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Thanks to CEA for hosting, and presenters and attendees! 



• Provide an overview of the E-bike pilot context, 
development, launch, and progress to date

• Preliminary recommendations for other 
interested local governments

PURPOSE



• Designed to address GHG emissions and equity

• First municipal e-bike incentive program in BC (distinct from 
Nelson financing approach, BC SCRAP IT, and from bike 
shares)

• Informed by and collaboration with Community Social 
Planning Council and UBC REACT Lab

E-BIKE INCENTIVE PILOT

Presenter
Presentation Notes
A detailed feasibility study was completed that informed the design of the Saanich E-Bike Incentive Pilot Program.  The study found considerable potential for e-bikes to contribute to the District of Saanich’s climate action and active transportation mode share targets, and to deliver multiple co-benefits to the community.  It used economic models developed by professors at UBC that evaluated the impact of different incentive levels with the aim to maximize GHG emission reductions and cost effectiveness while supporting low income individuals. The program has also been informed by detailed input from the Community Social Planning Council and associated organizations in order to address equity barriers.An independent study is being conducted by the University of British Columbia Research on Active Transportation Lab as part of the pilot program to analyse the impacts of e-bikes in our community, including the impact of the incentives provided.  The study requires a minimum of 300 participants in the e-bike incentive pilot in order to ensure a statistically valid result. The analysis is necessary to understand the impact of e-bikes in our community and will be extremely valuable for informing future programs and climate action.  The results will be shared with Council, other municipalities, and orders of government once complete and there has been extremely high interest from these groups in hearing the results. 



• The E-bike Incentive Pilot is an action in both the 
Saanich Climate Plan and the Saanich Electric 
Mobility Strategy 

POLICY CONTEXT

Presenter
Presentation Notes
We are at the beginning of growing our understanding of what that means! It’s exciting, and it’s okay to make mistakes – learning is happening! I’m not an expert, but will share a bit of what I’ve learned through the USDN training we’re taking part in. 



SAANICH CLIMATE PLAN GOALS

Presenter
Presentation Notes
These GHG cuts are required to keep average global temperature rise to below 1.5 degrees Celsius. Above that, and we suffer worse consequences from climate change. 



CURRENT COMMUNITY GHG EMISSIONS

Presenter
Presentation Notes
We have two ways of measuring community GHG emissions. The first is territorial, which is comprised mostly of the emissions that happen within Saanich’s borders. For the first time, we’ve also measured consumption-based emissions, which includes emissions the food and goods we buy, no matter where in the world they were manufactured. Our climate plan reduction targets refer to our territorial emissions inventory, but the plan also includes actions to reduce emissions from food and materials, which grow in importance in a consumption-based emissions inventory. You can see that in both cases, the biggest source of emissions is burning fossil fuels for mobility. The mobility category mostly consists of travel by vehicles owned by people and businesses in Saanich. Ferry travel and air travel make up a very small portion of the mobility emissions. The second biggest source of emissions is fossil fuel burning in buildings. Can anyone guess which fuel type is responsible for the biggest GHG emissions in the building sector? It’s natural gas! 



MODELLED PATHWAY TO 2030 & 2050 TARGETS
• Business as usual is not 

enough
• No one silver bullet – change 

in many areas required
• Vehicle electrification and 

building retrofits have the 
greatest GHG reduction 
potential

• More reductions or 
sequestration measures still 
need to be developed to reach 
the net zero target by 2050

Presenter
Presentation Notes
These strategies require alignment of municipal, individual, household, industry, and senior levels of government to achieve. They are ambitious but necessary to avoid worsening climate impacts in the future. 



VEHICLE DECARBONIZATION TARGETS
• Transit Improvements: All BC 

Transit buses are electrified by 2030

• Electric Vehicles: 36% of all 
personal vehicles are electrified by 
2030, 90% by 2050. 50% of 
commercial vehicles are electrified 
by 2050. 

