Carpool Standard Procedures

Use this as a guideline for organizing carpool for events.  The central carpool system is designed such that everybody that chooses to participate pays the same amount regardless of how full the car is or if they depart and arrive in different cars.  This avoids the old situation where someone rides down in one car, but rides back in another because it’s more full, and therefore has more people to split the cost.  This screws the guy that drove them down in the first place.

1) Determine drop-dead date for carpool participation.  They MUST email you by then, specifically saying they want to be in the central carpool.  If they can’t commit, too bad for them.  
a. They need to send the following by the deadline:

i. If they are driving for sure, willing to drive, passenger for sure, etc.

ii. FULL address and phone number (preferably cell to make last minute communication).

b. If passenger, then agree to pay the amount calculated by coordinator upon arrival at destination (please state how the cost is calculated, and that the website value is only a ballpark approximate).

c. If passenger, then agree to NOT pay driver en route.

d. Cash only to coordinator upon arrival.

e. If there aren’t enough drivers, a passenger might be dropped from the event in favour of a driver on the waitlist.  If that fails, remind them that being the driver is a benefit since the reimbursement is usually a little more than gas + maintenance.

f. Passengers and drivers can specify if there is some particular person that they prefer not to take/ride with, but it decreases the chance that their ride will work out.  They can also specify they’d like to ride with their significant other for example.

i. Just watch for requests like “I want to ride with that cute girl I met at the last event”.  It’s best if you’re reasonably sure that a specific request/desire to ride together is mutual.

g. If driver, then agree that the reimbursement is based on distance and current gas prices, but not based on actual consumption.  The per car cost on the webpage doesn’t mean they get that amount.

h. If driver, then specify how many passengers they can take.

i. If a carpool doesn’t work out for whatever reason such as no willing drivers, no passengers, etc., carpool is cancelled.

j. Coordinator will do his/her best, but nothing is guaranteed!

2) Day after deadline, email the names of all the people who said they’re in carpool for sure, and those that said no, or haven’t replied.  Give them 24 hours to CALL you if their name is in the wrong column.

3) Within 48 hours, based on the emailed info, put together a first draft of who’s in which car and email it out to all the carpool participants.  Tell them all who’s in which car.

a. Don’t send everyone’s address to everyone else, but just the addresses of the 2-3 passengers to that car’s driver.

b. Try to group it by location if possible.

c. Driver doesn’t have to always pick EVERYONE up.  Suggest some give and take here.  Perhaps a meeting place, or if only one passenger is in a different corner of the city, ask him to drive and drop off car at home of driver.

d. Try to mix up veteran and new members.

e. Try to involve as FEW cars as possible.  This is for environmental and administrative reasons.  

i. I tend to favor either a coordinator or a veteran member I trust to be the driver just for ease of organizing.  But that’s a personal preference.
4) Give them 24 hours to CALL you if there’s a problem.  It might be worth calling each driver to confirm since it’s rarer that a passenger has a problem with something.

5) If no changes are required, you’re set.  If changes are required, back to Step 3.  So plan the gap between registration/event payment cutoff, carpool cutoff and event date such that you can have at least 2 rounds of this just in case.

a. For the next while before the event, it might be a good idea to touch base with each person to make sure they understand.  Phone’s good, and email is fine as long as you’re sure they got it (replied to for example).

b. Remind them.

6) Calculate costs: use the website cost as a starting point.  Take it close to the date you leave since the costs changes now and again based on gas.  This is cost per car.  For the example below, we can use $100.

a. BASIC example: 3 cars, 10 people (3 drivers, 7 passengers).  The total cost for 3 cars is $300.  The cost for each person in those cars is 300 ÷ 10 = 30.  But of course, 3 of those are drivers, so you’ll get a total of $210 (7x30) from the passengers, of which each driver gets $70.

i. One way to visualize this is to make the drivers pay transiently.  If they also pay the $30, then the total pool of money is $300 instead of $210, after which each driver gets $100.  REMEMBER: carpool is cost SHARING, so the driver is sharing the operational cost of the car with passengers.  Passengers are not there to pay so the driver can have a free ride.

b. DRIVER + SIGNIFICANT OTHER example: Sometimes, a person will say “my wife and I are going and have room for 1 more”.  Car A; Erin and I drive down and take 2 random carpool passengers.  Car B; Ryan drives down with 2 random carpool passengers.  Total car cost for two cars is $200.  $200 ÷ 7 people = $28.57.  The 4 carpool passengers pay the coordinator$114.28.  Ryan should get reimbursed $71.43, but Jason should only get $42.86.  Why did we get different amounts for driving the same number of carpool passengers?  Because Erin didn’t pay.  So while she may not be in the “central carpool”, she must be counted in the number of people in the cars.  

i. As above, carpool is about cost SHARING.  Nobody rides for “free” if you participate in carpool.  The driver doesn’t get his costs covered free, why should the significant other?

ii. One way to visualize this is to make the “Erin” in this situation pay transiently.  Basically, she pays into the carpool, but gets it back via me.

c. FORMULA:

7) Caveats:

a. Cars with different capacities not taken into account.  So a van that takes way more people gets the same as a compact that can only take 1 or 2 due to luggage gets the same reimbursement.

8) Complaints: Often people will complain about the high cost.  Worse, they like to do it after everything’s been settled.  Remind them that the extra bit the driver gets covers maintenance, driving the car, and risk to property.  As we have seen accidents have happened to cars on events.  This is important to address especially for new members.

Website calculated cost per car = A


Number of cars contributing seats = B


Number of people (count all heads, including drivers and significant others that might not seem to be part of the carpool) = C


n = number of seats prefilled: for example, n = 1 if it’s a simple one driver, rest of the car up for passengers, or n = 2 (or more) if there are other people in the car pre-filling the seats, such as significant others.


Cost per person should be (A x B) ÷ C


Amount of money to reimburse each driver should be A – (n x C)














