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2. RESUME

2.1. Introduction du travail

Un des facteurs les plus marquants de notre société serait la disponibilité des moyens de

transport. Ceci s'avère être aussi vrai pour le transport de produits que ce ne l'est pour le

transport des êtres vivants. Il existe une grande variété de méthodes de transport

répondant aux besoins de déplacement de l'espèce humaine. Ces moyens permettent aux

humains de voyager dans l'espace, dans le ciel, sur et sous les océans, sur et sous la terre.

Les moyens permettant à l'être humain de se déplacer sur et sous la terre se divisent en

moyens de transport publics et privés. La sélection du type de méthode de transport sur

terre forme le sujet central de mon essai.

Cet essai constitue la dernière étape du programme de la maîtrise en gestion et

développement des coopératives offert par l'institut de recherche et d'enseignement pour

les coopératives de l'Université de Sherbrooke (IRECUS). 11 vise le développement d'un

outil de formation pour les nouveaux membres de l'organisation observée. La première

section de l'essai amène à mieux comprendre le projet coopératif qui se nomme le

"Calgary Alternative Transportation Co-operative (CATCO)." Dans la deuxième section

nous examinons le phénomène des organismes de partage automobile. Nous y décrivons

ce qu'est un organisme de partage automobile, nous présentons un bref historique du

phénomène, nous examinons certains des facteurs motivant l'établissement de ce type

d'organisation et l'évolution typique d'un tel organisme. La troisième section se penche

sur les raisons menant à l'adoption du modèle coopératif. Les coopératives de partage

automobile sont un phénomène plutôt récent. 11 existe quelques études sur les organismes

de partage automobile mais peu se sont penchées sur leur organisation en tant que

coopérative. La troisième section devrait présenté quelques éléments permettant

d'améliorer cette situation.

Pour des raisons pratiques, le texte entier est écrit dans la langue de Shakespeare. Ceci

permettra l'utilisation de l'essai en tant qu'outil de formation destinée aux membres
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présents et futurs de la coopérative. Une fois l'essai déposé, sa traduction à la langue de

Molière deviendra un projet personnel de l'auteur.

2.2. L'organisation nommée CATCO

Notre introduction de l'organisation qui s'appelle le "Calgary Alternative Transportation

Co-operative project", (CATCO) révèle que ses activités ne se limiteront pas au partage

automobile. CATCO participera au développement de méthodes de servant aux besoins

de ses membres et respectant l'approche du développement durable. L'utilisation de

l'information contenue dans le premier dépliant de CATCO nous permet d'en apprendre

plus.

2.2.1. La mission de CATCO

La mission de CATCO est de promouvoir, développer et opérer des méthodes

alternatives de transport dans la ville de Calgary en se servant du modèle coopératif en

tant que modèle organisationnel de préférence.

Pour accomplir ceci CATCO

1. Fera la promotion de, et encouragera l'utilisation de, méthodes de transport plus

durable.

2. Développera et opérera une coopérative de partage automobile

3. Aidera ses membres à développer des méthodes alternatives de transport

4. Aidera ses membres à réduire le coût des méthodes alternatives de transport

5. Développera des stratégies éducationnelles visant le transport durable

6. Développera des opportunités de faire un plaidoyer au sujet du transport durable.
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2.3. Description des activités envisagées par CATCO

2.3.1. Auto partage :

L'auto-partage est une méthode alternative de possession d'automobile. Il s'agit du

partage de l'utilisation d'une automobile par un groupe de personnes. C'est une méthode

organisée de redistribuer le coût de possession de l'automobile selon l'utilisation qui en

est faite. Il s'agit de plus d'une alternative qui serait plus écologiquement responsable que

ne le serait la possession d'une auto individuelle. L'auto-partage cherche à faire le

compromis entre la réduction de l'impact écologique de l'automobile et l'efficacité de son

utilisation. Les utilisateurs doivent normalement s'acquitter d'une cotisation remboursable

pour devenir membres de l'organisation. Les autres coûts sont normalement basés sur le

nombre d'heures d'utilisation et la distance parcourue. En retour, l'organisation s'occupe

du maintien du véhicule, de l'assurance nécessaire et du carburant utilisé.

2.3.2. Service de partage de transport :

Ce service s'adresse aux gens cherchant une alternative pour des voyages à destinations

hors Calgary. C'est un service organisé qui cherche à donner accès à un transport

sécuritaire et efficace. Tous les participants devront remplir un formulaire qui sera

examiné pour fin de sécurité. Une fois acceptés, les chauffeurs et les passagers se

contactent par l'entremise de l'organisation. Les passagers paient un taux négocié par

l'organisation.
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2.3.3. Service de "Car Pooling" :

Ce service s'adresse aux gens cherchant une alternative pour des destinations à l'intérieur

de la ville de Calgary. C'est un service organisé qui cherche à permettre une utilisation de

véhicules en alternance qui s'avère sécuritaire et efficace. Tous les participants sont

requis de remplir un formulaire qui est examiné pour des raisons de sécurité. Après

acceptation, le contact et l'échange de transport entre les chauffeurs et les passagers se

feront par l'entremise de l'organisation. Les passagers paient un taux négocié par

l'organisation.

2.3.4. Service de Bicyclette :

Ce service cherche à rendre service aux gens pour qui la bicyclette est la méthode

préférée de transport. L'organisation pourrait négocier des achats à prix de groupes et

intervenir pour l'amélioration des sentiers pour cyclistes. Le groupe pourrait agir comme

lien entre les différents groupes de cyclistes de Calgary.

2.3.5. Représentation :

Le CA et les employés de CATCO travailleront à promouvoir le développement et

l'opération de méthodes alternatives de transport dans la ville de Calgary

Le plus grand défi financier et organisationnel de CATCO s'avère être l'organisme de

partage automobile. Un examen plus approfondi de la documentation permet de découvrir

les facteurs qui motivent l'établissement de ce type d'organisme.

2.4. L'auto-partage

Nous savons que les organismes de partage automobile existent afin d'offrir une

alternative plus durable que la possession d'une automobile personnelle. Un organisme de

partage automobile diffère de la location automobile du fait que les membres partagent la

propriété des véhicules partagés. Le partage automobile diffère aussi du service de

partage de voyage et du "car pooling" puisque ces derniers servent les besoins de
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plusieurs personnes allant dans une direction commune alors que le premier sert les

besoins du membre. Plusieurs facteurs mènent les gens à y participer. Certains par intérêt

pour l'environnement. La pollution de l'air, l'utilisation des ressources naturelles et un

désir de mieux utiliser le terrain occupé par les routes et les aires de stationnement sont

quelques-uns des facteurs écologiques mentionnés. D'autres personnes y voient un

avantage financier personnel alors que certains sont concernés par les coûts sociaux du

transport. Le développement historique des organismes de partage automobile tend à

démontrer que l'intérêt principal des membres va de l'écologique à l'économique.

2.5. Pourquoi choisir le modèle coopératif

Les coopératives existent pour permettre à ses membres/utilisateurs de satisfaire leurs

aspirations et besoins économiques, sociaux et culturels communs au moyen d'une

entreprise dont la propriété est collective et où le pouvoir est exercé

démocratiquement. Les coopératives diffèrent des entreprises privées et des

organisations à but non lucratif. "La coopérative agit différemment parce que sa

structure la rend responsable auprès d'un sociétariat de base bien identifié."' 11 existe

un nombre de facteurs qui peuvent affecter la santé démocratique d'une coopérative.

Selon Bridault cette santé démocratique peut être maintenue si trois conditions sont

rencontrées. En premier lieu il est important d'assurer que l'avantage coopératif du

membre soit maintenu. En deuxième lieu il s'agit de s'assurer que la solidarité des

membres demeure active. En troisième lieu il s'agit d'assurer une formation adéquate

à la vie démocratique pour les membres, il ne saurait en être autrement pour les

gestionnaires. Une démocratie saine assure que les membres conservent le contrôle de

leur coopérative. Ce contrôle permet que les priorités centrales de l'entreprise

coopérative demeurent celles de ses membres. "Les coopératives sont d'un grand

intérêt spécifiquement parce qu'elles maintiennent un équilibre entre leur orientation

commerciale et leurs intérêts sociaux." La coopérative est un outil formidable qui a

fait ses preuves au service de ses membres. "Le modèle coopératif a plus de 150 ans

' Fairbaim, in Restakis and Lindquist 1998, p41 traduit par Grenier
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d'expérience. Pendant cette période elle s'est révélé être remarquablement durable et

capable d'être mise à l'œuvre dans presque toutes les activités économiques et

sociales."

De par sa définition la coopérative serait la seule forme organisationnelle d'entreprise

qui appartient entièrement à ses membres/usagers. La coopérative est enracinée dans

sa communauté et cherche à répondre aux besoins d'une population bien définie, ses

membres/usagers. C'est une organisation contrôlée de façon démocratique, un

membre - un vote, qui allie un mandat social à un mandat économique d'une manière

unique. La coopérative agit différemment car elle doit rendre compte à ses membres.

