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Vanpool Team Introductions

Vanpool Coordinator Riley White
Vanpool Coordinator Magic Aguinaga

Vanpool Outreach Coordinator Kyle McPherson
Vanpool Outreach Coordinator Zach Heinemeyer

Commuter Services Assistant Alihaundra Borja



What is a Vanpool?

• A vanpool is a group of three or more people 

• Who share a similar commute

• Intercity Transit provides the van, fuel, insurance, and maintenance 

• Individuals pay a low monthly fare based on daily round-trip miles or 
a daily trip fare

• In some cases, employers cover a portion or all the fare for their 
employees



2022 – A Year of Change

• ITA approved simplified flat rate fare structure moving from over 2000 price points down to 8

• Flat rate fare implementation began in January

• Manual fare calculations and invoicing began in January

• Vanpool management software purchased to support the fare structure change and improve 
customer experience

• Fare calculations  and invoicing automated in December

• Fare payments received through payment portal integrated with software

• Automatic payment function option available for customers

• Electronic employer subsidy payment options receivable through payment portal or wire transfer

• Paper subsidy vouchers used by State agencies were replaced with electronic payment methods 
improving employer invoicing, subsidy tracking, and employee and employer access



Flat Rate Fare update

• Thanks to the ITA and CAC for supporting fare structure changes

• 65 new vanpool groups formed in 2022

• 337 new vanpool participants

• 4351 Daily Trips in 2022 – zero in past years 

• Daily Trip Riders work hybrid work schedules 



Flat Rate Fare 
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Trips and Miles and Groups

• 2021-2022 Trips increased 16%

• 2021-2022 Miles Traveled increased 36%

• 2021-2022 Groups – slight change (134-133)

• 2019-2022 Trips decreased 57%

• 2019-2022 Miles Traveled decreased 28%

• 2019-2022 Groups decreased 27%

• Summary – Vanpool groups are at 74% of pre-pandemic stats



Revenue and Expenses 
2019 vs 2022

• 2022 revenue collected = $441,965

• 2019 revenue collected = $1,389,143

• 2022 expenses = $1,602,526

• 2019 expenses = $1,471,873

• 2022 cost recovery = 28%

• 2019 cost recovery = 94%

• 2022 Cost/Trip = $7.52

• 2019 Cost/Trip = $3.00
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Trip Spark Features



Find a Vanpool-Explore Options



Commute Match Options



Potential Vanpool Matches



Sign Up
Create your Profile and Explore



Sign In
Sign Participation Agreement 



My Account



Payment Methods



View Statement Pay your Fare



View Statement Pay your Fare



Monthly Ridership Report



Commuter Calendar



Recruitment Incentives 

• Recruitment incentives are offered for referrals to Vanpool

• Person referring receives $100 Amazon gift card/referral

• In 2022 there were 216 referrals, totaling $21,600

• Subsidize 1st Month Free, totaling $15,945

• Subsidy and incentives applied to matching fund expenditures for 
WSDOT RMG Business to Business  - $55,000 local match



To or From Thurston County 

• Intercity Transit vanpool customers must commute either to or from Thurston 
County

• Thurston-Thurston County commute = 15%

• Thurston – Other County commute = 43%

• Other County  – Thurston commute = 26%

• Other – Other = 16%

• Exceptions – The VANPOOL must travel to or from Thurston County.  Some 
vanpool customers are along the route and their origin or destination may not be 
in Thurston County. JBLM & Madigan customers may not be in Thurston County

• Grays Harbor, Lewis, Thurston, King, Pierce, Mason, Kitsap, Cowlitz



Employer Info & Top 10 

• 1,057 vanpoolers participated in 2022

• 129 different employers

• 36 employers are Washington State Agencies

• 258 employees Washington State agencies combined

• 175 employees JBLM

• 120 employees Hardel Plywood

• 56 employees Boeing

• 55 employees Lacey Fire Department

• 32 employees Costco Corporate and Distribution Center

• 25 employees Bates Technical College

• 21 employees Pierce County

• 20 employees Intercity Transit

• 18 employees Federal Detention Center

• 16 employees Hands on Children’s Museum



Subsidizing Employers

Bangor Trident Base Boeing Centralia Physical Therapy
Chang Thai Cuisine City of Tacoma Corwin Health Physics
Costco Fairway Mortgage Federal Detention Center
FEMA Hands on Children’s Museum Intercity Transit
JBLM Kaiser Permanente Kenworth
Lacey Fire Department Madigan MultiCare
PACCAR Pace Edwards Pierce County
Puget Sound Naval Shipyard SeaTac international Airport Setina Manufacturing
Tacoma Public Utilities Transportation Security Administration

Most Washington State Agencies – but not all



Process for Subsidizing Employers

• Monthly Ridership Report submitted by group

• Employer Subsidy invoices manually prepared 

• Employers have access to individual fare information in TripSpark

• Employers make electronic payments through payment portal or wire 
transfer to our bank directly

• Employer subsidies are reflected in customer statements for balances 
due

• Some employer subsidies are paid directly to employees or through 
government issued Transerv debit cards



