UBER - FIND MY RIDE — PRODUCT DISCOVERY CASE STUDY

Solving the Last-100-Metre Pickup Problem

A problem-discovery, user-research and product-strategy case study for Uber India (Bengaluru) — built on the
framework Assumptions -» Hypotheses —» Evidence - Validated Insights, per the assignment brief.

By: Varun Kumar
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1. The Problem, As It Actually Shows Up Business Impact
Uber moves millions of riders from Point A to Point B. But in malls, .

airports, tech parks, hospitals, railway stations and gated 100% ~ 1 1g] 6
communities, the trip's final 100 metres — the gap between where the of riders who lose rides in the affected

app drops a pin and where the driver is actually standing — routinely their driver end up segment are cancelled

breaks down. Riders describe wandering between gates, drivers calling to

phoning them —
passive pins alone

ask "where are you," and rides cancelled after both sides have already don't recover the
waited. situation.
WHO WHERE 2 4 =
Riders in dense, multi-entrance Malls, tech parks, airports, = m in
locations — tech-park employees, hospitals, railway stations, gated of extra wait per

mall shoppers, airport travellers,
first-time / out-of-town riders —
and the drivers trying to reach
them.

affected pickup, on
average, for both
rider and driver.

communities — anywhere a single
GPS pin can't describe "which gate."

over pickup confusion
(=30% cancel rate x
=57% pickup-driven).

~$86M/yr

modeled recoverable

value for Uber India — a
research-team estimate,
not Uber-disclosed data.

PROBLEM TEARDOWN

A - Booking — "Where exactly should |

WHEN HOW OFTEN stand?" —» B - Boarding — "Will the driver find
Overwhelmingly at the booking - ~75% of surveyed riders are unsure me?" - C - Ride start — "Should | move to a
boarding step, before the trip has where to wait "often/always" (n=25, better spot?"
even started — not mid-ride. Bengaluru) — routine, not a rare
edgelcase; TECHNICAL — HUMAN —
POSITIONING COORDINATION
GPS drift, wrong No shared "meet
IS THIS REAL, OR AN ASSUMPTION? geofencing, multi- here" signal; can't
level buildings, no- text while driving;
ASSUMPTION HYPOTHESIS EVIDENCE VALIDATED entry / illegal- calls become the
GATHERED INSIGHT parking zones. only fallback.
Riders struggle  If we 25-response Confirmed. 75%
to find their survey/interview SurveyMonkey wander searching; Downstream / contextual layers: spatial-
driverin riders across survey + 10 in- 100% resort to environmental (multi-entrance traps, crowding),
complex Bengaluru tech depth rider phone calls when psychological (information asymmetry, night/alone
locations. parks, malls and interviews (see lost; long wait is safety anxiety), driver-side (idle time, distraction
airports, most will  p.3). the #1 stated risk).
report ]ocatlon cancellation Positioning and coordination are the root
confusion after reason. A -
booking. layer — everything else is downstream of
them, or outside Uber's direct control.
It's mainly a Fixing pin Interview coding Partially
"GPS accuracy alone of failure causes confirmed.
accuracy" should resolve (p.3-4) and Positioning is the
(positioning) most complaints. competitor technical root, but
problem. teardown (p.4). a human

coordination gap
(no shared "meet
here" signal) sits
alongside it —
both must be
fixed together.

WHY THIS MATTERS — IMPACT ACROSS THE BUSINESS

RIDER SATISFACTION

Confusing pickups create stress
and uncertainty before the trip
even starts — pulling down trip
ratings and NPS.

TRIP COMPLETION DRIVER PRODUCTIVITY

Pickup confusion is the largest Extra circling and calls mean
single driver of pre-trip fewer completed trips per
cancellations in the affected hour, and driving-while-
segment (p.3). distracted risk.

REVENUE & RETENTION

Riders frustrated at pickup are
the riders most likely to multi-
home with Rapido, Ola or
Namma Yatri (p.2)

Find My Ride — Uber Product Case Study | Figures marked "modeled estimate" are built by the research team from public ride-hailing benchmarks and
the primary survey; they are not Uber's disclosed financials
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2. User & Market Research
2.1 WHO WE'RE DESIGNING FOR
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PRIMARY TARGET

TECH-PARK

MALL VISITORS

18-35, shop / dine / catch
rides (Phoenix, Orion, Forum,

AIRPORT
TRAVELLERS

FIRST-TIME RIDERS

18-30, new to ride-hailing or
new to the city.