Ce sont les membres qui identifient quels sont les besoins qui doivent être rencontrés

et ce sont eux qui sont intéressés à voir ces besoins êtres satisfaits. Le choix de

développer CATCO sous le modèle coopératif assurerait que les priorités

organisationnelles demeureraient celles dictées par ses membres, selon leurs valeurs.

^ Lindquist, in Restakis and Lindquist 1998 p24 traduit par Grenier
^ Kauffman and MacPherson, in Restakis and Lindquist 1998, pl51 traduit par Grenier
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3. INTRODUCTION

At the closing of the 20*^ Century, one of the factors that distinguish our century from the

previous ones is our mobility capability. This is just as true for transporting goods as it is

for transporting beings. Humanity finds its mobility needs being served by a great variety

of transportation methods. These methods bave allowed humans to travel in space, in the

air, on and under the océans, as well as above and under ground. Ground transportation

methods are generally categorised as public or private transport. This essay will focus on

certain aspects of ground transportation.

It is hoped that this essay will enable us to combine the pursuit of académie knowledge

with the development of a training manual destined to help new members gain a better

understanding of the organisation they are joining. This will be done in order to provide

assistance to a project known as the Calgary Alternative Transportation Co-operative

(CATCO). This organisation will serve our purpose by allowing us to explore a fairly

recent ground transportation ownership system, organised car sharing. We will firstly

introduce the reader to CATCO. We will then seek to gain a better understanding of the

car sharing phenomena. The next step will lead us to explore the reasons for choosing the

co-operative model. Car sharing co-operatives are a fairly recent phenomena. There have

been some studies done on the development of car sharing organisations. Few, if any,

have looked at their development as co-operatives. This essay should allow us to add to

the accumulated knowledge about car sharing.



4. CATCO

We begin our exploration by introducing the Calgary Alternative Transportation Co

opérative Project. CATCO won't limit itself to car sharing. It will seek to actively

participate in the development of local and more sustainable alternatives to its member's

transportation needs. The project will help us gain an insight into the world of alternative

transportation and will serve as a launching pad to a better understanding of car sharing.

Some of the information contained in this introduction comes from the projecf s first

pamphlet which was prepared by the author of this essay. The pamphlet is included as

appendix 1.

4.1. CATCO 's beginnings

According to Hassinger and Pinkerton "one of the most important human

accomplishments is the ability to form groups that perform specifled tasks."'^ Such groups

generally form when an objective warrants the attention of a number of individuals

willing to unité their efforts in its accomplishment.

What motivâtes a group of individuals to develop an organisation like CATCO? In this

case, the individual's common interests lie in encouraging the use of more sustainable

modes of transportation. Such an organisation allows individuals to "combine their

resources to achieve spécifie goals. Each individual brings a set of interests, values,

expectations and capabilities.

The original group of members shared a common interest in sustainability. Ecological

concems were a prime mover for most of the members. Another mover was the

establishment of an organisation based on the values of self-help, self-responsibility,

democracy, equality, equity, and solidarity. Some wished to have an organisation devoted

to establishing ecologically sound personal transportation in Calgary. Others were

* Hassinger and Pinkerton, 1986, pl56



looking to establish a socially responsible democratically controlled self transportation

organisation. Most of the members were social activists. Included in the group were a

transportation planning and urban design consultant; a couple of accountants; a co

opérative management, training and development consultant and a co-operative

development and marketing consultant.

Having gained an insight into the inception of the group we will continue by presenting

the organisation as defined by its original members.

4.2. CATCO's Mission

To promote, develop and operate transportation alternatives in Calgary using the co-

operative model as the preferred organisational form.

To accomplish this CATCO will

7. Promote and encourage the use of more sustainable modes of transportation

8. Develop and operate a car sharing co-operative

9. Assist members in developing alternative transportation methods

10. Assist members in reducing the cost of alternative transportation

11. Develop educational stratégies focusing on more sustainable transportation

12. Develop opportunities for lobbying on issues affecting transportation

Figure 1 CATCO: areas of involvement

CATCO

1

Bieyet* i Calgary Académie N.P. Shared Rida Sharing Car PooHng ■
•arvte» Car Shevirig Car Sharing Vehicie Servtca Sarvica

Co-op Co-op Co-op

' Hassinger and Pinkerton, 1986, pl57



4.3. Why a co-op?

By définition the co-op is the only organisational form of enterprise that is wholly owned

by ils user/members. The co-operative is rooted in its community and seeks to serve the

needs of a well defined population, its user/members. The co-op is a democratically

controlled organisation, one member - one vote, that combines a social and an économie

mandate in a very unique way. The co-op behaves differently because it is accountable to

its members. It is the members who identify which needs are to be addressed and it is

they who have an interest in meeting those needs.

4.4. Description of intended activities

4.4.1. CarSharing:

An alternative form of car ownership. It consists of a group of individuals who share

access to vehicles which are parked close to their home. It is an organised way of

redistributing the cost of car ownership, based on actual use. It is also an environmentally

responsible alternative to private car ownership. It attempts to achieve a balance between

reducing the environmental impact of car use without giving up the convenience of car

ownership. Users typically pay an initial, partly refundable, membership fee, plus

additional costs based on the number of hours and kilométrés the car is used. The car

sharing co-op pays the costs of insurance, maintenance and fuel.

4.4.2. Ride Sharing:

This service is intended for people looking for an alternative for travel to destinations

outside of Calgary. It is an organised service that intends to provide access to safe and

efficient ride sharing. Participants are required to fill out an application form that is

reviewed for safety purposes. Once accepted, drivers and passengers connect through the

service. Passengers pay a fee for the service provided by the driver. CATCO may also

levy a fee for its service.



4.4.3. Car Pooling;

This service is intended for people looking for an alternative for travel to destinations

inside Calgary. It is an organised service that intends to provide access to safe and

efficient car pooling. Participants are required to fill ont an application form that is

reviewed for safety purposes. Once accepted, drivers and passengers connect through the

service. Passengers pay a fee for the service provided by the driver. CATCO may also

levy a fee for its service.

4.4.4. Bicycle Service:

This service is intended for people whose preferred form of travel is the bicycle. The

service could range from bulk purchasing power to bicycle use advocacy. It could be

used as a link to and between the varions bicycle clubs in the city.

4.4.5. Advocacy:

The CATCO board and staff will work to promote, develop and operate transportation

alternatives in Calgary.

4.4.6. Other:

Other activities will undoubtedly be added as the co-op members see fît.

4.5. Summary

In this section we have gained a basic understanding of CATCO. We know that it is

being formed to promote, develop and operate more sustainable modes of transportation

in Calgary. We have been given a quick synopsis of its intended activities: Car Sharing,

Ride Sharing, Car Pooling, Bicycle Service and Advocacy. We know that the preferred

form of organisation will be the co-operative. This basic understanding will serve as a

platform for our exploration of CATCO. We will explore in greater depth the activity that

seems to be its greatest fmancial and organisational challenge, car sharing. We will then

continue the essay by exploring the reasons leading to the preference for the co-operative

model.



5. CarSharing

Though the basic precept underlying the phenomenon of car sharing is rather simple, it

would be a mistake to présumé that its implementation would also be simple. A number

of these factors influence the structuring of car sharing organisations. Many of these

factors lead to the establishment of organisations adopting the same basic precept but

using very différent organisational stratégies. In this section we will endeavour to

examine the phenomenon of car sharing.

5.1. What is car sharing?

In many ways car sharing has been with us almost as long as cars have been sold. Ail of

us know of the family car. This is the parent owned car which is often used by other

members of the family, usually the children, who cannot afford their own cars. In this

situation the owner of the vehicle assumes ail of the responsibilities associated with

ownership, while occasional users enjoy its use without cost. They are in essence, free

riders. In this essay we will not be examining this type of private, informai, car sharing.

We will rather be focusing on organised car sharing.

For Harms and Truffer "carsharing means the common use of vehicles by various users

in succession and independent of each other. Katzev adds that "a car sharing

organization consists of a group of individuals who share a fleet of cars much as

members of a farm coop share expensive agricultural equipment."^ These two

descriptions allow us to understand the simple fondamental precept that lies behind car

sharing; Redistributing the cost of expensive assets among many users.

Another author explains that "car sharing is to automobiles what time sharing is to resort

properties - a group of people that share a resource... Car sharing is a mobility option that

^ Harms and Truffer 1998, p9
^ Katzev in CarSharing '98, 1998 p21



might be considered a means to own a fraction of many cars, something that is net
o

possible for most people." This aspect of car sharing makes it possible to bave access to

différent types of vehicles, as required. A car sharing organisation that owns pick-ups,

mini-vans and cars offer a wealth of possibilities to its members. Access to these vehicles

is gained through a réservation System. If there is a need to move larger items, the

member reserves the pick-up. If company comes to visit, access to a mini-van may be

very helpful. The member needs to go shopping, a car can fit the bill. Car sharing

provides mobility to its members. The cost of that mobility is tied to each member 's

actual usage of the vehicles, not to its ownership. According to some CAA figures, the

cost of ownership represents up to 76.9% of the costs of operating a car. Car sharing

allows members to redistribute that ownership cost more effectively, according to usage.

