Via has also held in-person driver 
partner roundtables periodically to provide a forum to discuss the RIDE driver 
experience with Via team members and offer feedback. One was held during 
calendar year Quarter 4 of 2021 and another was in October 2022 to celebrate 
two years of service, thank the drivers and answer questions, and receive 
feedback about the service.

Campaign to Reach Riders Who Had a Negative Experience
Via ran an email campaign during calendar year Quarter 4 of 2021 that went 
out to riders who had a negative experience (such as a long ETA) and did not 
ride again to incentivize them to re-engage with RIDE. The email offered two 
free rides for riders who answered questions about their negative experience. 
The email was sent to 254 riders and opened by 69 (27%). Fifty-six riders (22%) 
responded saying they would be open to a phone call for a $10 gift card. A 
handful of riders were then called and interviewed about their experience.
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Project Evaluation
As required by federal public transportation law for demonstration projects 
receiving FTA Public Transportation Innovation funding, an independent 
evaluation was completed for this project according to 49 U.S.C. § 5312(e)(4). The 
RIDE demonstration was evaluated using a robust qualitative and quantitative 
evaluation approach. The quantitative aspect relied on a combination of user 
surveys, ridership data, and system data defined in the logic model containing 
the following elements:

• Project Goals
• Evaluation Hypothesis
• Performance Metrics
• Data Elements
• Data Sources

Results of this independent evaluation will be published in a separate report.

As quantitative data was provided by Via monthly, this section highlights key 
metrics during the demonstration period of March 1, 2021, through February 28, 
2022, along with highlighting RIDE’s performance since its launch in September 
2020. 

Key Metrics
The demonstration expanded hours of weekday operation to 5:30 a.m. to 7:00 
p.m. from the original 7:00 a.m. to 6:00 p.m. service hours. These expanded
hours provided an additional two and a half hours of weekday service. Over
the demonstration, the 5:30–7:00 a.m. weekday expanded hours had 10,341
completed rides and the 6:00–7:00 p.m. weekday expanded hours had 4,347
completed rides, with a combined total of 14,688 completed rides.

Table 4-1 shows the total number of completed rides and the average monthly 
metrics for the two and a half hours funded during the demonstration.

 

Monday–Friday 
(5:30–7:00 a.m.)

Monday–Friday 
(6:00–7:00 p.m.)

Completed Rides 861 362

Average Utilization 4.0 2.2

Percent of Demand Met 97.4 92.2

Average ETA (in minutes) 18.7 14.9 

Unique Riders 143 157

Table 4-1  Monthly Average RIDE Performance during Expansion Hours
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Table 4-2 highlights RIDE’s performance during the demonstration for 
expanded hours only and for all service during that period, compared to RIDE’s 
performance since inception.

RIDE’s performance overall during the demonstration was similar to 
performance seen throughout the life of the project, as shown in Figure 4-1 
and Figure 4-2. During the demonstration, RIDE showed an increase in monthly 
completed rides from 9,000 (March 2021) to 14,200 (February 2022), an increase 
of 58%. In addition, RIDE was meeting 94% of demand in March 2021, which rose 
to meeting 99% of demand in February 2022. 

However, Figure 4-1 shows a slight decline in ridership and the percent of 
demand met between May 2021 and September 2021. This decline occurred 
when RIDE experienced long vehicle service times with the original vehicle 
partner (Avis) that resulted in fewer vehicles being in service and increased 
downtime. This led to an increase in average system ETAs due to a lack of RIDE 
vehicles to respond to requests. Buggy was brought onboard as a new vehicle 
partner in September 2022 and added 8 vehicles to the fleet, bringing the 
total fleet size to 27. In addition, the introduction of Buggy helped to remove 
vehicle supply constraints and provided a quick turnaround for small vehicle 
maintenance issues. In the months following the addition of Buggy, RIDE 
continued to see an increase in ridership and a decrease in ETA.