Nexus).

COMMUTERS

24-34, daily IT-corridor riders
(Whitefield / ORR / Electronic

City). weekend surges.

Pain: multiple gates, pin
defaults to main entrance,
repeated-call cancellations.

Need: exit-specific pickup
guidance.

Pain: confusing multi-entry &
parking zones, crowds,

Need: one easy-to-find spot,
shared with the driver too.

22-45, frequent flyers, time-

sensitive, luggage in hand. Pain: doesn't know pickup

norms; language barriers;

Pain: huge multi-level !
anxious about missing the ride.

terminals; zones exist but are

still not obvious. Need: a guided, confidence-

Need: minimal-delay, building flow.

unambiguous terminal/gate
guidance.

What unites them: an unclear pickup point - manual coordination by call/text - wasted time — higher cancellations. One core need: a guided, reliable,

easy pickup experience.

2.2 SIZING THE OPPORTUNITY IIIITD)

India ride-hailing + taxi (TAM) = $25.8B
L, App-based e-hailing (SAM, ~75% of TAM) =
$19.35B
L Uber's obtainable share (SOM, ~32% of =~ $6.19B
SAM)
Bengaluru TAM = $3.1B
L SAM = $2.3B
L SOM = $0.9B

Basis: modeled by the research team from category
comparables (India vs. structurally similar ASEAN / Latin
American ride-hailing markets) — not an Uber-published figure

USER & TECHNOLOGY BEHAVIOUR

Riders across Indian cities predominantly navigate by
landmarks, not addresses ("near the coffee shop,"
"opposite Gate 2") — a habit any pickup-guidance feature
has to design for, not around. Coordination today happens
informally over calls and WhatsApp-style texting, which is
exactly the behaviour a "meet here" in-app signal needs
to replace, not add to.

ALTERNATIVES RIDERS ALREADY USE

Beyond competing apps, riders fall back on Google Maps
/ Apple Maps for outdoor navigation, on-street auto-
rickshaws and bike-taxis (where permitted), and
increasingly Namma Metro for short, congested-corridor
trips — all of which compete for the exact "hard to reach"
trips this study is about

2.3 MARKET & REGULATORY TRENDS

e Rivalry is being redrawn by usage habits. Rapido's monthly
active users overtook both Uber and Ola in early 2026 (~74M vs.
~39M Uber vs. ~27-28M Ola, Jan-Feb 2026), climbing further to
~82M by mid-2026 — bike/auto-first habits now lead the category,
and pickup UX for two-wheelers differs from cars. (Sensor Tower data
via Moneycontrol/LetsDataScience, Jul 2026; Storyboard18, Feb 2026)

e Zero-commission is commoditising matching. Namma Yatri,
built on the government-backed ONDC network, passed 100 million
completed rides by June 2025 (=85M from Bengaluru alone),
charging drivers a flat ~X25/day instead of per-ride commission.
(Angel One, Jun 2025)

e New national rules attach a real cost to cancellations. The
Motor Vehicle Aggregator Guidelines (MVAG) 2025 cap "no valid
reason" cancellation penalties at 10% of fare / X100, and permit
dynamic pricing up to 2x base fare. Every pickup-driven
cancellation now carries an explicit, regulated cost on both sides.
(MoRTH, MVAG 2025; The South First, Jul 2025)

e Location data carries compliance weight. The Digital Personal
Data Protection (DPDP) Act 2023 treats live location as personal
data — any "smart pickup spot" feature must be consent-clean and
purpose-limited by design.

e Bengaluru's bike-taxi status is still unresolved. Banned
(single-judge order, Apr 2025) - services suspended (Jun 2025) -
ban lifted by a Karnataka HC division bench (23 Jan 2026) - the
state has since challenged that reversal before the Supreme Court
(2026). Two-wheeler pickup UX in the city remains a moving target.
(Storyboard18, Jan 2026; MediaNama, 2026)

e Vernacular UX is becoming a real moat. Kannada-language
interfaces are associated with lower cancellation rates in Bengaluru
— language rapport measurably cuts pickup-call friction, reinforcing
that this is a coordination problem as much as a technical one.

e EV and multimodal integration are accelerating. Uber Green's
EV fleet and metro-feeder integrations (e.g., Namma Metro
first/last-mile trips) are pulling more first/last-mile riders into
exactly the short, complex-location trips this study covers.