According to Michael LaFond, "it's not easy owning a car. Maintenance, repairs, parking,

traffic, break-ins and accidents can be real headaches. Cars devour hard-to-eam cash.

And after paying for registration renewals, insurance and permits, it seems you must

drive just to get your money's worth."^ Car sharing organisations give members freedom

from these concems. The organisations maintain, repair, fuel, register and insure the

vehicles used by the members. This characteristic of car sharing organisations allow the

members to get their money's worth out of their actual usage, not from the need to make

the full cost of individual car ownership and opération pay out.

Car sharing organisations around the world have taken many légal forms. Some have

been incorporated as non-profit clubs, others as co-operatives and still others as for profit

businesses. The formai structures adopted by each of these organisations represent

choices made based on local conditions. The choice made by the promoters of the

Calgary project is to incorporate as a co-op. This choice will de discussed later in this

essay.

^ Martin in '95, 1998, pI22
' LaFond in RAIN, 1994 p2



5.1.1. Car sharing, carpooling and ride sharing

The previous comments allow us to see that car sharing difFers from carpooling and ride-

sharing. While carpooling and ride-sharing are designed to "transport a group of

individuals to a common destination at the same time"'", car sharing is designed to

transport an individual to that individual's destination at that individual's convenience.

Both carpooling and ride-sharing have organised and non organised forms. In the case of

carpooling, a group of friends, or acquaintances, who share a général common

destination, during the same timeframes, may get together to use each other's car in

alternative periods of time. In this way they reduce the wear and tear on each vehicle. The

réduction in the number of vehicles helps to reduce traffic congestion and pollution. In

organised carpooling, a central organisation seeks to help members who are strangers to

each other find carpooling partners. It intends to provide access to safe and efficient car

pooling. Participants are required to fill out an application form that is reviewed for

safety purposes. Once accepted, drivers and passengers connect through the central

organisation. Both carpooling forms seek to match the use of a common vehicle, going in

a common direction with a number of people seeking to reach that destination. It seems

that Carpooling, as a whole is an exchange of car rides on a longer term basis.

Many non-organised ride sharing methods are well known. We can think of people

thumbing rides, students looking up ride sharing offers on school bulletin boards. It takes

many more forms but in essence there is no expectation of car rides to be offered in

retum. Some ride sharing may involve the payment of a fee for the service. In organised

car sharing a central organisation matches members who are strangers for the purpose of

sharing rides. It intends to provide access to safe and efficient ride sharing. Participants

are required to fill out an application form that is reviewed for safety purposes. Once

accepted, drivers and riders connect through the central organisation. Ride sharing doesn't

involve a retum of riding privilège, it does involve some form of agreed upon

compensation for the ride received. Both ride sharing forms seek to match the use of a

10 Katzev in Car Sharing '98, 1998, p21



common vehicle, going in a common direction with a number of people seeking to reach

that destination. It seems that ride sharing, as a whole is an exchange of car rides for

compensation on a single ride basis.

The différence between car sharing, carpooling and ride sharing résides in the number of

people using the vehicle and for what purpose. Both carpooling and ride sharing seek to

provide mobility to as many people as possible seeking to reach a common destination.

Car sharing seeks to serve the mobility needs of an individual. The destination and the

number of people joining is entirely at the individual's discrétion.

5.1.2. Car sharing and car rental

How can we differentiate car sharing from car rental? "The key... is to identify which

needs are to be addressed and which groups have an interest in meeting those needs.""

While the car sharing co-op is an organised way of equitably redistributing the cost of car

ownership and opération among its user/owners, the car rental business seeks to provide

transportation to clients in a way that will bring profit to its investors. In the case of the

co-op, the owners, who are the users, seek to satisfy their own transportation needs while

reducing their costs.

Co-op users typically pay an initial, partly refundable, membership fee, plus additional

costs based on the number of hours and kilométrés the car is used. Car rental agency rates

are based on daily usage and may or may not include mileage charges, these rates must

reflect the need to provide the profits required by the investors. The car sharing co-op

pays for the insurance and the fuel. In a car rental situation the client pays for the

insurance and the fuel.

Fairbairn in Restakis and Lindquist 1998, p36



5.1.3. Car sharing and public transportation

Car sharing is meant to complément public transportation Systems. "Members of car

sharing groups do not focus on using the car for transportation, but rather on mobility as a

whole... people are encouraged to choose the best possible vehicle or combination of

vehicles between the train, bicycle, shared taxi, and car for their spécifie mobility

need."'^ In essence, car sharing is meant to be used in conjonction with public

transportation to offer the member a tool to better manage personal transportation needs.

This use of a combined mobility strategy offers a more environmentally responsible

alternative to private car ownership. It attempts to achieve a balance between reducing

the environmental impact of car use without giving up the convenience of car ownership.

5.1.4. Car sharing as part of the mobility mix.

Figure 2: The mobility replacement transportation mix*

Ths mobility gap:

CarSharing complétés the services:

I
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TAXI Car - Rental

CarSharing

Public Transport

Distance of travel

' The figure cornes from Glotz-Richter in CarSharing 98, 1998, p29

Car sharing is meant to be used within the framework of an alternative mobility

10



strategy. Figure 2 offers us a graphie description of a transportation mix that could be

inspired from such a strategy. Mutuality agreements between car sharing

organisations could improve car sharing's abilities when considering long distance

travelling. This would give the car sharing members access to cars in other

communities freeing them to use more sustainable transportation methods to reach

those communities.

5.2. Factors motivating the establishment of car sharing organisations

What are the factors motivating the establishment of car sharing organisations? Are the

motivations simply to do away with cars? The Canadian Automobile Association (CAA)

tells us that the car is a wonderful tool. This author will not deny that cars provide a high

level of mobility, speed and flexibility that seem to fit well with our modem lifestyle.

Questions do arise as to whether the ownership of individual cars by everyone represents

the best use of these wonderful tools. "The availabilitv of a car offers high flexibility as a

supplément to public transport - but it bas not to be a private owned car. A good

organised service of a car-pool may give almost the same flexibility as a private car with

higher économie and ecological efficiency."'^ A number of factors motivate people to

seek an alternative such as car sharing, let us explore a few of these factors.

5.2.1. Ecological impact

For most of us it comes as no surprise that transportation, as a whole, is a significant

contributor to the pollution of the world. Information on the polluting effects of

transportation is available to anyone seeking to understand its impact. With this in mind,

we will take advantage of work done by many researchers to better understand this factor.

Katzev in Car Sharing '98, 1998 p26
GIotz-Richter in CarSharing '98, 1998 p29
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5.2.1.1. Air pollution

André de Moor and Peter Calamai offer us an insight into transportation's contribution to

air pollution. We are told that, in OECD countries, transportation causes up to 75% of

Carbon monoxide émissions, 50% of nitrogen oxide émissions and 20% of carbon dioxide

émissions. The following table describes what these authors report transportation as a

whole contributes to air pollution in OECD countries.

Table 1 : What transportation contributes to total air pollution'''

Produet Europe North America
Carbon monoxide i 81% 71%

Nitrogen oxides 51% 47%

Hydrocarbons j 45% 39'%
Particulates 08% 14%

Sulphur oxide ] 03% 04%

While some reports place the brunt of the blâme for air pollution on cars; "automobile

usage is responsible for up to 60% of the air pollution in the United States."'^ Other

reports seek to demonstrate that automobiles are only one of many sources of pollution;

along with many stationary sources, "a number of mobile sources, including cars, trucks,

trains, buses, airplanes, off-road vehicles and motor boats, produce these pollutants"'^

Findings from a study commissioned by the CAA indicates that "cars and light trucks

produce less than a third of the émissions that lead to ozone (smog) problems."'^

Katzev informs us that "automobiles are a major source of carbon dioxide, the so called
1 Q

greenhouse gas which is thought to be the major contributor to the global warming."

The CAA report, from the previous paragraph, informs us that in 1995, cars and light

trucks were responsible for 14.4% of Canadian C02 émissions. The C02 contribution

from automobile émissions are said to represent about 60.4 million tons per year. It

This table uses information from a figure in de Moor and Calamai 1997, p41
Katzev in CarSharing '98, 1998 pl9
CAA 1997, chapter 3, p2
" CAA 1997, chapter 3, p3

Katzev in CarSharing '98, 1998 pl9
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seems that even if we were to use the low numbers offered by the CAA, personal

transportation seems to be making a significant contribution to air pollution. This fact

represents one of the factors motivating people to seek an alternative such as car sharing.