Table 4-2  RIDE’s Performance

Expanded Hours 
During Demonstration 
(3/1/2021–2/28/2022) 

All Service During 
Demonstration 

(3/1/2021–2/28/2022)

All Service Since 
Launch 

(9/1/2020–12/31/2022)

Rides Taken 14,688 131,057 346,881

Average Utilization 3.1 3.6 3.8

Percent of Demand Met 94.8 96.0 97.0

Unique Riders 3,603 3,345 8,192
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Figure 4-1  Monthly completed rides and met demand (March 2021 – February 2022) during demonstration 

Figure 4-2  Monthly completed rides and met demand rate since RIDE launch (September 2020 – December 2022)
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Figure 4-3 and Figure 4-4 show how ETA fluctuated throughout the 
demonstration but was highest in August 2021 and decreased after that with 
the introduction of new vehicle partner Buggy. ETA also began to level out 
and stabilize in the last few months of the demonstration. Since RIDE’s launch, 
the average ETA increased overall until August 2021, after which it began to 
decrease and has stayed consistent at 19-20 minutes since the summer of 2022.

Figure 4-3  Monthly average ETAs since launch (September 2020 – December 2022)
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Project Benefits
RIDE’s intended benefits included:

• Improved access for seniors, students, and individuals with disabilities
• Improved equity and accessibility to public transit
• Improved safety and efficiency
• Improved perceptions of public transit and quality of service provided
• Improved access to employment opportunities
• Use of public-private partnerships for demonstration, data sharing, and

knowledge transfer

Rider surveys conducted during the demonstration show how those benefits 
were being achieved. The rider survey between May 26 and June 10, 2021 
(full results shown in Appendix D), asked how RIDE’s expanded service hours 
impacted the rider’s life. The overall response was positive with riders noting 
the ability to access work and healthcare more easily and an easier time 
accessing public transit. A sample of rider responses included:

• “Its alot better than the transportation we had before it's a major
help being able to get around alot more than I did before using the old
transportation it's a blessing.”

• “I get off at 6, three days per week and it helps me with getting home after
work.”

Figure 4-4  Monthly average ETAs (March 2021 – February 2022)
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• “I’m no longer late to work.”
• “Able to get to & from early or late Dr.s appointments.”
• “More convenient to have a ride outside of the normal business hours.”
• “Gave me one less day of walking into work.”

The survey also highlighted how riders depend on the service to make needed 
trips, as 87% of respondents noted the lack of a personal vehicle available to 
use for commuting or running errands. When asked how they would have made 
their most recent trip on RIDE if service was not an option, answers included:

• 27% of responding riders noted using a taxi or other rideshare
• 24% of responding riders noted walking, cycling, or using a wheelchair
• 18% of responding riders noted getting a rider from someone they knew
• 17% of responding riders noted not making the trip

Via conducted another rider survey between November 21 and December 21, 
2021 (full results shown in Appendix E), that provided additional insights into the 
benefits of RIDE. Of the 91 respondents:

• 57% reported annual incomes below $25,000
• 73% identified as a woman
• 80% identified as minorities
• 86% did not have access to a personal vehicle
• 94% noted that they would be disappointed if they could no longer use

RIDE services
• 57% said affordability was their main reason for riding
• 63% said RIDE has had an economic impact on their home or business

When asked what benefits riders have seen from using RIDE, respondents could 
select all answers that applied and answers included:

• 74% noted saving money
• 40% noted reduced commute/travel time
• 33% noted commuting/traveling more often
• 23% noted better access to employment opportunities

Elaborating on the question of benefits that riders have seen from using RIDE, 
rider responses included: 

• Being blind, the lack of transportation (that Ride provides) is just as
debilitating as many people's disabilities. One of the first questions on
applications is do you have a dependable source of transportation.”

• “I use it to go back and forth to work when I otherwise wouldn’t have a way.
I also use it to go out and buy my groceries instead of paying more for it to
be delivered.”
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• “I use ride to go grocery shopping and taking my kid to school and
daycare.”

