Propelling Change
A Guide to Effective Ward Advocacy

Ward Advocacy Program (WAP)
The Ward Advocacy Program is at the heart of Cycle Toronto. Individuals come
together in groups that build relationships with residents associations, businesses,
schools and local elected officials. The vision of the program is to build a movement
of grassroots advocacy in local wards which will improve cycling for everyone in
the city. The Ward Advocacy Program is meant to engage cyclists and non-cyclists
alike to support activities that promote the everyday use of bicycles by improving
infrastructure, facilities and the public perception of cycling as a valid and vital
mode of Transportation.

Cycle Toronto
Cycle Toronto is a membership based organization that brings together cyclists
from across Toronto. We are a strong, unified voice advocating for the rights of
cyclists of all ages and from all parts of the city. We aim to shift the political culture
that has resisted the changes that are needed to ensure safe streets for cyclists. We
are a vibrant and amplified voice calling for the common goals of safe, legitimate
and accessible cycling in Toronto. Cycle Toronto coordinates city wide advocacy on
behalf of our members and provides resources for cyclists to be effective advocates
themselves by participating in the Ward Advocacy Program.

Our commitment to you
Cycle Toronto and ward groups work together in trust and for mutual benefit to
improve cycling conditions across the city. We recognize that we must support the
wards. We commit to providing:
•
•
•
•

Effective tools to ease communications with members.
Coordinating groups so activities are not in conflict.
Cooperating with city staff to access info and resources.
Contacting councillors to ensure groups have access to elected officials to
discuss projects and goals.
• Providing groups with training, materials, ward maps and information on cycling
developments and consultation processes.
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Ward Advocacy: Context
City of Toronto Planning: Draft Bicycle Policy Framework, 2014
Area 2
Big Gesutres Needed to
Expand Cycling

Area 1
Further Evolution of a
Maturing Cycling Culture

Learn more
about our
Minimum Grid
campaign at
minimumgrid.ca

Minor Grid
Major Grid
Recreational
Corridors

Area 1 consists of downtown and midtown areas, where cycling is
most popular, and infrastructure needs to be built quickly to satisfy
the existing demand. Area 2 consists of the inner-ring suburbs,
where levels of cycling are much lower, where bold programs and
infrastructure are needed to increase ridership.
Cycle Toronto: Map of Active Ward Groups 2014

Active Ward
Latent Ward
Inactive Ward

Find your ward
by typing in your
address on our
ward finder!

The City of Toronto was created in 1998, and has fourty four wards,
with 2.6 million people living across the city. Each ward has the
population of a large town, with a City Councillor that is elected
once every four years. Cycle Toronto seeks to be active in twenty
three of these wards, with the goal of securing a majority of votes
when important items appear before council.
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Ward Advocacy: Goals
Advocacy

To encourage civic engagement among cyclists.

Coordination

To organize cycling advocates into ward groups in
order to achieve local goals that are synchronized
with braoder Cycle Toronto initiatives

Education

To teach members about the role of municipal
government in cycling advocacy

Communication

To maintain active lines of communication
between ward groups and Cycle Toronto staff.

Assistance

To support ward groups by providing resources
for local advoacy efforts.

Partnership

To develop mutually beneficial relationships
between ward groups, city staff and councillors

Outreach

To engage ward groups in their local communities
and build support for Cycle Toronto

Membership

To encourage engaged cyclists to support the
work being done on broader Cycle Toronto
initiatives by becoming dues-paying members.

Social

To provide opportunities for cyclists to come
together and build community through closer
relationships.

Strategy

To encourage ward groups to become more
methodical in their processes, to improve the
consistency in achieving ward groups goals.
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Ward Advocacy: Structure
Staff
Organizer
Ward

We want to build a network of ward advocacy groups. This is inspired by the
“snowflake model” of organizing, which allows self-sustaining groups to take on
leadership and responsibility in their local context, while connecting them to other
groups across the city. The model encourages multiple channels of communication,
responsability, accountability, and emphasizes collective effort more than a
pyramid model of centralized power. This can amplify our voice, and grow our
organization so that we can take on campaigns at a greater scale.
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Ward Group Structure
COMMUNICATIONS
COORDINATOR

CHAIR
OUTREACH
COORDINATOR

ADVOCACY
COORDINATOR

Adopting more structure in your ward group can be beneficial. When the
roles and responsibilities are more clearly defined, work can be shared,
communication can be improved within the group, as well as between
wards.
Improved coordination can increase the professionalism of each ward
outreach and advocacy efforts. Most importantly, each group is more
likely to achieve their goals, elevating the impact of Cycle Toronto’s work
across the City.
6

Cycle Toronto
cycleto.ca

CHAIR

COMMUNICATIONS
COORDINATOR

- Calls the meeting.