5.2.1.2. Resources

The ecological impact of cars doesn't limit itself to air pollution. Their construction and

opération require the use of non renewable resources. "The automobile uses enormous

amounts of natural resources, including the materials (steel, rubber, zinc) used in its

construction, the petroleum required to fuel it and the materials used to build and

maintain the highway and roadway System."'^ LaFond tells us that "at least one-fourth of

the environmental damage donc by cars occurs in production."^" Though the overall

impact of car sharing groups might be limited in our society, members would effectively

reduce their personal car related consomption of non renewable resources by up to 90%.

"Each Car-Sharing vehicle replaces 5-10 private cars and reduces vehicle mileage and

energy consomption."^' This represents another factor motivating some people to seek an

alternative such as car sharing.

5.2.1.3. Land use

There is a need to recognise that a great amount of land is required to support above

ground transportation in our cities. Some of this land is used to provide parking space for

above ground vehicles. More land is used to provide roadways. One author informs us

that, in some cities, "about a third of the land is given up to parking and roads."^^

It is important to recognise that the network of roadways and parking facilities allow us

to conduct our affairs. According to the CAA, "roads are vital to almost everything we

do... Roads link people and their activities. They are essential for the delivery of any

" Katzev in CarSharing '98, 1998 p20
Lafond in RAIN, 1994 p4
Glotz-Richter ïn CarSharing'98, 1998, p31-32
Bernard in CarSharing '98, 1998, p55
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types of goods."^^ The récognition of these points doesn't mean that personal mobility

requires that everyone use privately owned cars.

"A privately owned car is typically in use only one hour a day. 23 hours a day it requires

a parking space - using valuable real estate even when not in use."^'* Table 2 gives us an

insight of the number of yearly hours a vehicle is used at différent levels of travel. It also

helps us conceive how many hours the vehicle is parked on valuable real estate. Because

each car sharing vehicle replaces 5 to 10 private cars, the valuable real estate required for

their parking is reduced. One author informs us that in the US, "an average transit parking

facility requires 300 sq. ft. per vehicle parked. When considering the number of

vehicles each car sharing vehicle replaces, there could be a 1,500 to 3,000 sq. ft.

réduction in the need for parking space, per car sharing vehicle. Such a réduction could

allow our communities to make better use of the valuable real estate that would otherwise

be occupied by parked vehicles. Once again this is a factor that motivâtes some people to

seek an alternative such as car sharing.

Table 2 : Hours of vehicle productive use per year

Yearly
Kilométrés

Average
Speed

Yearly
Hours

Used

% Of Total

Yearly Hours
Used

Yearly Hours
The Vehicle

Is parked

12,000 56 km/hour 214 2.44% 8,546

18,000 56 km/hour 321 3.67% 8,439

24,000 56 km/hour 429 4.89% 8,331

32,000 56 km/hour 571 6.52% 8,189

5.2.2. individual costs

Though some people are motivated to take part in car sharing for ecological purposes,

other members have différent motivations. One such motivation is based on the financial

CAA 1997, chapter 1, pl
Glotz-Richter in CarSharing '98, 1998, p30
Bermrd in CarSharing'98, 1998, p50
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costs of individual car ovmership. What are the costs of individual car ownership? Do the

costs offer good retums for the investment?

Table 3: Driving costs for Alberta*

SLB-

COMPACT
COMPACT Min-SfZE M/.\/-lA\ FciJSfzi:

18,000 km/year $ 6,389.00 $ 6,859.00 $8,195.00 $ 7,324.00 s 10,395.00

Per km cost 35.5(iS 38.10 45.50 40.70 57.%^

Ownership cost/km n.H 193t 35.00 31.30 44.40

Operating costs/km

00
00

10.50 9.40 13.40

*Based on the CAA 1998 driving Costs pamphlet. Ownership cost per km is ealculated using the average annual
ownership costs presented in the pamphlet and substituting the per day cost by a per kilométré calculation. The
ownership proportion is found by using the total average annual ownership cost in the pamphlet and dividing it by the
total cost for 18,000 km,

One author states that "purchasing household vehicles over the years is one of the largest

investments that most households make. For such a major commitment of funds, the

household reçoives instant mobility, but surprisingly small productivity from the

vehicle."^^ Table 2 allows us to view a vehicle's productivity at différent levels of annual

travel. These figures tend to demonstrate that, when considering its actual usage, a single

owner vehicle is a relatively unproductive form of transportation.

When looking at a vehicle that travels 18,000 kilométrés in a year, we realise that it is

only productive for 3.67% of the total time it could be productive. It would be unrealistic

to imagine that a vehicle's productivity would reach 100%. Its useful time isn't simply its

travelling time. Most people who reach a destination will spend some time there before

making the retum joumey. What is questionable is whether having up to 96.3% of its

total annual time spent in the parking lot represents the best use that can be made of the

vehicle.

The author used information provided by the CAA to dérivé the data contained in table 3.

The amounts shown demonstrate that the cost of ownership exceeds, by far, the operating

costs of vehicles, whether these be sub-compacts or full-size. Table 4 lets us see that

when the costs are distributed according to time, it seems that owners pay for the

Bernard in '95, 1998, p54

15



privilège of parking their vehicular investment. The question can be posed as to whether

the vehicle's associated costs are well spent. Some people think net and they find that car

sharing represents a better way to use the vehicle and redistribute the associated costs.

For these people car sharing is a way to detach the cost of ownership from the cost of the

vehicle's actual use.

Table 4 : Distribution of costs: productive and parked

18,000 km/year
Productive

Parked

sub-compact

$  6,389 $

$  234.48 $

$  6,154.52 $

compact

6,859 $

251.73 $

6,607.27 $

mid-size

8,195 $
300.76 $

7,894.24 $

mmi-van

7,324 $

268.79 $

7,055.21 $

full-size

10,395

381.50

10,013.50

One method that has been introduced to "solve" the high cost of car ownership is the

lease option. The 1998 CAA annual Vehicle Durability Survey informs us that, "in 1998,

45 percent of respondents chose to lease their new 1998 model instead of buying it

outright."^^ The report tells us that this represents a 29 percent increase over a two year

period. This seems to indicate that the car industry has found a way to reduce the overall

cost of vehicle ownership. Is this the case?

Table 5: A 10 ycar total cost comparison28

Average monthiy cash comparison 10 year différence

Purchasing $  433.69 $14,913.77

Lease with purchase $  443.02 $16,034.37

Lease without purchase $  510.90 $24,179.63

Co-op $  309.40 $

In table 5 we find information that would seem to deny that daim. The total costs,

ownership and opération, are compared and averaged for a 10 year period. This

represents a vehicular life period that is not uncommon in Alberta. Though the effects of

CAA news release dated February 8, 1999, pl
^^The hypothèses and the calculations used to obtain this table are included in annex 2.
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leasing on the cost of ownership in a short term situation seems to indicate a réduction of

cost. A long term look at the situation is not as rosy.

What could cause such a dramatic increase in leasing? Leasing appeals to people who

seek to change car models frequently. Car sharing by its nature could meet that criteria.

The single owner purchase of a car would seem to be locked into a longer term rétention

period of the chosen model. Leasing also appeals to some consumer's need for a limited

fînancial commitment. Car sharing meets this requirement. Though lease rates are

advertised under the guise of monthly rates, the average lease contract, observed during a

quick look at a newspaper, is for 36 months. Lease rates, by virtue of the interest rate

charged and the residual based calculation method used, offer a better deal in the short

term than do purchase rates.

Both single owner and leased cars allow for immédiate mobility access. Car sharing does

require more advanced planning because of the need to reserve the required vehicle. Such

planning leads car sharers to reduce their reliance on the car for transportation and look

more towards other available mobility methods. Many car sharing authors report that car

sharing is a better fmancial alternative for occasional car users. "If you drive less than

about 10,000 miles per year, car sharing will be less expensive than car ownership. Car

sharing can't and shouldn't meet the needs of ail consumers. Car sharing serves well in

the replacement of a second, seldom used, car. It offers good fmancial incentives to the

cost conscious, the ecologically minded and the occasional users. The fmancial cost is a

factor that motivâtes some people to seek an alternative such as car sharing.

Found in CarSharing Portland's Frequently Asked Questions website, p3. See annex 3 for an analysis on
this subject.
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5.2.3. Public costs

The public cost of transportation is a rather controversial subject. In their report, de Moor

and Calamai indicate that "most car users don't pay anything near the real cost of their

travel."^'' Katzev tells us that in the United States, "the cost of gasoline and vehicle

registration do not cover the full costs of roadway construction and maintenance. They

pay but a fraction of the costs of highway patrols, traffic management and parking

enforcement." While de Moor and Calamai have taken an OECD wide view of things

and Katzev speaks to the situation in the US, do their comments apply to Canada?