Find My Ride — Uber Product Case Study | Market-sizing figures are directional estimates; regulatory and competitive figures above are drawn from

named public sources as of 2026
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3. User Research — Method, Voices & Top Insights

3.4 TOP 10 MOST RELEVANT INSIGHTS

1. Pins are inaccurate / entrances confuse riders — the exact drop point is
hard to find (malls 44%, office parks 32%, airports 16% of confusion locations;

3.1 RESEARCH GOAL

Understand where, why and for whom
the post-booking pickup breaks down
in Bengaluru — and how riders cope
today — before designing any fix.

3.2 METHOD

Anonymous SurveyMonkey survey (n = 25,
distributed via WhatsApp / community
groups) + structured one-on-one interviews
with 10 riders across Bengaluru, consent
captured for all quotes and screenshots. A
subset of 5 of these riders were re-
interviewed after testing an early prototype
(see p.5).

3.3 KEY QUESTIONS ASKED

1.

When was the last time you booked a
ride, and where?

. Where do you usually get picked up

from, and how do you identify your
driver?

. After booking, how often are you

unsure exactly where to wait?

. What's the most frustrating part of

the pickup experience?

. When a driver can't find you, what do

you actually do?

. Have you ever cancelled — or

wanted to — because of the pickup?
What caused it?

. Would an app-suggested, easy-to-

find pickup spot help?

QUANT HIGHLIGHTS (SURVEY,
N=25)

100%

call the driver
directly once he
can't find them.

75%

wander searching
for their ride at
least sometimes.

95%

say ride apps
urgently need to
improve pickup.

80%+

want an app-
suggested, easy-
to-find waiting
spot.

survey n=25).

2. ~75% of riders wander searching for their ride; ~50% report unexpectedly

long waits (survey, n=25).

3. 100% resort to phone calls when the driver can't find them — the passive pin
doesn't recover the situation (survey, n=25).

4. Long wait time is the #1 stated cancellation reason, ahead of unclear
landmarks, crowding and look-alike cars (survey, n=25).

5. Riders look for the driver, not the car — vehicle colour/model mismatches
create real safety hesitation, not just inconvenience.

6. Multi-exit buildings are a specific, repeatable failure pattern —
towers/malls with 2-3+ gates default the pin to the wrong one almost every

time.

7. 95% say pickup "urgently" or "somewhat" needs to improve (survey,

n=25).

8. 80%+ say a specific, app-suggested waiting spot would help "a lot" or

"somewhat" (survey, n=25).

9. Language and unfamiliarity compound the problem for non-native / first-
time riders, who are more likely to cancel than negotiate a meeting point by

phone.

10. Airport pickups are "better but still not perfect" — zones exist, but the

exact terminal/gate and live updates remain a gap.

3.5 IN THEIR OWN WORDS

"My office building has three exits,
and the pin always defaults to the
main gate... | walk to Gate 2, then
explain the layout until the driver
gets frustrated and cancels."

— Parth Kaushik, tech-park
commuter

"The map pins me at the pub, but
the one-way street means the
driver is two lanes over — by the
time | find him, he's cancelled."

— Ishaan Kalia

"The last thing | want is 15 minutes
on a call coordinating coordinates.
Apps need to automate a seamless
pickup."

— Shivam Chaudhary

"Driver sometimes parks far away
or on the other side — | just stand
at the gate and wait, hoping."

— Divya R., interview round 2

"A white car showed up when the
app said silver. | argued for ten
minutes because | was scared to
get into the wrong vehicle."

— Monika Jain

"Finding your cab in an unfamiliar
area or with a language barrier is a
nightmare — it makes me want to
cancel on the spot."

— Garvit Joshi

"I'm not from here, so | don't know
where the driver can pick me up."

— First-time rider, interview round
2

"Not very confident reaching the
pickup spot, especially in malls and
tech parks — too many entry
points, and the map is confusing."

— Meera l., interview round 2

Strategy implication: every quote maps to one of three failure points — wrong spot, wrong-car
doubt, or driver-can't-converge — all downstream of the two root causes identified on p.1.