- Consistent tone on social media.

- Creates meeting agendas.

- Monitors ward E-Mail account.

- Chairs the meeting.

- Maintains ward’s web presence.

- Checks-in with new attendees.

- Collects contact information.

- Delegates minutes.

- Coordinates messaging with HQ.

- Liaises with Organizer.

- Circulates minutes and agenda.

OUTREACH
COORDINATOR

ADVOCACY
COORDINATOR

- Plans events on behalf of group.

- Link to Advocacy Committee.

- Evaluates opportunies in ward.

- Manages local campaigns.

- Develops local partnerships.

- Attends public consultations.

- Coordinates volunteers.

- Evaluate potential Action Alerts.

- Reserves the ward kit.

- Deepens own technical expertise.

- Applies tabling best practices.

- Deepens expertise of the team.

Ward groups should work towards establishing minimum terms for key
roles. Having a 12 month term for positions of leadership within a ward
communicates a need for a solid committment, while also allowing for
changes in leadership to occur in a more predictable way.
Ward groups that are too small to immediately fill these positions can
have a goal to grow to a point where the roles can be filled. Mature groups
can reflect on their existing focus, and consider how to introduce more
social or outreach events to compliment their advocacy efforts.
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Starting a Ward Group
Step 1 - Contact Cycle Toronto’s Ward Advocacy
Manager, and talk about your intentions.
Step 2 - Write a friendly introductory e-mail for
your ward and pick a venue.
Step 3 - Send the email, link to a Doodle poll to
help schedule the best time. Promote widely.

Consider all the issues in your
neighbourhood. Which issues are
you most likely to change? Check
out the Alliance for Biking and
Walkings resource called ‘Winning
Campaigns’ to help create a plan
for your ward.

Step 4 - Close the poll, make reservations if possible. Follow up with attendees.

The Amazing Meeting
Plan the Meeting - Cycle Toronto is here to
help. Decide the goal of the meeting. Decide who
needs to be there. Prepare the agenda ahead of
time and circulate to anyone who want’s to know.

TOOLBOX
Find Your Ward
View Agenda Template
View Meeting Notes Template
View some Icebreakers

Set up the Meeting - Central location, adequate
seating, low noise. Start and finish on time. Sign
in new attendees. Make everyone comfortable.
Have informal time for chatting after the meeting.
Running the Meeting - Do introductions and
icebreakers. Get early feedback on the Agenda.
Establish ground rules. Stay on track. Watch the
time, and try to keep it to 1 hour. Set the details of
the next meeting.
After the Meeting - Gather any feedback.
Follow-up with new members, and with action
items. Summarize the meeting, and circulate to
the ward.
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Tips - Meeting Killers:
- Wasting meeting time
- Wasting peoples time
- Meetings with no action items
- Meeting for meeting’s sake

From Arguing to Advocating
Now that you know how to establish your ward group, your next
step is to begin organizing and advocating! Below is a list of basic
tips for effective advocacy. You can find more detailed information
on each point throughout the remainder of this guide.
Goals should be...

Specific
Measureable
Attainable
Realistic
Timely

Establish Goals - What are the issues that you want to address?
Do they involve infastructure, maintenance, safety or ridership?
Talk to neighbours and reach out the the broader community to
identify the issues. Try not to create goals in isolation, so that you
can gather support. It is also wise to limit the number of projects
undertaken. It’s better to do fewer things more thoroughly, rather
than do more things poorly.
Understand the Process - Learn how the City is organized and
get to know the chain of command. This is helpful when you’re
looking for allies. If you know the chain of command, it will be easier
to escalate your issue.