The CAA tells us that "a review of Canada's Public Accounts for recent years shows that

fédéral and provincial treasuries receive more from road-use fees than they spend on

roads."^^ They daim that in 1995-96 the Canadian provincial and fédéral govemments

received 14.27 Billion dollars in GST, in fuel taxes, in motor vehicle license fees and

permits. They also daim that the 1995-96 combined fédéral and provincial expenses on

roads only comes to 5.795 Billion. The CAA informs us that the fédéral govemment

only retums 5.6% of its revenues to roads. The total combined road expenditures that

year was equal to 40.6% of the revenues mentioned previously. This would seem to be

very little service in retum for the monies motorists pay in taxes. It would seem to add

credence to the CAA statement that motorists "are not being subsidized. Rather they

subsidize other activities."^"*

According to de Moor and Calamai transportation is responsible for a number of extemal

costs like police patrols, traffic congestion, air pollution and noise. Katzev adds that "the

same is true for the heavy costs involved in trying to reduce air pollution or treat the
35

substantial effects it has on human health." These are added societal costs which come

De Moor and Calamai 1997, p5
Katzev in CarSharing '98, 1998 p20
CAA 1997, chapter 1, p3
These amounts come from information found in CAA 1997, chapter 1, p2
" CAA 1997, chapter 1, p3

Katzev in CarSharing '98, 1998 p20
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from transportation activities and must be paid for. It is net acceptable to simply dismiss

these costs because it is difficult to déterminé how to divide the cost of policing, how to

place a dollar value on tons of greenhouse gasses or how much of these costs can be

attributed to each transportation mode. Such a deliberate dismissal could lead readers to

believe that motorists are tremendously short changed in services against the taxes they

pay. The attribution of cost would make an interesting subject of study for someone at

another time. Suffice it to say that car sharing would help reduce traffic congestion, air

pollution and noise because of the réduction in the number of vehicles used. This is yet

another of the factors that motivate some people to seek an alternative such as car

sharing.

5.3. A brief history of organised car sharing

The review of car sharing history can be a trifle confusing if one is not aware of the

différences in the terminology. In a 1978 report examining car-sharing and car-pooling

for the Transport and Road Research Laboratory of Great Britain, the author indicated

that "the général conclusions reached are that the potential gains from car-pooling and

car-sharing are worth pursuing."^^

It would certainly seem that such a conclusion supports what we have been writing about.

One must look to the définition the author gave to car sharing to understand that this 1978

report was speaking of an entirely différent concept. "Car-sharing is a regularised form of

lift-giving which, because of its regularity, usually involves a contribution by the

passenger towards the running expenses of the vehicle."^^ This définition is supported by

the authors of a 1979 report done for the same institution, they describe car sharing as "an
38arrangement whereby a driver gives a regular lift to one or more passengers." We can

see that such définitions would for the purpose of this essay better be described as a

model of ride-sharing.

Green 1978, pl
Green 1978, p2
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In this brief review of the history of car sharing, we will refer to attempts at developing

organisations whose objective was/is to help a number of people make individual use of a

limited number of vehicies.

Différent authors point to a number of events to indicate the beginning of organised car

sharing. As is the case of most types of organisations, a number of attempts were made

before the first successful model made its appearance. We are told that "earlier attempts

at car sharing generally failed. Often the sterling ecological motives of the organizers
39

weren't matched by the steely business sense needed to make such opérations grow." A

very important point to remember, in any type of organisation, is that however noble the

cause being pursued, if it cannot be done sustainably, it will not survive.

Such a situation would describe the results of the Short-term Auto Rental (STAR) group

described by Shaheen as being the second major US car sharing project. She tells us that

STAR operated as a private enterprise from 1983 till 1985. It "was operated from the

parking garage of a 9,000 résident apartment complex located near San Francisco State

University. Users paid on a per minute and mile basis until a maximum daily rate was

reached."'^^ They aimed to discourage car ownership and encourage public transit use.

Katzev tells us that "as a resuit of unprofitable opérations and poor management, STAR

folded after 18 months."'^' The reasons Shaheen gives for the failure of STAR provide

future car sharing organisations with precious organisational lessons. She tells us that:

many users weren't crédit worthy; the pricing structure encouraged long-term and short

term rentals; costs were eut by purchasing used economy-class cars, resulting in high

repair costs; they offered too many vehicle models."*^ The combination of member crédit

worthiness, appropriate pricing structure and less, but better, vehicies could have helped

prolong the life of this project. The same would apply to any new car sharing

organisation.

Vincent and Wood 1979, pl
Walsh in CarSharing '98, 1998 plO
Shaheen 1999, p2
Katzev in CarSharing '98, 1998 p24
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When did successful car sharing organisations begin opérations? Harms informs us that

"in 1948, some dozen members of a housing co-operative in Zurich founded the

SEFAGE ("selbstfahrgemeinschaft/ self riding community"), which still exists today.""^^

The foundation of this car sharing organisation was based on économie motives, "People

who could not afford to purchase an own car decided to share one."'^'* For many authors

the oldest, successful, car sharing organisation began opération in Switzerland in 1987.

Shaheen informs us that this organisation, Mobility CarSharing Switzerland, operated in

700 locations, had 1,000 cars and over 25,000 members, in mid 1998.'^^ The second

oldest organisation would be StattAuto of Berlin which began opérations in 1988.

Shaheen tells us that it now has nearly 4,000 members.

The success of these organisations spurred further development. LaFond's 1994 article

explains that "an expanding European CarSharing network (ECS) is based in Berlin...

ECS organisations are found already in Switzerland, Germany, Rolland and Austria, and

are now starting up in Sweden and England.""*^ Shaheen tells us that "today,

approximately 200 CSO's ( carsharing organisations) are active in 400 cities throughout

Switzerland, Austria, the Netherlands, and Germany. These collectively daim over

100,000 participants."'*^ Other car sharing organisations were being planned. A 1998

report tells us that "in France, no car sharing System has been developed as of yet.

However, certain projects are seeing the light of day in Grenoble, Toulouse and Paris.

We in the rest of the world have much to leam from the European experience.

In an undated article written by Tooker Gomberg we are told that the first successful

North American car sharing organisation was started by Benoît Robert in Quebec city."*^

Profiting from the European experience, he founded Auto-Com in 1994. Robert

continued bis development work by helping a similar opération start in Montréal in 1995.

Shaheen 1999, p2
Harms and Truffer 1998, p38
Harms and Truffer 1998, p38
Shaheen 1999, pl
Lafond in RAIN, 1994 p4
Shaheen 1999, pl
Caisse-Commune in CarSharing '98, 1998 p71 (Translated by Grenier)
Gomberg (?), p2

21



Since 1997, Canadian car-sharing organisations have started operating in Vancouver,

Victoria and Toronto. Other Canadian cities in which work is being donc to start such

organisations are : Ottawa, Edmonton and Calgary. A Canadian Car Sharing Association

was founded in April 1999. Shaheen explains that "four carsharing organizations, ail less

than two years old, operate in the United States. Another three are being planned in the

Pacifie Northwest."^° North American organisations tend to be much smaller than the

Swiss and German organisations.

Shaheen also indicates to us that "since 1997, there have been some first developments in

carsharing in Singapore and in Japan."^' Some Japanese car manufacturers, Honda and

Toyota, have parti ci pated in the development of car sharing groups. This seems to be an

interesting development. This might make for an interesting study for someone in the

future.

Organised car sharing's history is rather short. The future holds the answer to what type
of impact it wili have on our lives.

5.4. Change and typical évolution within car sharing groups

Researchers tell us that organisations are like human beings since they both grow, change

and décliné and that they both have life cycles. Laflamme tells us that organisations go

through three evolutionary changes in their development. These are characterised as the

infancy stage, the adolescence stage and the maturity stage. Other authors introduce

finer distinctions to these three stages. Vecchio describes them as the birth, infancy and
t

childhood years to which he adds adolescence, maturity, middle-age, senility and death."

We will use the three stages and add information from other sources as required.

Shaheen 1999, p3
" Shaheen 1999, p4
" Vecchio 1991, p579

Laflamme 1993, p25
Vecchio 1991, p579-580
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Change is an essential part of growth and is a response to both internai and extemal

influences. Organisations that refuse to respond to those influences face crises that have

the potential of destroying them. Organisations differ from humans in that the décliné can

be averted by adéquate planning and by efïïciently responding to the influences that

afTect them. Car sharing organisations are no différent in this respect than any other

organisation. Let us look at how organisational changes might affect car sharing

organisations.

5.4.1. Childhood

The sustained effort of people with a need to make personal mobility more sustainable

seems to be what makes it possible to start most car sharing organisations. Harms

indicates that when the original Swiss organisations started "mainly ecologically

motivated people were attracted, and the idea of a common use of consomption goods

played a central role."^^ Shaheen tells us that "to date, ail non-corporate carsharing

organisations have begun as small local opérations, usually with govemment funding and

usually inspired by ideological concems about car dependence and the négative impacts

of cars on urban settlements."^^ These ideological concems are the influences the tend to

dominate during the early stages of the car sharing organisation's existence. We are told

that during the birth and infancy stages of an organisation's life, the founder's personality

dominâtes. In this instance of group development, it seems understandable that the

group's unifying characteristic, an ecological concern, would be what dominâtes.