• “I have the flexibility of not having to wait an hour to go and come as I need
to.”

• “I use ride for many purposes. Work, appointments, errands etc. It has
become a reliable resource when other transportation can’t be obtained.”

• “I save money by paying when 1.50 than paying $11 or $12 for a cab.”

Figure 4-5  RIDE at COVID-19 vaccination clinic
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Conclusions, Lessons Learned, 
and Recommendations
In September 2020, the City of Wilson fully replaced its existing fixed route 
transit system with third-party microtransit provided by Via Transportation, Inc. 
(Via). It was a two-year contract that ended in September 2022 with three, one-
year optional renewals. In September 2022, Wilson renewed the contract for an 
additional year.

The RIDE service launched with hours of operation from 7:00 a.m. to 6:00 p.m., 
Monday–Saturday. Looking for a way to increase service hours that contributed 
to the intended benefits of RIDE, including improved access to employment 
opportunities and improved accessibility to public transit, Wilson and NCDOT 
sought AIM Demonstration Funding. The $250,000 in awarded funding allowed 
for expanding hours of operation to 5:30 a.m. to 7:00 p.m., Monday–Friday, 
from the original 7:00 a.m. to 6:00 p.m. service hours. These expanded hours 
provided an additional two and a half hours of service, allowing RIDE to start an 
hour and a half earlier and end an hour later Monday–Friday. Saturday service 
remained unchanged.

While there were challenges to overcome throughout the year-long 
demonstration period and since the launch of RIDE, Wilson has seen 
tremendous success in the RIDE service. In a July 2022 NPR article,1  the City 
reported that RIDE averaged 3,700 trips a week compared to 1,400 riders its 
previous fixed route system averaged during a typical week, pre-COVID. 

The City of Wilson’s successes have been recognized with several awards 
including:

• America’s Transportation Award for “Best Use of Innovation and
Technology” from the Southeastern Association of State Highway and
Transportation Officials, August 2021

• The 2021 Marvin Collins Outstanding Planning Award – Advancing Equity
from the North Carolina Chapter of the American Planning Association,
September 2021

• Focus Technology for the American Association of State Highway and
Transportation Officials’ (AASHTO) Innovation Initiative, 2021

By being willing to innovate, Wilson continues to support RIDE’s intended 
benefits of promoting equitable accessibility to transit and providing 
opportunities for its citizens to access employment, healthcare, and other daily 
needs.

1 https://www.npr.org/2022/07/19/1111765630/on-demand-shuttles-have-replaced-buses-in-a-small-
north-carolina-town Agency Safety Plan Final Rule. § 673.5, Definitions.

https://www.npr.org/2022/07/19/1111765630/on-demand-shuttles-have-replaced-buses-in-a-small-north-carolina-town Agency Safety Plan Final Rule. � 673.5, Definitions.
https://www.npr.org/2022/07/19/1111765630/on-demand-shuttles-have-replaced-buses-in-a-small-north-carolina-town
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Challenges, Lessons Learned, and Recommendations
During the year-long demonstration and since the launch of RIDE, the City of 
Wilson, NCDOT, and Via have experienced challenges and successes that helped 
to improve the service and offer insights for other agencies contemplating 
a change to microtransit. Broadly, the challenges, lessons learned, and 
recommendations can be grouped into two categories—operations and 
funding—which are discussed in more detail below. 

Availability of vehicle partners in smaller markets. RIDE started with a single 
vehicle partner (Avis) that only performed maintenance in a city an hour away 
from Wilson. The lack of local maintenance resulted in fewer vehicles being in 
service, increased ETA, decreased quality of service, and decreased ridership. 
A new vehicle partner (Buggy) was introduced in September 2021 that added 
vehicles to the fleet and expanded access to local vehicle maintenance services 
within the city. With the introduction of Buggy, RIDE saw improved vehicle 
turnaround times for maintenance issues and an increased average weekly 
number of active vehicles in the fleet.