TOOLBOX
Guide for a
Powermap
Guide for a
SWOT Analysis

Identify Decision Makers, Allies and Obsacles - Develop an
understanding of potential allies and adversaries. You should work
with other groups that support your goals. Try to appreciate the
point of view of potential opponents and work to understand and
resolve objections when possible.
Understand Timing - Understand the timeline of the political
process, such as when elections are held, and when council and
committees meet. You have to know when opportunities will arise,
and time your efforts accordingly.

TOOLBOX
How to Talk
to Business
Improvement
Areas (BIA)

Build Constituency - Politicians react to constituent interests. If
you generate a network of people who support your goals, you will
be much more successful than if you acted alone, no matter how
worthy your project may be.
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Understanding the Process
Council and Committee Structure
November 2014

City Council

Executive
Committees
Executive
Budget
Employee
& Labour
Relations
Affordable
Housing
Committees report
to Executive
Committee.

Audit

Civic Appointments

Board of Health

Striking
Standing Policy
Committees

Community
Development
& Recreation

Parks &
Environment

Economic
Development

Planning
& Growth
Management

Public Works &
Infrastructure
Government
Management

Licensing &
Standards

Committees report to council.
Chairs Sit on Executive Committee.

Community
Councils
Etobicoke-York
North York
Scarborough
Toronto &
East York
Committees report
to council for some
matters and have
decision-making
authority for some
matters.

Improving Toronto’s infrastructure starts with an idea. This idea can come from the
public, the mayor, councillors, committees or city staff. All ideas are researched by
city staff, who consult with the public, and try to make it work.
If it can work, staff transform the idea into a report. Staff reports are taken to one
of the city’s committees, which debates it, and hears comments from the public.
These committees can approve (as is, or amended), defer until the next meeting,
receive for information only, refer to staff or another committee, or recommend to
council. All bike lane projects go to the Public Works and Infrastructure Committee
(PWIC) before council. With majority approval, the report goes to City Council for
consideration.
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City Council
Auditor General

Administrative
Structure 2014

City Clerk’s Office

City Manager
Joseph Pennachetti

Integrity Commissioner

Departments
of Interest

Lobbyist Registrar

Ombudsman

Executive Management

Human Resources

Internal Audit

Strategic & Corporate Policy

Strategic Communications

Deputy City Manager

Deputy City Manager

Long-Term Care Homes &
Services

Children’s Services

Parks, Forestry &
Recreation

Court Services

Shelter, Support &
Housing Administration

Economic Development
& Culture

Social Development,
Finance & Administration

Emergency Medical
Services

Toronto Office of
Partnerships

Employment &
Social Services

PanAm/Parapan Strategic
Planning &
Implementation

Deputy City Manager &
Chief Financial Officer

John Livey

Major Capital
Infrastructure
Coordination Office

Public Health*
Affordable Housing

Legal Services

Equity, Diversity & Human
Rights

Office of Emergency
Management

Waterfront Secretariat

City Planning

Engineering &
Construction Services

Jennifer Keesmat

Fire Services

Toronto Building

Municipal Licensing &
Standards

Toronto Water

Policy, Planning, Finance
& Administration

Transportation Services

Corporate Finance

Financial Planning

Finance & Administration

Information & Technology

Treasurer

Chief Corporate Officer

Accounting Services

Facilities Management

Pension, Payroll &
Employee Benefits

Stephen Buckley

Purchasing & Materials
Management

311 Toronto
Environment & Energy
Fleet Services

Revenue Services
Real Estate Services

Solid Waste Management
Services

When a recommendation is made to City Council, it can be approved, referred,
defered, received or amended. If the majority votes in support of an item, then it
becomes a by-law, and city staff is responsible for its implementation.
City Staff is a whole other animal. Councillors and the commities on which they sit
are the political wing of the city. Staff are the administrative wing of the city, and
have a parallel structure and process that is equally important to know.
Cycling Infrastcuture and Programs is nestled within Transportation services, and is
responsible for developing the 2016-2025 Cycling Network Implementation plan, as
well as other projects.
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The Importance of Timing
The Annual Cycle of Bike Infrastructure Projects