At this stage of the organisational life cycle most participants know each other. Harms

states that "as carsharers in the beginning knew each other, carsharing also had a social
ro

value." Behaviour is usually informai and the atmosphère is frantic, there is much

activity leading to the establishment of the organisation. The involvement of most

members is high during the period of its establishment. The participation of many of the

" Harms and Truffer 1998, p56
Shaheen et al. 1999, p4

"Vecchio 1991, p579
Harms and Truffer 1998, p56
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volunteer members is gradually reduced from that point on, It can be said that the

extemal influences affecting the organisation are reflected in the ecological concems that

unité most of the members at this point of the organisation's évolution.

Laflamme tells us that the crisis experienced at the childhood stage can generally be

summed up as stemming from the promoter's lack of administrative experience and the

lack of liquidity. Though a single person may not possess ail the required

competencies, there is no guaranty that a group possesses those competencies either.

Volunteer boards and committees are composed of individuals who give of their spare

time to achieve the goals set forth by the group. A lack of administrative experience can

arise when the members do not have the required competencies, or, when those who

possess these competencies have no time to contribute. Laflamme tells us that the classic

solution is to fmd an administrative assistant, to take training in the required fields or to

consult experts.^'' In the group's case, it would be necessary to hire an administrative

assistant to do the work the volunteers cannot do. This person should possess some of the

competencies that are lacking in the group. Training could help this person acquire the

remaining skills necessary to enhance the volunteer's capabilities.

Laflamme also informs us that the businesses who manage to survive the lack of funds

are those who take the time to make preeise estimâtes of the capital they require and

assure themselves of good relationships with their lenders. The accounting System must

also be able to supply the information needed to make appropriate décisions.^' This is

true whether it be for a proprietorship, a partnership, a corporation, a not for profit

organisation or a co-operative. Accounting "records provide the basis for extrapolations

into the future, information for evaluating and rewarding performance, and a basis for

internai control over the existence and quality of a business's assets."^^ The information

provided by the accounting system is of utmost importance for décision makers, like

volunteers, who are not usually intimately connected to the business they head.

According to Laflamme 1993, p25 (translated by Grenier)
^ According to Laflamme 1993, p26 (translated by Grenier)

According to Laflamme 1993, p26 (translated by Grenier)
"Gibbins 1992, pl77
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When groups, such as car sharing co-operatives, make the efforts needed to meet the

evolutionary crises, they increase their chances of survival.

Figure 3: The three evolutionary crises and their fondamental issues*

PHASE I PHASE H PHASE III

Childhood Adolescence Maturity

crisis crisis Crisis

The principal problems

•  Lack of administrative experience •  Informai management •  Complacency

•  Lack of liquidity •  Inappropriate leadership style •  Bureaucracy

Stabilisation

Growth

Start up —

' ' Fimdamental issues

•  Revitalise the organisation

•  Consolidate the organisation •  Find ways of keeping the personnel
interested

•  Provide an administrative assistant to

•  Departmentalise
•  Personalise the relationships

the owmer •  Hirethe management
•  Stimulate confidence and

•  Predict the required capital •  Modily the leadership style collaboration

•  Install an accounting System •  Delegate authority •  Relax the procédures

•  Rationalise the management •  Décentralise

•  Ensure the continuance

* From Laflamme 1993, p26 translated by Grenier

5.4.2. Adolescence

Many groups make their car sharing organisations grow out of an ecological concem. It is

thought that the more people abandon private car ownership, the less resources will be

used to build these vehicles, the less land will be needed for parking and roads, and the

more transportation will tend to be sustainable. Such growth comes at a price, more

anonymity. The new members do not necessarily know, or want to know, the founders, or

each other. The solidarity which characterised the founding group is slowly, in some
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cases rapidly, replaced by a more pragmatic attitude. The économie advantage offered by

car sharing often replaces the ecological concem as the prime mover. Harms explains that

in Switzerland "environmental consciousness is still an important critérium today, but it

lost in importance in favour of fmancial and pragmatic considérations; Carsharing is

considered as a cheap alternative to car ownership."^^ We can see that at this stage of the

car sharing organisation's life cycle, the extemal motivators aren't as unified as they were

in the beginning. While ecology is still the prime motivator for some, it becomes a nice

bonus for those seeking other advantages.

Vecchio tells us that "with the growth of the fîedgling organization, the nature and variety

of problems change...the organization's founders...may fmd themselves ill-equipped to

lead their growing firm."^'^ To add to this problem, there may no longer be sufficient

embers to take an active rôle in the running of the organisation's daily activities. The

administrative assistant can no longer cope and probably doesn't possess the skills

required to manage the opération. The solution to these problems comes at the cost of an

organisational change. A professional manager should be hired.

The varions committees, and the board, must give the responsibility of day to day

opérations over to the manager. From this point on in time, the board delegates its

management authority to the manager and takes on the rôle of govemance. The

committees relinquish their direct involvement in the daily activities and take on advisory

rôles. With the assistance of the board and the committees, the manager, along with the

administrative assistant, work to reorganise the daily opérations, rationalise the

managerial procédures, departmentalise the activities, develop job descriptions, adapt

planning and control Systems, ensure that proper communications Systems are developed

and hire the personnel required to ensure the satisfactory opération of the organisation.

The establishment of a formalised structure and the encouragement of a team leadership

style should allow the organisation to survive beyond the adolescence stage.

Harms and Truffer 1998, p56
Vecchio 1991, p581
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5.4.3. Maturity

Since car sharing is still a relatively short lived phenomenon, il seems that few, if any

organisations would have reached this stage in their life cycle. What could such an

organisation look like? The tendency for an organisation having reached maturity is to

have become institutionalised. Active membership involvement bas declined and the

management now dominâtes. The organisation has effectively been performing its

activities. The activists have moved on to other projects.''^ The organisation may have

reached its peak, and membership has stabilised. The market niche may be saturated and

there is no more room for growth. Most members still fmd that car sharing offers the best

financial deal for their transportation needs. Member loyalty is mainly based on the

financial benefits and any better deal may lead them to move their allegiance elsewhere.

Laflamme tells us that "success has given rise to a form of complacency amongst the

leaders on the one part, and gigantism has brought about a progressive bureaucratisation

of the organisation on the other part."^^ For many organisations at this stage of their life

cycles, the old expression "if it ain't broke, don't fix it" becomes a reality. Leaders no

longer wish to tamper with a proven product, new ideas are no longer welcome. Most

change comes in the way things get done, not in what is being done. There is a

crystallisation that sets in which leaves the organisation vulnérable to competitor's

innovations. For Laflamme "a spirit of diligence and a certain amount of aggressiveness

must constantly be moving the organisation, there will even be a need, at certain times, to

accelerate the retirement and precipitate the renewal of the executive. It is never a bad

thing to improve how things get done, as long as the focus remains on what gets done.

Leaders should remain focused on the revitalisation of the organisation they lead.

This description is adapted from Fairbairn in Restakis and Lindquist 1998, p33
^ Laflamme 1993, p27 (translated by Grenier)

Laflamme 1993, p27 (translated by Grenier)
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5.5. Summary

In this section we have gained a better understanding of car sharing. We know that they

exist in order to offer a more sustainable alternative to single car ownership. We have

also seen that car sharing differs from car rental, ride sharing and car pooling. We have

been made aware that car sharing is meant to be used in concert with other mobility

means. We have leamed that a number of factors influence people to take part in car

sharing groups. Some of these factors stemming from an ecological concem, others from

the individual costs of private car ownership while others from the public costs of

transportation. The historical overview has allowed us to see though car sharing is not a

new idea, organised car sharing in itself is a relatively new concept. A quick look at the

typical development of car sharing groups has allowed us to see that it is not a static

process. Car sharing organisations have a tendency to be formed by people with an

ecological concem. Once started, the growing organisations seem to attract people with

other priorities who see the ecological impact as a welcome bonus. We will now tum our

attention to what makes the co-operative an idéal model for organisations such as the

ones we are examining.
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6. WHY CHOOSE THE CO-OPERATIVE MODEL

Why should a group of people choose the co-operative model? What différence does it

make which model is chosen? In order to answer these questions we will begin by

examining the co-operative model. This examination will provide us with the information

needed to compare co-operatives to other organisational forms. This comparison should

allow us to explain why the co-operative model was chosen and what différence choosing

this model makes.

6.1. What is a co-operative?^^

During their lives, many of the readers will have had some type of contact with

organisations called co-operatives. These contacts would serve as the basis for their

understanding of what a co-operative is. Such a basis would normally lead to a number of

définitions making it difficult to discuss the issue at hand. In light of this situation, we

Avill provide the reader with a co-operative définition that is accepted around the world.

We will présent the values that form the basis of the co-operative movement. These also

serve as the foundations on which the co-operative principles rest. Such a common

understanding will provide us with the tools needed to compare the co-operative to the

other organisational forms. The Statement on the Co-operative Identity that we are

presenting was adopted at the 1995 Congress and Général Assembly of the International

Co-operative Alliance (ICA).

6.1.1. Définition

A co-operative is an autonomous association of persons united voluntarily to meet

their common économie, social, and cultural needs and aspirations through a jointly-

owned and democratically controlled enterprise.