• Renewable Vehicle Fuels: 10% of 
remaining fuel is biofuel (in addition 
to existing federal standards) by 
2030, 100% by 2050

Presenter
Presentation Notes
These strategies require alignment of municipal, individual, household, industry, and senior levels of government to achieve. They are ambitious but necessary to avoid worsening climate impacts in the future. 



MODE SHARE TARGETS

Presenter
Presentation Notes
We must see both a shift to active transportation such as walking, biking and transit, as well as a switch to zero emission vehicles (such as electric vehicles).  There are already multiple actions being undertaken to support the shift to active transportation in our region including implementation and acceleration of our Active Transportation Plan and associated All Ages and Abilities bike network.I should also note that bicycle ownership is not a barrier to increasing the uptake of active transportation in our community.  According to the 2017 CRD Household Travel Survey, there are as many bikes as cars owned in our community, - we just don’t use them for most trips! 



VALUE OF E-BIKES

Presenter
Presentation Notes
These benefits, that are specific to e-bikes and not bicycles, mean that e-bikes are likely to replace more car trips than cycling alone. As such, e-bikes provide greater support for the shift to active transportation and meeting our climate targets.e-bikes are used for longer trips than conventional bicycles, with an average distance per trip of 6.1km. I should also note that bicycle ownership is not a barrier to increasing the uptake of active transportation in our community.  According to the 2017 CRD Household Travel Survey, there are as many bikes as cars owned in our community, - we just don’t use them for most trips! with an average of 2.43 bicycles per household, of which the large majority are adult bicycles.  Bicycles can be extremely low cost, particularly with a large second-hand market available. 



GHG SAVINGS ESTIMATES
• ~390-850 kg CO2e savings per 

participant/year

• Total emissions reductions from e-bike pilot 
may range between 1,000 to 2,000 tonnes 
of CO2e by 2030

• Similar or better cost per ton of GHG 
emissions savings to other concurrent 
climate programs

Presenter
Presentation Notes
As noted in Alex’s presentation, while e-bike trips replace all other modes of transportation, on average, e-bike trips do replace car trips in studies around the world. Every time they do so, they reduce GHG emissions. If they use an e-bike to shed a vehicle, that is a bonus, but we aren’t assuming that most will do so. 



• E-bikes were not modelled in the Climate Plan pathway, but additional 
modelling was conducted by C2MP Consulting indicating that if:

 widespread e-bike adoption is achieved, and

 e-bike average bike trip lengths of 5.3km (rather than the current 
average bike trip length of 3.3km) are achieved, then

• E-bikes could deliver an additional 6,000 tCO2e savings annually overall 
compared to active transportation without e-bikes. 

E-BIKES AND GHG MODELLING

Presenter
Presentation Notes
That equates to more than 1% of our community-wide annual territorial GHG emissions. If the e-bikes stay in garages while people drive their gas cars, they are a net negative for climate and environment. More local data is required to have more certainty with the model, hence the importance of the UBC study. 



WHAT DO WE MEAN BY CLIMATE EQUITY?

Climate equity means working towards the just distribution of 
the benefits of climate actions (mitigation and adaptation) and 
alleviating unequal burdens created or worsened by climate
change.

Photo credit: Alan Thurston

Presenter
Presentation Notes
So that’s the GHG aspect. The District has also made a commitment to equity in our climate plan as a guiding principle, and as an action to develop an equity lens to apply to actions going forward. 



FOUR ASPECTS OF EQUITY (USDN):
• Procedural (Inclusion): Inclusive, accessible, authentic engagement and 

representation in the process to develop or implement programs or policies.
• Distributional (Access): Programs and policies result in fair distributions of 

benefits and burdens across all segments of a community, prioritizing those with 
highest need.

• Structural: Decision-makers institutionalize accountability; decisions are made 
with a recognition of the historical, cultural, and institutional dynamics and 
structures that have routinely advantaged privileged groups in society and 
resulted in chronic, cumulative disadvantage for subordinated groups.

• Transgenerational: Decisions consider generational impacts and do not result in 
unfair burdens on future generations.