Find My Ride — Uber Product Case Study | All quotes captured with rider consent; names as shared by respondents for this study.
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4. Competitive Landscape & Industry Forces
4.1 HOW PICKUPS ARE HANDLED TODAY

04 /05

COMPANY SHIPPED TODAY BEFORE - AFTER GAP THAT REMAINS
Uber (India) Airport PIN-dispatch zones Crowd hunt - PIN-matched Works at airports; the everyday un-zoned
queue mall / tech-park / street pickup is unsolved
Ola Hotspots + Ola Maps Phone calls - curated point Same zoning gap outside designated
hotspots
Rapido Bad-pin alerts, upfront tip nudge Wrong pin - proactive nudge Reactive, not preventive; no spatial

guidance layer

inDrive Live location sharing only Manual - still largely manual No structured guidance layer at all
Namma Yatri / Zero-commission dispatch Commission-based -

ONDC subscription
Grab (SEA)

Commoditises matching, not pickup UX

Venue pre-booking + photo
walking guides

Calls - photo guide A model for visual ID — not yet spatial

routing

DiDi (China) Designated pickup zones + in-app  Roadside guess — fixed zone Zones need heavy per-venue ops
chat mapping
99 (Brazil) Landmark-snapping pins (Ponto Raw GPS - landmark pin Closest existing analogue to a positioning

de Encontro) fix

Bolt (Africa) Live ETA + in-app chat Manual - live tracking A coordination fix, not a positioning fix

Google / Apple Accurate outdoor navigation n/a — not a rider-driver
Maps matcher

No in-venue wayfinding or matching; sets
the accuracy bar riders compare Uber to

Takeaway: zones and OTP already solve the airport case. The gap is the everyday, un-zoned pickup — malls, tech parks, hospitals,
residential gates — where no competitor, Indian or global, has shipped a general-purpose fix yet.

4.2 PORTER'S FIVE FORCES — INDIAN RIDE-HAILING / MOBILITY INDUSTRY

COMPETITIVE
RIVALRY

Rapido's MAU overtook
Uber and Ola in early
2026 (p.2); all three
converge toward the
same bike-auto-cab
menu, while Namma

Yatri/ONDC sets a zero-

commission price floor.
Rivalry is intensifying,
not settling.

MODERATE

NEW ENTRANTS

Government-backed
ONDC infrastructure
lowers the
technical/matching
barrier, but rider trust,
driver supply at scale,
and MVAG-2025 safety
compliance still demand
real capital.

4.3 BUSINESS IMPACT ASSESSMENT

DIMENSIONS

User satisfaction - Trip

completion

Cancellation rate - Pickup

time

Driver efficiency - Op. cost

Support contacts

Retention - Revenue

Safety

Find My Ride — Uber Product Case Study | Rows citing

DIRECTION

SUPPLIER
POWER
(DRIVERS)

MVAG 2025 mandates
minimum fare-shares
(=80% own vehicle /
=60% fleet-owned) plus
welfare cover; multi-
homing across
platforms is now
normal, reducing lock-
n.

ASSESSMENT

BUYER POWER
(RIDERS)

Switching cost is near
zero; most riders run 2-
3 apps and price-
compare per trip. A bad
pickup is one of the few
moments a rider opens
a competing app mid-
decision

SUBSTITUTES

Namma Metro
expansion, autos / bike-
taxis (when permitted)
and walking or self-drive
all compete for exactly
the short, complex-
location trips this study
covers.

Confusing pickups add stress before the trip starts and are linked to ~1 in 6

affected-segment rides cancelling pre-pickup (p.1) — pulling down both ratings/NPS
and completed-trip volume.

Pickup confusion is the #1 self-reported cancellation driver, and average pickup time

inflates directly with reported wander/search time (survey, n=25).

2-4 min and up to 1-2 km of extra effort per affected pickup; the resulting support

load and driver idle-time both carry a real, if unquantified, operating cost.

LIKELY "Where is my driver" / wrong-pickup issues plausibly add to support load —
NEG. directional, not directly measured in this study.

Riders frustrated at pickup are the ones most likely to multi-home with Rapido, Ola

or Namma Yatri (p.2); modeled at up to ~$86M/yr in recoverable revenue for Uber

India.
NEG. Wrong-car boarding hesitation and night/alone anxiety around unclear pickup points,
(SPECIFIC per interviews (p.3).
CASES)

not Uber-disclosed; support-contact and op-cost impacts are directional judgement.

survey/interview data (p.1-3) are evidence-backed; revenue/cost figures are modeled estimates,
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5. Root Cause, Opportunities, Metrics & Recommendation

Root cause: Positioning (can the app describe a findable point?) and Coordination (can rider and driver converge without a phone
call?) are the root layer. Multi-entrance buildings, crowding, safety anxiety and driver idle-time are downstream symptoms or

environmental constraints outside Uber's direct control.