The information contained in this section is provided in ICA, 1996
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6.1.2. Values

Co-operatives are based on the values of self-help, self-responsibility, democracy,

equality, equity, and solidarity. In the tradition of their founders, co-operative

members believe in the ethical values of honesty, openness, social responsibility, and

caring for others.

6.1.3. Principles

The co-operative principles are guidelines by which co-operatives put their values

into practice.

6.1.3.1. 1ST principle: voluntary and open membership

Co-operatives are voluntary organisations, open to ail persons able to use their services

and whlling to accept the responsibilities of membership, without gender, social, racial,

political, or religions discrimination.

6.1.3.2. 2nd principle: démocratie member contre!

Co-operatives are démocratie organisations controlled by their members, who actively

participate in setting their policies and making décisions. Men and women serving as

elected représentatives are accountable to the membership. In primary co-operatives

members have equal voting rights (one member, one vote), and co-operatives at other

levels are also organised in a démocratie manner.

6.1.3.3. 3rd principle: member économie participation

Members contribute equitably to, and democratically control, the capital of their co-

operative. At least part of that capital is usually the common property of the co-operative.

Members usually receive limited compensation, if any, on capital subscribed as a

condition of membership. Members allocate surpluses for any of the following purposes:
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developing their co-operative, possibly by setting up reserves, part of which at least

would be indivisible; benefiting members in proportion to their transactions with the co-

operative; and supporting other activities approved by the membership.

6.1.3.4. 4th principle: autonomy and indépendance

Co-operatives are autonomous, self-help organisations controlled by their members. If

they enter into agreements with other organisations, including govemments, or raise

capital from extemal sources, they do so on terms that ensure démocratie control by their

members and maintain their co-operative autonomy.

6.1.3.5. Sth principle: éducation, training and information

Co-operatives provide éducation and training for their members, elected représentatives,

managers, and employées so they can contribute effectively to the development of their

co-operatives. They inform the général public ~ particularly young people and opinion

leaders ~ about the nature and benefits of co-operation.

6.1.3.6. 6th principle: co-operation among co-operatives

Co-operatives serve their members most effectively and strengthen the co-operative

movement by working together through local, national, régional, and international

structures.

6.1.3.7. 7th principle: concern for community

Co-operatives work for the sustainable development of their communities through

policies approved by their members.

.^1



6.1.4. The Co-operative Structure

The preceding section has provided us with an intemationally accepted co-operative

définition, the co-operative values and the associated principles that serve to put those

values to practice. This information should help us to develop our understanding of the

co-operative organisational structure. One graphie représentation of this structure is

presented in Figure 4.

Figure 4: The co-operative double structure

The Member Association The Co-operative Enterprise

Board

Elect

The members ̂

-► Hire-

Serve <-

Général Manager

Hires

The employées

6.1.4.1. The Member Association

The formation of an association is generally the first step in the development of a co-

operative. People who share common needs and aspirations join together to find self-

help solutions that promote democracy, equality and equity. The Member Association

is where they democratically exert their co-ownership rights. The Association can be

more or less complex depending on the number of committees established.

In instances where meeting the common needs of the members can be achieved through

volunteer activity, the association and the co-operative enterprise are the same. In many

instances the member's needs cannot be met through volunteer activity. An employée

69 Adapted and translated from Bridault 1996, p34
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operated co-operative enterprise may then be created to meet those needs. It is very

important to remember that the members' needs détermine the enterprise's goals and

objectives. The democratically elected board assures that the member's needs remain

central to the fulfîlment of the co-operative's entrepreneurial mandate.

6.1.4.2. The Co-operative Enterprise

The fulfîlment of the members' common needs and aspirations is accomplished

through the jointly-owned and democratically controlled enterprise. The co-operative

enterprise can be more or less complex depending on the number of people required

to accomplish its mandate. Bridault tells us that:

the entrepreneurial structure is comprised of ail the authority centres involved in
the accomplishment of the co-operative's économie activities (général manager,
technical division, administration division, etc.), including the staff required to
meet the co-operative's operational needs.^°

The management receives a mandate from the Board of Directors to manage the daily

opérations of the enterprise. This must be carried out in a way that best meets the

membership's values, principles and usage needs.

6.1.5. Rôles and Responsibilities

Figure 4 allowed us to identify four groups of people that play distinctive rôles within co

opératives. Let us take a brief look at their rôles and responsibilities.

6.1.5.1. The Member

What the rôles and responsibilities of a co-operative member are will vary according to

the type of économie relationship that exists between the member and the co-operative. In

one such relationship, the member could provide capital to, or borrow from, a co-

operative like a crédit union. Another relationship might see the member selling products
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to a producer co-op, such as a dairy-co-op. A member might work for a co-operative, as

is the case in a worker co-op. Members might even purchase products or services from

their co-operative, as is the case in a car sharing co-operative.

The members obligations could be summed up as:

1. purchasing the required shares, or paying the required fees;

2. participating in the démocratie process;

3. making use of the co-operative, according to the member's need.

6.1.5.2. Directors and the Board

Co-operative directors are normally elected at the association's général meeting. They

typically need to be members in good standing. The président, vice-president, secretary

and treasurer are not elected by the assembly, they are appointed by the board of

directors. These officers are usually chosen from the elected directors.

The director's rôle is to ensure the enterprise serves the interests of its member/owners in

the best possible way. The Board of Directors acts as the interface between the

association and the enterprise. Having been elected by the général assembly, "the

directors must, with the help of général manager, transform the great stratégie
71

orientations that were adopted by the assembly into management objectives." A

mandate to manage the business is then given to the général manager. The board then

ensures that the enterprise fonctions properly. It is not up to the directors to intervene in

the day to day opérations of the enterprise, unless they have been mandated to do so by

the Board of Directors.

™ Bridault 1996, p37 as translated by Grenier
Bridault 1996, p42 as translated by Grenier
Bridault 1996, p43 as translated by Grenier
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Figure 5: Board of Directors: rôles and responsibilities73

Administer

the co-operative enterprise

Manage

the co-operative association

Oversee the activities of management

Oversee human resource activities and

hire the manager
Follow up on co-operative policies and
membership directions

Organise the démocratie life of the
association

Represent the co-operative

Make recommendations to the général
meeting

6.1.5.3. The Générai Manager

The rôle of the général manager in a co-operative differs very little from that in private

enterprise. They generally bave the same type of powers and responsibilities for planning,

organising, directing and controlling the enterprise. The co-operative's général manager

must manage according to the great stratégie orientations adopted by the member's

assembly.

The général manager is also responsible to ensure the stafFing required for the day to day

opérations of the co-operative.

6.1.5.4. The employée

The employées, as in most enterprises, are responsible for accomplishing the day to day

activities for which they have been hired. The tasks and responsibilities vary according to

the type of co-operative and the relationship with the membership.

This figure is based on and adapted from Bridault 1996, p44-45



6.2. The co-operative différence

The preceding sections have provided us with a basic understanding of what a co-

operative should be. This knowledge should allow us to differentiate the co-operative

from the other organisational models.

6.2.1. The co-op and the Company

According to Bridault there are three main features that distinguish a co-operative from a
Company. These are :
♦ How the person participâtes in ownership
♦ How a person participâtes in the power structure

74♦ How the business results are shared

6.2.1.1. Ownership

In a co-operative, the ownership of shares entitles the member to use the services

provided by that co-operative. The co-operative's main identifying characteristic is the

concept that members are both users and owners of a co-op.

The ownership of shares in a company entitles the holder to a share of the company's

profit. This share owner may very frequently have no other connection, or interest, in the

company's activities.

6.2.1.2. Power

Parliamentary democracy is the power distribution model used by co-operatives. The rule

is "one person, one vote." Each member is entitled to run for the board of directors and to

work on committees. This principle recognises that the intrinsic value of the person is

superior to the value of the capital owned by the person.

The power distribution model used by the company is "one share, one vote." Participation

on the board and the committees is often tied to the number of shares held by the

Translatée! and adapted from Bridault October 1996, pl8
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investor. The emphasis places a higher value on the ownership of capital than it does on

the value of the person. In many companies, the management has more power than the

share owners.

The co-operative member's participation in décision making is made through the élection

of a board of directors. The board administers the co-operative enterprise and manages

the co-operative association. It is a représentative democracy. As in any democracy, the

onus is on the member to participate in the co-operative's démocratie process. Co

opératives "are firmly rooted in the principle of member control. That is the basis of their

accountability, the key source for their continued growth, and primary reason for their

existence.

6.2.1.3. Business results

Year end operational surpluses are considered to belong to a co-operative's membership.

Such surpluses resuit from over charging the members for the product or services

rendered, or under paying for the work provided by the member. Since this surplus

belongs to the members, it may be retumed as a rebate or an increase on the wages

eamed. The usage a member makes of the co-operative serves as the basis for

determining the refund which is due to that member. Many co-operatives retain a portion

of the surplus in order to help stabilise their capitalisation. Other co-op organisations,

such as non-profit co-ops, retain ail the surpluses in order to provide more and better

services to their members. These types of décisions can only be made with the approval

of the membership at the AGM, or by prior indication in the by-laws.