Presenter
Presentation Notes
We are borrowing from the USDN’s four aspects of equity. The E-bike pilot is specifically focusing on distributional equity, in that we are aiming to ensure that the incentives are not taking taxpayer dollars and funneling them to high income earners in the community, which is a risk with non-income qualified climate incentive programs. For instance, the Canada Green Homes Grant is only available to single family homeowners who occupy their home, excluding renters and those who live in multi-unit buildings. 



EQUITY CONCEPTS - TARGETED UNIVERSALISM

Presenter
Presentation Notes
The pilot uses a targeted universalism approach. Rather than providing the same program for all and expecting equitable results, we provide different incentive levels for households with different incomes, in an attempt to make access to e-bikes accessible to different households in our community. As we develop our understanding of how to enact these commitments, we knew we needed to skill up internally, gather data, and develop partnerships and engage with community. It was our luck to encounter Diana with the CSPC through the One Planet Saanich program, which is another fascinating project that we’d need a different webinar to introduce. They were working on incorporating equity in climate action at the local government level, and so we started having regular conversations about what the issues were and how we might work together. They generously provided expert advice and convened engagement meetings with other organizations in the community that serve low income residents. Then, as Diana outlined, they were able to secure funding from the Vancouver Foundation for the TACES program, and from there we were able to benefit from them convening advisory committees that provided honoraria. If you aren’t lucky enough to have a community organization eagerly seeking to partner with you and bring their own funds to the table, well, maybe you have other strengths to build on, and you can also benefit from many different climate equity learning resources, including the USDN Equity Foundations Course and the CUSP Equity in climate program design handbooks. And maybe you have groups you can partner with like we did with the Inter Cultural Association – we brought e-bikes and skilled instructors, and they brought their interested English language learner students who got to practice language skills and learn about climate-friendly transportation. SO THAT’S THE POLICY, GHG, AND EQUITY CONTEXT. 
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A detailed feasibility study was undertaken which included:

FEASIBILITY

• E-bike baseline data
• Benefits and drawbacks of e-bikes
• Barriers to e-bike adoption
• Need for e-bike incentive program
• Equity considerations
• Environmental, social, and economic 

potential impacts

• Financial feasibility (including cost per 
ton of GHG emission reduction 
estimates)

• Review of other e-bike and income-
qualified incentive programs

• E-bike incentive program design 
options and recommendations

Presenter
Presentation Notes
Benefitted greatly from previous work, including:City of Victoria’s work with UBC REACT Lab on e-bike program design recommendationsCRD’s Electric Mobility survey, which I will explore in following slidesE-bike programs in other jurisdictions, including the territorial government of the Yukon, the City of Nelson, and Burlington Vermont. 
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ENGAGEMENT

• Previous engagement:

 Climate Plan

 Electric Mobility Strategy, and 

 Survey in the CRD Local Government 
Electric Vehicle (EV) + Electric Bike 
(E-Bike) Infrastructure Backgrounder

• Saanich L.I.F.E. program survey
• TACES Program
• Industry (e-bike vendor) engagement
 Phone calls, survey, webinar

• Province (MOTI and EMLY
• BC SCRAP IT program



• High upfront costs – limited second hand market

• Can be unaffordable - particularly for lower 
income individuals

• Secondary barriers:
 Threat of theft
 Safety concerns
 Lack of public places to charge and park

BARRIERS TO 
E-BIKE ADOPTION

Presenter
Presentation Notes
However, in comparison, local surveys outline that the primary barrier to e-bike adoption in the region is upfront cost (Watt Consulting Group, 2018).  Models start around $1,600, with many in the $3,000-$4,000 range.  While there is an e-bike incentive through the SCRAP-IT program in BC and private financing available for e-bikes, these have limited uptake due to such restrictions as the need to scrap a qualifying vehicle, and/or to increase debt load and debt payments. Further, there is a considerably limited second hand e-bike market and these second-hand bikes remain relatively high cost.  This means that e-bikes can be unaffordable, particularly for lower income individuals.The Climate Plan included 10 Guiding Principles that were based on public feedback and were used to inform the development of the plan as well as the implementation of our climate actions.  One of these guiding principles is to ensure that the benefits and burdens of climate action are shared equitably.  Given there was no existing or forthcoming program that would address the need we had identified and given the noted benefits of e-bikes, an e-bike incentive program that addressed equity was included as a key action to address our GHG emissions in both the Saanich Climate Plan and Electric Mobility Strategy, approved by Council in 2020. These plans were based upon a considerable amount of engagement with our community.