If smaller municipalities or transit agencies seek to implement microtransit 
offered by a third-party provider, they should consider the availability of vehicle 
partners within the area and whether those partners are able to service vehicles 
locally. 

Availability of drivers for all service hours. With the introduction of a third-
party provider, the RIDE service relied on contracted drivers. Throughout 
the demonstration, RIDE had trouble staffing off-peak times, including early 
morning hours, afternoons, and weekends, and certain days of the week, such 
as Mondays and Saturdays. Via initiated several driver promotions that offered 
increased pay or weekly bonuses during the days and times that were difficult 
to staff. In addition to staffing difficulties for specific service hours, there 
were times when staffing was more difficult than anticipated, resulting in Via 
offering higher wages and sign-on bonuses for drivers. Discussions at monthly 
check-in meetings as to reasons for the difficultly in hiring drivers related to the 
possibility of a limited driver pool within Wilson and the need for increased pay 
to remain competitive. It should be noted that the demonstration (March 1, 2021 
– February 28, 2022) fell during a time of low unemployment and high wages
nationwide.

If several municipalities or transit agencies within a smaller region seek to 
implement microtransit through a third-party provider, they should take into 
account the availability of drivers within the region as a whole. Depending 
on the proximity of the municipalities or transit agencies to one another, the 
possibility of competition to find and retain drivers for similar services offered 
by each entity should also be considered. 
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Establish reporting protocols for accidents/incidents/complaints. After 
a minor accident during the demonstration, Wilson noted the desire to have 
established policies and procedures for reporting and tracking accidents and 
incidents. Agencies interested in a similar service should consider establishing 
protocols prior to the start of service that could include how driver partners 
report any accidents or incidents, such as who to contact, what reports 
should be filled out, and the timeframe for reporting to the service provider. 
Protocols could also specify how and when the service provider reports that 
information to the transit agency or municipality. Wilson also desired to have 
documentation for reporting and responding to customers complaints, which 
could be included in the accident and incident report protocols as well.

Establish protocols for routine driver education. For the RIDE service, it 
has been helpful to maintain ongoing driver education to remind drivers of 
service policies or to provide regular training opportunities. For example, 
drivers were reminded that the RIDE service is corner-to-corner after questions 
arose about potentially providing door-to-door service for customers without 
accommodations for that service. 

Agencies should consider how ongoing driver education and communication 
will be offered by the third-party provider. 

Planning for federal transit requirements. Wilson’s transit fleet that was used 
prior to RIDE service was mostly at or nearing the end of useful life, and the city 
is in the process of disposing of vehicles with a federal interest. Other agencies 
interested in a third-party provider should think about asset disposal for items 
such as vehicles, buildings, and so on that have a federal interest.

Incorporation of federal requirements such as drug/alcohol testing, safety and 
training, and ADA (Americans with Disabilities Act) should also be considered 
prior to using a third-party provider.

Accounting for changing costs and service needs. RIDE launched in 
September 2020 during the unprecedented times of the COVID-19 pandemic, 
which has impacted service in its first two years in ways that could not have 
been expected. At times, RIDE had difficultly hiring enough drivers, perhaps due 
to low unemployment rates and higher labor costs, which led to the need to pay 
higher wages and offer bonuses or additional pay incentives to serve all service 
hours. In addition, in 2022, inflation soared and gasoline prices reached an all-
time high, leading to higher operational costs. RIDE launched with a single ride 
fare of $1.50 but proposed a fare increase in September 2022 to $2.50 per ride. 
While drastic changes in economic conditions cannot be predicted, agencies 
interested in third-party providers should bear in mind costing fares that can 
absorb changes within the first several years to prevent needing to increase 
fares while the service is still relatively new.
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In spite of unprecedented economic conditions, RIDE has been successful and 
continues to experience growth in the number of rides each month, even after 
two years of service. The success and continued growth have resulted in the need 
for additional vehicles and vehicle hours to meet demand and maintain similar 
service levels in the percent of demand met and the ETA. While additional funding 
is required to maintain a similar level of service, RIDE has been unable to further 
extend service hours to later in the evening, which was a comment received from 
some customers, particularly those working later hours. Agencies interested in a 
similar service should also account for adapting to changing demand in the first 
few years and how that will impact costs, but also consider future service goals 
and the level of funding needed to meet those goals. 