Subsidizing 
Employer 
Statement



6 Co-branded Vanpools
Chang Thai Cuisine



Centralia Physical Therapy



Centralia College



Fairway Mortgage



Hands on Children’s Museum



Corwin Health Physics



Grants

• 2021-2023 WSDOT RMG Business to Business VP Marketing awarded $220,000 with 
$55,000 Local Match – SHOUT OUT TO WSDOT! We were approved to use 100% to 
support the purchase of the vanpool management software which was needed to 
support the flat rate fare structure. ITA approved purchase for $289,102

• New WSDOT Vanpool Investment Program Marketing Grant  awarded $55,000 – no local 
match

• Total grant fund used for promotional mailer in 2023

• WSDOT VIP awarded for $324,000 for 12 2023 Toyota Sienna Hybrids  - arrived February 

• Grant funding covers approximately 71% of cost or $27,000 per vehicle

• Total purchase amount $455,760 with $131,760 remaining



Outreach and Marketing

• Hired Outreach Coordinator Kyle McPherson in December 2020

• Hired Outreach Coordinator Zach Heinemeyer in March 2022

• 65 new vanpool groups formed in 2022

• 337 new participants joined vanpools in 2022

• All ride matching, form all new groups, add new riders and drivers

• Pictures say a million words! The following slides show events, 
LinkedIn posts, customer quotes, feature articles, and community 
partnerships which were all included in the WSDOT RMG Business to 
Business Vanpool Marketing quarterly reports for 2022



Boeing 
employee quote 
about saving $

Shared on 
LinkedIn



LinkedIn post 
featuring new 

groups &
shout out to our 

maintenance 
team



Outreach event 
at Amazon



Lacey Fire 
District



LinkedIn Post 
Commute 

Options Event @ 
SPH

& 
Welcome  

Corwin Health 
Physics



LinkedIn post for 
new groups and 
Madigan Army 
Medical Center 

Event



Outreach at 
Madigan 

Organizational Day



Bates Technical 
College



Amazon Vanpool 
Parking



State RTW 
Marketing 
Campaign



Start with 3



Centralia College 
Co-branded Van



Daily Commute 
Option

for Hybrid Work 
Schedules



South Sound 
Real Estate 

Forum



JBLM Outreach 
& 

IT/PT Social 
Media Ad

Promoting Flat 
Rate Fares



ETC Networking 
With State



Vanpool 
Customer 
Featured 



JBLM Outreach



Camp Murray 
Outreach



Costco Outreach 
for New 

Tumwater 
Location



LinkedIn Posts 
Promoting Flat 
Rate Fare and 
New Groups



Thurston Talk 
Article

Save Money



2023 Marketing 
Campaign 

Sneak Preview 
Maul Foster & 

Alongi



Valentine Special 
Social Media Ad



Mailer



Rack Card



Rack Card



12 2023 Toyota Sienna Hybrids



Community Vans Program

• Offered to non-profit and government agencies

• Must qualify under 501(c)(3) filing status

• Complete application which includes information about the 
population served and transportation needs

• Must meet WSTIP insurance qualifiers

• Drivers must apply, meet eligibility requirements, and complete 
Defensive Driving Course

• Daily Reservations are scheduled

• Travel must be within 150-mile radius of Intercity Transit



Community Van Program 
• Capitol Campus Childcare Center

• Big Brothers Big Sisters

• Capital Land Trust

• Capital Recovery Center

• City of Olympia Parks, Arts, and     
Recreation

• City of Olympia Recovery Innovations

• City of Olympia Stream Team

• Family Education & Support Services

• GRuB

• Leadership Thurston County

• Mountain View Church

• Nisqually River Foundation

• NOVA Middle School

• Olympia Community School

• Olympia Kato Sister City Association

• Olympia Mutual Aid Partners

• Partners in Prevention Education

• Sacred Heart Church

• SS Community Farm Land Trust

• Terra-Forma Education

• The Mountaineers

• United Churches of Olympia

• Thurston County Chamber of Commerce

• Trout Unlimited

• WaYa Outdoor Institute

• Wild Grief

• 26 User Groups

• 8 Vans in Fleet

• 542 Trips

• 197,889 Miles

• $15,288

• Fare - $0.84/mile



Surplus Van Grant Program

• Annually, if qualified vans are available, Intercity Transit grants vehicles to eligible nonprofit or community 
organizations in our service district through a competitive review and award process 

• Applications are accepted and reviewed by a panel consisting of our GM, VP Manager, 1 VP staff, 2 
community members

• Maintenance Director and Vanpool Manager select vans for retirement and receive ITA approval

• The number of vans and number of SVG applicants are considered in the process along with funding criteria

• 2021 – 15 vans were granted

• 2022 – no retired vans met the funding criteria, so the SVG was not offered



Shout Out!

Riley White was promoted to Vanpool Coordinator 

Hauna Borja was promoted to Commuter Services Assistant

Magic Aguinaga led the TripSpark implementation project and was accepted 
for ACT ImpACT Leadership training

Kyle McPherson was awarded ACT 40 under 40 

Zach Heinemeyer joined the vanpool team in March after supervising the 
Village Vans program for several years



Questions