DESIGN APPROACH

• INCENTIVES

• FINANCING

• BIKE SHARES

• EDUCATION/TRIAL E-BIKES

• WRAP-AROUND PROGRAMS

Presenter
Presentation Notes
Vermont Program that provides incentives and financing for e-bikes, education, an e-bike lending library, and pre-paid carshare credits. 



DETAILED DESIGN 
CONSIDERATIONS
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• Rebate to resident vs. point of sale

• Incentive levels

• Income thresholds & verification

• E-bike minimum criteria

• Application processes, accessibility 
and privacy

• Communications plan - equity



INCENTIVES BUDGET

Incentive Type Incentive 
amount

Target 
Number 
Distributed

Total 
Funds 
Needed

% of 
Funds

Tier 1: Above LICO*2.1 $350 180 $63,000 32%
Tier 2: Income-qualified 
(LICO*1.6 to LICO*2.1) $800 80 $64,000 32%

Tier 3: Income qualified 
(~LICO*1.6 and below) $1,600 40 $64,000 32%

Contingency (e.g. special 
offers $9,000 5%

Totals 300 $200,000 100%

Presenter
Presentation Notes
The e-bike incentive pilot requires a minimum of 300 participants to ensure a statistically valid result from the associated UBC study.  Based on engagement and available budget – the program targeted 180 participants at the $350 tier, 80 participants in the $800 tier and 40 participants in the $1,600 tier as shown in Table 1.I should note that these were target numbers, but it was expected that there would be some flexibility in those numbers  as lessons were learned during the early stages of the pilot.We would have preferred a larger number of income-qualified participants but there was a high level of uncertainly regarding the uptake by income qualified individuals.There is no other equivalent program to learn from and our engagement indicated potential difficulty filling the income-qualified incentives, given barriers to access and assumed lower availability of secure bike parking (e.g. in apartments).  However, a key lesson learnt from this pilot is that there was an unexpected high demand for e-bikes from income qualified applicants.  We have heard from many individuals that they have been extremely interested in e-bikes as a transportation option, but the cost had been a major barrier until this incentive became available.As such, while the program design targeted only 40 participants in the $1,600 incentive tier, 77 applications had been received by the time this incentive tier was closed  on October 15.  The $800 incentive was then closed on October 20 with 43 applications received – this was less than the 80 targeted to ensure sufficient funds would be available to accommodate the additional participants in the $1,600 rebate tier. The program was to be funded by $160,000 from the 2020 Surplus Appropriation approved by Council as part of their 2021 budget, supplemented by $71,000 from the Climate Action Reserve Fund that would come from the Climaet Action Revenue Incentive Program.  This provided a total budget of $231,000; $200,000 for incentives and $31,000 for additional program elements including the Trial-an-E-Bike events, safety skills course discounts, communications and data entry.  Program administration is being delivered in-house. 



OTHER PROGRAM BUDGET
• Staff time 
 ~0.25 FTEs to design the program
 ~3 FTEs in first 2 months after launch 
 ~1 FTE expected to complete the application and processing phase
 ~0.25 FTEs for ongoing work with partners, research, wrap up, 

recommendations & reports to council 
• $31,000 – additional program elements
 Promotions and materials (e.g. Try an E-bike Events)
 E-bike Safety Skills Course Discounts

