


Five-Year Vanpool Fare 
Demonstration Project

Proposing a simplified solution for Vanpool Fares 

to reduce barriers related to access 

while supporting economic recovery in our community 

as employees return to work following the pandemic



Vanpool







PROPOSED VANPOOL FARE STRUCTURE
Daily Round Trip Miles Monthly Fare

0-25 $25 
26-50 $50 
51-75 $75 

76-100 $100 
101-125 $125 
126-150 $150 
151-175 $175 
176-200 $200 

Daily Trip Fare $10 
Allowable up to 10 days/month



ITA AND CAC FEEDBACK

• It is beneficial to offer multiple fare zones to include shorter commutes

• Encouraging employer subsidies would be advantageous in forming new vanpool groups

• Lower income people lack transportation and employers are struggling to hire as a result

• Vanpool demand is uncertain for State workers – this is an opportunity to attract customers from different industries

• Very smart thinking because you can’t sell something if you can’t tell people the price

• Good step in the mission and vision of the agency – the proposed fare structure is focused on getting people where they need 
to go – similar to zero fare

• Makes complete sense to roll this out as people return to work and consider alternative modes of transportation

• Goal is to increase ridership and bring vanpool back to a healthy status asap

• Current fare structure is way to complex

• Consensus is to adopt a new fare structure and lower cost recovery rate

• Proposed fare structure is people centered rather than bottom line centered - getting more cars off the road

• Make it simple for staff and public



FLAT RATE FARE BENEFITS

• Advertise and communicate cost of vanpool – best marketing strategy

• Reduce administrative costs of collecting fare by reducing staff time from 160 to 40 
hours/month

• Allow more staff focus on Outreach, Recruitment, and Retention

• Attract employers and encourage subsidies

• Attract essential, industrial, lower-income workers with affordable consistent fares

• Retention – the fare is not based on ridership – it’s individual

• Per person fare allows groups to split for social distancing without changing cost 

• Per person fare allows for hybrid or intermittent work schedules

FOR THE FIRST TIME IN VANPOOL HISTORY, WE WILL BE ABLE TO TELL POTENTIAL CUSTOMERS 
AND EMPLOYERS HOW MUCH VANPOOLING COSTS!



COST RECOVERY

• 2019 Actual Revenue
• Annual Revenue - $1,389,143 - monthly average $115,762

• Direct Operating Costs - $1,471,873

• 94 % Direct Cost Recovery

• Projected Revenue based on 2019 data implementing flat rate 
• Annual Revenue - $1,019,100 – monthly average $84,925

• Direct Operating Costs - $1471,873

• 69 % Direct Cost Recovery

Increased ridership is expected with ability to market program 
effectively by clearly stating the cost to vanpool.



RECOMMENDED ACTIONS 

• Recommend moving forward with the proposed 
Vanpool Fare Demonstration Project

• Set Public Hearing for proposed Five-Year 
Vanpool Fare Demonstration Project 