JUN

JUL

AUG

SEP

OCT

NOV

1. Budgets submitted
2. Projects narrowed down

1. Staff submit proposed operating and
Capital Budgets for the following year
- the budget amount determines how
many and what type of projects can be
delivered in the coming year.
2. Staff narrow down which projects will
be focused on as part of the following
year’s bike project report.
3. Capital Budget is reviewed, amended
and approved by council. Revisions are
made to the project list and implementation plans based on the approved
12
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budget. (Note: following a municipal
election, the Capital Budget may be approved as late as the following March)
4. Staff Focus on projects which will be
included in the Bikeway Network report
to PWIC and City Council. If a project
has made it to this point, then the design and operational issues have been
resolved to the general satisfaction of
agency stakeholders, Ward Councillors, and all affected communities - this
includes residents associations and
Business Improvement Areas (BIAs).

DE

EC

JAN

FEB

MAR

APR

MAY

JUN

3. Capital budget approved
4. Project development
5. Operating budget approved
6. Report to PWIC and City/Community Councils
7. Construction and Installation

Project which do not have the ward
Councillor’s support, for any number of
reasons, will likely be defered or rejected by Council.
5. Operating Budget is approved
6. Staff generally submit one Bikeway
Network report to PWIC and Council
to obtain approval to install several
bicycle lane projects. The timing of this
report can be closer to June/July if it
means a few more projects can be included. Traffic signals and roadway

narrowing require for trail-road crossings are reported to PWIC or Community Councils.
7. Transportation Staff coordinate
crews, issue construction notices to the
public and media, monitor installation,
conduct post-implementation evaluation for some projects, etc. Most of the
line painting is done overnight when the
roads are generally not obstructed by
traffic. Later in the season as overnight
temperatures drop, the line painting
has to be done during the day time.
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Project Types and Approvals
The Bikeway Network in the Toronto Bike Plan is the starting point for identifying
individual projects for implementation. Projects are selected each year based on
several factors, including:
- If a project extends or connects to an existing rount, or completes a gap in the
network,
- if a project is on a street scheduled for resurfacing or reconstruction,
- if there is strong community/councillor support for the project.
There are always exceptions, but assuming there’s funding, here is a breakdown of
what the approval process generally looks like for different kinds of projects.
Approval Level

Project Type

City Council

Bicycle Lanes
What is generally misunderstood about bike lanes is that
they are “reserved lanes,” similar to bus-only lanes, or
high occupancy vehicle lanes. As such, by-laws need to
be enacted by City Council to designate the bicycle lanes,
as well as codify all the associated parking and stopping
regulations necessary to implement the bicycle lanes

Local Councillor
Support + Funding

Multi-use Trails

Local Councillor
Support

Shared Roadway Routes

Community or
City Council

Bike Boxes
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Generally speaking, multi-use trails projects do not need
to be approved by City Council provided there is sufficient
funding to build them. if the treail project requires a
feature such as a new signalized crossing of a road, then
this would have to go to council.
Bike routes which use sharrow or signage do not require
City of Community Council approval
“No Right Turn on Red” regulations need to be
implemented for a bike box to function properly. These bylaws require community of city council approval.

Approval Level

Project Type

Dependent on the
project driving
the lane width
change

Lane Widths

Community or
City Council

Traffic Calming

Community or
City Council

Signing special provisions

Community or
City Council

Often lane widths are adjusted when bicycle lanes or
sharrows are introduced on a roadway. Narrow lane
widths can help reduce trafic speed and helps make room
for cycling infrastructure. Sometimes lanes are widened in
order to make sharrows feasible. Lane width adjustments
do not require specific approvals from City Council.
However, their implementation is tied to the approval of
the projects (e.g. bike alnes installation) that are driving
the lane width changes.
Physical measures such as speed humps, raised
crosswalks, chicanes or curb extensions can help to reduce
the speeds of motor vehicles. There is a clear process for
the community to initiate a traffic calming study. Traffic
calming requires Community or City Council approval,
and is subject to meeting technical warrants and a pooling
process.
In some cases, it will make sense to give bikes different
privileges than motor vehicle traffic. One example of this
is cases where cyclists are exempted from certain turn
restrictions.
Post and Ring Bicycle Stands
The City installs post and ring bike stands on City owned
property, such as sidewalks. Post and rings can only be
installed were there is sufficient space to maintain an
appropriate pedestrian clearway. The rules surrounding
spacing for installing post and ring stands is summarized in
the Vibrant Streets guidelines.
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Don’t get caught off guard!
Talking points for effective cycling advocacy