Presenter
Presentation Notes
The e-bike incentive pilot requires a minimum of 300 participants to ensure a statistically valid result from the associated UBC study.  Based on engagement and available budget – the program targeted 180 participants at the $350 tier, 80 participants in the $800 tier and 40 participants in the $1,600 tier as shown in Table 1.I should note that these were target numbers, but it was expected that there would be some flexibility in those numbers  as lessons were learned during the early stages of the pilot.We would have preferred a larger number of income-qualified participants but there was a high level of uncertainly regarding the uptake by income qualified individuals.There is no other equivalent program to learn from and our engagement indicated potential difficulty filling the income-qualified incentives, given barriers to access and assumed lower availability of secure bike parking (e.g. in apartments).  However, a key lesson learnt from this pilot is that there was an unexpected high demand for e-bikes from income qualified applicants.  We have heard from many individuals that they have been extremely interested in e-bikes as a transportation option, but the cost had been a major barrier until this incentive became available.As such, while the program design targeted only 40 participants in the $1,600 incentive tier, 77 applications had been received by the time this incentive tier was closed  on October 15.  The $800 incentive was then closed on October 20 with 43 applications received – this was less than the 80 targeted to ensure sufficient funds would be available to accommodate the additional participants in the $1,600 rebate tier. The program was to be funded by $160,000 from the 2020 Surplus Appropriation approved by Council as part of their 2021 budget, supplemented by $71,000 from the Climate Action Reserve Fund that would come from the Climaet Action Revenue Incentive Program.  This provided a total budget of $231,000; $200,000 for incentives and $31,000 for additional program elements including the Trial-an-E-Bike events, safety skills course discounts, communications and data entry.  Program administration is being delivered in-house. 



FUNDING SOURCES
• $160,000 - Council one-time resource 

request

• $71,000 - Climate Action Reserve Fund 
(these funds are from the discontinued Provincial 
Climate Action Revenue Incentive Program –
albeit there is a provincial commitment to a 
future program)

• In-kind contributions from CSPC, UBC, ICA. 

Presenter
Presentation Notes
The e-bike incentive pilot requires a minimum of 300 participants to ensure a statistically valid result from the associated UBC study.  Based on engagement and available budget – the program targeted 180 participants at the $350 tier, 80 participants in the $800 tier and 40 participants in the $1,600 tier as shown in Table 1.I should note that these were target numbers, but it was expected that there would be some flexibility in those numbers  as lessons were learned during the early stages of the pilot.We would have preferred a larger number of income-qualified participants but there was a high level of uncertainly regarding the uptake by income qualified individuals.There is no other equivalent program to learn from and our engagement indicated potential difficulty filling the income-qualified incentives, given barriers to access and assumed lower availability of secure bike parking (e.g. in apartments).  However, a key lesson learnt from this pilot is that there was an unexpected high demand for e-bikes from income qualified applicants.  We have heard from many individuals that they have been extremely interested in e-bikes as a transportation option, but the cost had been a major barrier until this incentive became available.As such, while the program design targeted only 40 participants in the $1,600 incentive tier, 77 applications had been received by the time this incentive tier was closed  on October 15.  The $800 incentive was then closed on October 20 with 43 applications received – this was less than the 80 targeted to ensure sufficient funds would be available to accommodate the additional participants in the $1,600 rebate tier. The program was to be funded by $160,000 from the 2020 Surplus Appropriation approved by Council as part of their 2021 budget, supplemented by $71,000 from the Climate Action Reserve Fund that would come from the Climaet Action Revenue Incentive Program.  This provided a total budget of $231,000; $200,000 for incentives and $31,000 for additional program elements including the Trial-an-E-Bike events, safety skills course discounts, communications and data entry.  Program administration is being delivered in-house. 