5.1 TOP 3 RESEARCH-LED OPPORTUNITIES

USER PROBLEM
ADDRESSED

OPPORTUNITY

1 - Smart Pickup
Spot (Safe Zones / 3D
map)

"Wrong spot" — positioning

"Driver can't converge" —
coordination

2 - Compass &
Proximity Guidance

3 - Verified Vehicle
ID (photo + plate +
"flash" beacon)

"Wrong-car doubt" —
coordination / safety

5.2 PRIORITIZATION LOGIC

Ranked by Impact x Feasibility x Root-cause fit, not
preference:

1. Smart Pickup Spot — very high impact, low-medium
effort; addresses the stated root cause directly; buildable
in-app with no new hardware.

2. Compass & Proximity Guidance — high impact,
medium effort; most valuable once Opportunity 1's spot
data exists.

3. Verified Vehicle ID — high impact in crowded/night
scenarios specifically; lowest technical effort, but
narrower alone — best shipped alongside 1 and 2.

5.4 FINAL RECOMMENDATION

Problem: the last 100 metres of the pickup — not the ride itself
— is where trust and completion actually break down in dense,
multi-entrance Bengaluru locations.

Evidence: 25-respondent survey + 10 rider interviews, cross-
checked against verified market and regulatory data (p.2, p.4).

Opportunity: shift Uber from a passive map-pin provider to an
active pickup coordinator, in-app only — no new hardware or
ops overhaul for phase one.

5.5 GO-TO-MARKET ROADMAP — BENGALURU FIRST

PHASE

WEEKS FOCUS

1-Tech 1-8 Office commuters,

EVIDENCE

80%+ want a suggested
spot; repeated multi-exit
complaints (Parth)

100% resort to calls;
crowded-environment
complaints

Monika's mismatched-car
quote; safety anxiety among
older / first-time riders

WHY THIS ORDER

Predictable patterns, dense

EXPECTED BENEFIT KEY RISK /

DEPENDENCY

Needs venue-level
mapping (B2B tie-
ups with tech parks
/ malls / airports) —
a real ops lift

Fewer initial calls;
higher first-attempt
pickup success

Needs reliable live
bearing data;

Hands-free final-
100m navigation;

works in degrades in high-
noisy/crowded rise GPS shadow
settings

Near-zero-cost
(reuses onboarding
photos); instant
visual confirmation

Photos go stale as
vehicles change;
needs a refresh
cadence

5.3 SUCCESS METRICS

North Star: Pickup Success Rate — % of trips where rider and
driver connect at the pickup point with no cancellation or "can't find
rider" report.

Supporting: calls-per-pickup (target <1.2, from ~1.8); pickup-
related cancellation rate (target <9%, from ~15%); average pickup
time; rider & driver CSAT on the pickup step.

Guardrails: driver idle/circling time must not rise; safety incidents
at recommended spots; opt-out / consent-complaint rate on location
features (tied to DPDP Act 2023 compliance).

Phased validation: pilot Smart Pickup Spot in 2-3 Bengaluru
tech parks (highest-frequency, most repeatable use case) -
expand to malls = expand to airports, each phase gated on a
measured drop in calls-per-pickup and cancellation rate.

Key risks: rider adoption of a new "walk to this spot" step;
prediction accuracy in dynamic crowd/traffic conditions; consent
design under DPDP; staying genuinely zero-ops for drivers.

Next research steps: expand the survey beyond n=25 for
statistical confidence; run a treatment-vs-control pilot to measure
actual cancellation-rate delta; validate the pattern in one non-
tech-park segment before a multi-city roadmap.

5.6 RESEARCH GAPS & LIMITATIONS

The survey sample (n=25) skews toward tech-
professional respondents and has not yet been
validated for hospitals, railway stations or gated
communities. Prototype feedback (5 testers) is
directional, not statistically powered. Cancellation
and revenue figures are modeled, not Uber-
disclosed. These gaps are exactly what the phased
pilot above and the next research steps (5.4) are
designed to close before a multi-city commitment

Parks peak hours, gate demand, easiest to measure
management impact

2 - Malls 9-16 Weekend surges, More complex, varied
multiple entry/exit behaviour — good for
points feature validation

3- 17-24 Traveller confidence, Highest-stakes, mission-

Airports multi-level navigation  critical case; scalable

playbook for other cities