Below are some talking points you can use, but we encourage
you to be creative. Personal reponses make a better impact than
canned comments. Keep your responses positive and forwardlooking.
If cyclists want bike lanes, they should pay for them!
Cyclists already do pay for them. Anyone who pays rent or
property tax in Toronto is paying for municipal roadways.
Furthermore, bike lanes are cheap. A quick look at Portland, OR
confirms this. They calcualted that their entire system of cycling
related infrastrucutre - around 300 miles of bike lanes - cost
approximately $60 million, the equivalent to the cost of one mile
of new freeway.
TOOLBOX:

That new bike lane is going to put me out of business!

To learn more
about business,
bike lanes
and on-street
parking, be sure
to read these
resources:

Cycling is actually great for business. A recent study by the Center
for Active Transportation (TCAT) conducted in Bloor West Village,
and along the Danforth cuonters the assumption that removing
on-street parking is bad for business. The report concludes that:

Danforth Study
Annex Study
Bloor West
Village Study
BIA Engagement
slides (CD2T)
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• Less than 1 out of 5 visitors drive to the Danforth.
• People who live nearby tend to visit more often, and spend
more each month than people who don’t live nearby.
• Merchants tend to overestimate the proportion of customers
that drive, versus those that arrive by transit, foot, or bicycle.
• The majority of people surveyed, merchants included (58%)
preferred to see street use reallocated for widened sidewalks
or a bike lane, even if on street parking was reduced by 50%.
• In Bloor West Village, the majority of merchants predicted
that reducing on-street parking in favour of widened sidewakls
or a bike lane would either not impact, or increase their daily
customer numbers.
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Cyclists should be licensed!
The City of Toronto has decided four times that licensing cyclists
is more of an administrative burden than an effective tool for
reducing bicycle infractions, or as a revenue generator. In fact,
in the few places that have licensed cyclists in the past, such as
L.A., the program has been scrapped because of a waste of police
resources and an inability to enforce. Cyclists are already subject
to the law, and can get ticketed when they act unsafely. In order to
reduce infractions and improve roadways for everyone, we should
focus on education and infrastructure.
I saw a crazy cyclist the other day, who swereved in front of
me, talking on a cell phone, and still managed to tell me off.
You cyclists are so disrespectful!
We all have a responsibility for respect and cooperation on the
roadway. Delinquent cyclists are not representative of the average
commuter cyclist in Toronto. We shoudn’t forget the thousands of
people who travel safely and without incident every day. Bike lanes
and public education about road sharing responsibilities and best
practices serve all Torontonians, regardless of travel mode. We’re
all in this together. Let’s not let a few bad apples spoil the bunch,
and instead, focus on education, cooperation, and respect.
What’s the big deal anyway? Why should I ride a bike?

TOOLBOX
For talking
points on
cycling safety,
check out
our cyclists’
handbook.
It comes in
17 different
languages!
Handbook

A bicycle lets you travel where you want to go, when you want to go
and is often quicker than public transit or a car. When you own a
bicycle, your travel costs are hundreds of dollars less than the cost
of transit, and thousands of dollars cheaper than a car. It’s also
a great way to stay healthy. Exercising regularly on your bike will
improve your mental and physical health. Cycling is also fun!
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Fun Facts
• Mode Share is the proportion of trips to work
taken by bicycle - In 2011, the Toronto CMA had
a cycling mode share of 2.8%.
• There has been a 67% increase in cycling mode
share from 2006 to 2011. There was a 30% in
the cycling mode share from 2001 to 2006.
• 63% of people would ride more often if there
were protected bike lanes.
• 2 out of 3 cycling trips in Toronto are made by
men.
• Downtown’s west end wards have the highest
cycling mode share in the City, ranging from
4.8% to 7.5%. - except for Toronto Island.
• 47% of all cycling trips made by women
happen in these four west end wards.
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