Availability and type of permanent non-local funding. Wilson’s launch of 
the RIDE service in September 2020 was a permanent transition away from its 
previous fixed route transit system. While the RIDE service is mostly covered 
using the same budget that was used for the fixed route system, there is 
increased cost for the RIDE service, which could continue to rise as demand 
grows and other costs increase. The demonstration funds are for short-term 
applicability, but there are limited permanent non-local funding opportunities 
for operating microtransit services. In addition to looking into permanent 
funding streams, agencies should consider any capital needs for microtransit 
and how to fund those facilities, as they may not be eligible under traditional 
transit capital funding. For example, Wilson provides a municipal parking lot for 
vehicle storage, but other agencies may not have that available and it would be 
an additional cost.

While there may be a few non-local operating funding opportunities, agencies 
interested in a similar service should weigh all funding options available to 
them. These could include administration funding or other non-local funding 
programs that could be applied, such as nonprofit funds for transportation to 
meet the needs of seniors or persons with disabilities. 

Partnership between NCDOT and the City of Wilson. The partnership 
between NCDOT and the City of Wilson was instrumental to the success of this 
microtransit project. First, the Integrated Mobility Division (IMD) within NCDOT 
led the development of the AIM application to secure the federal funding for 
the demonstration. In that effort, IMD led all local coordination necessary to 
prepare the award submission to FTA. IMD also led the entry of all required 
award information in FTA’s Transit Award Management System (TrAMS). 
Following the execution of the TrAMS award, IMD continued providing the 
regular project oversight required by FTA. That oversight included completing 
the Milestone Progress Reports  and Federal Financial Reports in compliance 
with federal guidelines and deadlines. NCDOT reviewed all project invoicing 
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to ensure compliance with 
applicable program-specific 
guidelines for AIM grant 
expenditures. Additionally, IMD 
staff supplied technical support 
to city staff during the entire 
demonstration in subject areas 
ranging from funding and award 
oversight to individual project 
details to contracting for the 
operation of the microtransit 
service.

NCDOT has also served as an 
important partner to connect 
the demonstration and the 
City of Wilson with other 
communities and transportation 
networks across the state to 
share information about the 
project’s implementation. 
Several presentations were made in communities throughout North Carolina 
highlighting the process for acquiring funding, lessons learned, and steps 
necessary for project success. 

As noted by Ryan Brumfield, director of 
NCDOT’s Integrated Mobility Division, 
“The City of Wilson’s RIDE service 
has greatly improved the quality and 
availability of public transportation in 
Wilson, leading to improved mobility 
and connectivity for Wilson residents. 
The project has helped NCDOT, the 
North Carolina transit community, and 
other states see the tremendous value 
and benefits of on-demand mobility, 
particularly in communities with a 
high percentage of transportation 
disadvantaged residents. The success of 
Wilson’s project and resulting expansion 
of on-demand services by other transit 
systems in the state has accelerated 
progress toward NCDOT’s vision of having 
equal access to opportunities for all 
residents.”
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RIDE Marketing Flyer
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How to Ride Flyer (English)
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How to Ride Flyer (Spanish)
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Rider Survey Results (5/26/21–6/10/21)
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Rider Survey Results (11/21/21–12/21/21)
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Acronyms and Abbreviations

AIM Accelerating Innovative Mobility 
ETA Estimated Time of Arrival
FTA Federal Transit Administration
NCDOT North Carolina Department of Transportation
USDOT United States Department of Transportation
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U.S. Department of Transportation
Federal Transit Administration
East Building
1200 New Jersey Avenue, SE
Washington, DC 20590
https://www.transit.dot.gov/about/research-innovation
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