INCENTIVE CRITERIA

$350 - $1,600

• 300 incentives for Saanich residents – one per household
 120 reserved for income qualified applicants 

• Purchase of new e-bikes (not used) costing $1,800+
• Meets BC Motor Vehicle Act “Motor Assisted Cycle” definition
• Bought on/after October 12, 2021
• For personal, not commercial use
• Incentives provided on a first-come first-served basis
• Discounts for bike safety skills courses
• Accessibility
 Submission via online portal, mail, in-person, appointment
 Point of Sale option with certified vendor
 Multiple options for providing proof of income

Presenter
Presentation Notes
The resulting pilot program provides…Other T&Cs applyFollowing engagement with marginalized 



• Launched October 12, 2021 with Trial-an-
Ebike ICA event

• Extremely high level of media coverage
• High immediate demand for income 

qualified incentives – now closed
• A limited number of $350 incentives are still 

available 
• Promising participation rates in the UBC 

study so far

LAUNCH

Presenter
Presentation Notes
The launch was tied to a 2-day Trial-an-Ebike event at the Intercultural Association of Greater Victoria – this was done in collaboration with the Community Social Planning Council and with support from the CRD, City of Victoria, and Capital BikesThe launch saw considerable media interest including coverage by the Times Colonist, CBC Radio, Global news and others.  While the pilot was expected to be popular, the media coverage led to extremely high numbers of applications within the first few days.  The intentional approach to make it accessible as possible also likely supported the high participation rate. Given this, the $1,600 and $800 incentive tiers filled quickly and were closed within one week of the launch. A limited number of $350 incentives are still available.Since the launch, staff were contending with a considerable number of applications within daysWaiating to input data – but from initial input we have a good mix of ages, genders, vehicle owners and people with disabilities applying – so it is appealing to a broad range of Saanich residents.



• Value in collaboration & embedding equity
• High media and community interest
• Flexibility to pull staff from other projects
• Complexity of having three tiers and multiple ways 

to apply (in person, mail, online)
• Challenges with our manual secure online portal 

and not using an automated system (but benefits 
in terms of accessibility)

• Challenges of needing to be office-based (privacy 
of documents) during COVID & cold & flu season 

• Positive feedback from participants & public

Preliminary findings
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Next steps
• Processing remaining applications
• Encouraging survey and e-bike skills course uptake
• Inputting data and analyzing demographics of 

participants against targets
• Exploring use of RecOnline for any additional 

incentives
• Exploring alternatives to first-come first-served 

approach
• Working with CSPC and UBC through the research 

and to establish recommendations
• Council updates and sharing findings 



WAYS TO GET INVOLVED
• Contact us for a copy of the feasibility 

study

• Work with local organizations to 
understand local climate equity context

• Collaborate with UBC on the study 
should you pursue your own program in 
the near future

• Stay informed about the TACES 
recommendations and UBC study results 

Presenter
Presentation Notes
And skill up on equity with resources from USDN and CUSP. 
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"We are happy owners of a new ebike to 
transport our daughters to and from school and 
more. Thank you so much for offering this 
rebate incentive. It has helped us move in the 
direction we were wanting to go by getting rid of 
our second car and purchasing an ebike. It will 
be life changing for us."

PARTICIPANT FEEDBACK
“This program is such a great idea, really brilliant. It will 
help people my age get out and about. If I had a bike 
I’d get out a lot more. It’s too far to get to the beach by 
bus, and walking hurts, but cycling is gentle with an e-
bike on my arthritis and I would get out a lot more.”

“Without this incentive I would have dragged my heels.” 

An e-bike purchase wasn’t an affordable option for 
me without your assistance so I am wholeheartedly 
grateful. ❤️
I will start the search for the right bicycle 
immediately. I am so excited!!!!!

“I don’t qualify for the bigger incentives, but I’m glad that 
Saanich is taking this approach and giving extra help to 
those who need it.’ 

“I am a newcomer to Canada.[…] I would like to participate in the program as I have been slowly saving to 
purchase a car that will enable me to apply for jobs that are two buses away or more than 30 minutes to cycle. 
However, I also like not being part of the program, polluting and congesting the roads, so am reluctant to buy. Not 
to mention the costs of running a car. Yet, it also means that I am still in a job I don’t much enjoy. Having a greater 
range to travel by bicycle I believe would be my happy medium.”



Questions
Glenys Verhulst, Sustainability Planner, District of Saanich
Glenys.Verhulst@Saanich.ca
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