In a Company, share owners are entitled to a portion of the profits based on the number of

shares held by the person. Gibbins tells us that the "eamings of a corporation belong to

the corporation, not to its owners. The shareholders (stockholders) can receive the

Kauffman and MacPherson in Restakls and Lindquist 1998, pl61
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eamings only if the board of directors déclares a dividend."^^ This gives greater

importance to the ability a shareholder bas to participate in the board activities.

6.2.2. The Co-op and the Mutuel :

The différences between the co-operative and the mutual are not as évident as those

between the co-op and the company. These are almost twin sister organisations that

belong to the Social Economy. The mutual association member's methods of participating
77in ownership, in power and in the business results are the same as in a co-operative. The

main différence between the two organisations lies in their underlying principles. A co-

operative offers services meant to be used on a fairly regular basis, examples of which are

grocery stores and car sharing organisations. For Bridault the co-operative principle is "to

each according to his use."^** On the other hand, most mutual organisations build support

funds that are only meant to be used by members on spécial occasions. Examples of this

would be life or fire insurance. In this case the underlying principle would be "to each

according to his needs."^^

6.2.3. The Co-op and the Non-Profit Organisation :

Once again we are in the presence of sister organisations belonging to the Social

Economy. According to Bridault, the différences are more significant between the co-op

and the non-profit than they are between the mutual and the co-op.

Contrary to the co-operative, most non-profit organisations primarily offer their services

to beneficiaries who are not members, Food Banks could serve as an example of this type

of organisation. It seems that the simplicity of the non-profit légal format allows it to be

used for a variety of purposes. Some of these serve the public by providing humanitarian

Gibbins 1992, p43
Bridault 1996, p22 translated and adapted by Grenier
Bridault March 1998, p22
Bridault March 1998, p22
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and social services, like the Red Cross. Others, like co-operatives, serve the needs of a

defined membership, as in the case of an association of fly fishermen.

6.2.3.1. Ownership
80

"As a corporate form, a non-profit is simply a corporation without shares." There are no

ownership shares in the enterprise. Members simply pay annual dues.

6.2.3.2. Power

There are no différences with the co-op. The démocratie principle is in effect. Each

member is eligible to participate in the committees.

6.2.3.3. Business results

Bridault tells us that "in a non-profit organization there are no ownership shares."^' The

member does not have an ownership right to share in the non-profif s eventual surplus.

AU surplus must be lefit with the organisation. "Any net eamings...are retained and used
82for the purposes for which the corporation was set up."

6.2.4. Objectives

Each organisational type was created to serve a purpose, to accomplish certain

objectives. "The key, within any one particular social, économie, and political

environment, is to identify which needs are to be addressed and which groups have an

interest in meeting those needs. Bridault provides us with a handy summary

describing the objectives of private enterprise, those of non-profits, and those of

mutuals and co-operatives.

Figure 6 allows us to see that a private enterprise will only get involved in spheres of

activity, and they will only address needs, on the basis of their ability to provide

Quarter 1992, p42
Bridault, March 1998, p23
Quarter 1992, p42

.19



sufficient profits to satisfy the share holders needs for dividends. The groups that have an

interest in meeting the needs, and the groups that have a need to be met are distinct and

separate. With this model, shouid the retum on the shares be insufflaient, the interest of

the group meeting those needs rapidly disappears. The outcome is a situation in which

those whose needs were being met no longer get served. The two groups have conflicting

interests.

Figure 6: Objectives

The objective of a private enterprise with shares is to maximise the dividends given to
the owners of those shares.

The objective of a non-profit organisation is to provide seiwices to its members or to
non member benefîciaries.

The objective of a co-operative or a mutual is to offer the best quality-price
relationship for the products and services it supplies to its owner/user members.

"A non-profit is an association created solely to provide a service for as long as there is

financing and a need for the service...their purpose is to provide a bénéficiai service

either to the public or to a defmed membership."^'^ It is also often the case in a non-profit

that the people whose needs are being met and the people who are meeting the needs are

différent. In this case, the donor's motivation is not based on a retum on investment. It is

often based on a desire to participate in easing the burden of some "helpless" individuals,

as in the case of a food bank, or in providing assistance to victims of a type that helps the

donor believe they are helping to create a better society. Whatever the motivation of the

donor, once this personal motivation no longer exists, whether the problem is solved or

not, the donations disappear and those in need see a réduction in the services they need.

The conflict that exists between those in need and those who offer to help résides in the

Fairbairn, in Restakis and Lindquist 1998, p36
Quarter 1992, p42
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perception the donor has of the need. The donor's perception is rarely based on personal

experience but rather on theological or ideological imperatives that change over time.

In the case of mutuals and co-ops the needs that are to be addressed are those of the

groups that have an interest in meeting those needs. These organisational forms are based

on self help and solidarity between people seeking solutions to their issues. Such a link

between the need and the interest makes it more likely that the interest would only wane

when there is no longer a need. Active participation does have a tendency to dwindle as

the organisation grows and satisfies the needs, but the relationship between the

satisfaction of the need and the members still remain.

6.3. Discussion: Why choose a co-op?

The previous sections give us the information we need to explain why the co-operative

model was chosen and what différence choosing this model makes. By définition the co-

op is the only organisational form of enterprise that is wholly owned by its user/members.

The co-operative is rooted in its community and seeks to serve the needs of a well

defined population, its user/members. It is a democratically controlled organisation, one

member - one vote, which combines a social and an économie mandate in a very unique

way. The co-op behaves differently because it is accountable to its members. It is the

members who identify which needs are to be addressed and it is they who have an interest

in meeting those needs. We will look at some of the différences that support our décision.

6.3.1. Objectives

We can see that the co-operative's objective, as well as that of private enterprise is to

respond to the owners demands. The co-operative responds to the demands made by

owners who have a direct connection with its activities, since they are its main users.

The co-operative's driving motor, and the reason for its existence, is the maximisation
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of the member's co-operative advantage resulting from the member's transactions

with the co-operative. The link between the share owner and private enterprise is very

often limited to receiving dividends. The motor and the reason for being of this type

of enterprise is to maximise its profits in order to offer the best retum possible on the

shareowners investment. These investors do not need to be from the same city,

province or country in which the private enterprise opérâtes. The geographical

cormection isn't important since the concern is to obtain a satisfactory retum on the

investment, not to work for the sustainable development of the communities in which

the enterprise opérâtes. One must never forget that "corporations exist to pursue their
85own profit maximization, not the collective aspirations of the society." Co

opératives and private enterprise share a need to maximise the retum of their share

holder's investments. "For profit concems and co-operatives are similar in that they

seek to maximise retums on investments, but arguably co-operatives should generally

perform better with respect to keeping surplus revenues in both the enterprise and the

community."^^ The co-operative seems to be the better candidate because of the

responsiveness it has to its members usage needs. "In général, the strengths of the co-

operative forms lie in responsiveness and innovation with respect to community

needs... by the fact that the co-operatives have defined membership bases in defined
87

communities."

A non-profit organisation's objective is différent than the co-op's and that of the private

enterprise. Its services are usually offered to beneficiaries having no direct link with the

organisation. The ownership relationship existing between the co-operative and its user is

différent than the relationship that exists between the non-profit and its user.

Beneficiaries are often neither owners nor members of the non-profit serving their need.

They very often have no power within these organisations. The motor and the reason for

being of the non-profit is "to meet particular needs not being satisfied through the private

or govemment sectors."^^ The interest that co-operative user/members have in their

Korten 1995, p67
Lindquist, in Restakis and Lindquist 1998 p24
Fairbairn, in Restakis and Lindquist 1998, p43

^^Quarter 1992, p41
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organisation is based in their usage needs. The interest a non-profit member bas for the

organisation is based on that member's idealism and altruistic tendencies, whatever the

reason. The différence between the co-operative and the non-profit lies in its relationship

with users who are its member/owners. "The essential reasons for choosing co-operative

forms revolve around questions of accountability to defined stakeholder groups, and

institutionalization of linkages between économie enterprises and the social-economic

interests of particular communities."^^ This would seem to make it the better candidate as

the car sharing organisation's structure.

6.3.2. Democracy

Bridault tells us that while the co-operative and the non-profit are démocratie

organisations, private enterprise isn't. In private enterprise the number of votes and the

share owner's ability to participate is based on the number of shares held, it is not based

on the individual's intrinsic value. On the other hand, each member/owner of a co-

operative and each member of a non-profit bas one vote and is eligible to participate in

the organisation's boards and committees. Some would argue that they are ail démocratie,

that they simply use différent criteria to establish eligibility. According to Dickerson and

Flanagan, "democracy in itself is simply a technique, a way of making certain décisions

by accepting the will of the majority."^ It would seem more likely that the will of the

majority can be ascertained if the voting rights are based on the one person-one vote

principle rather than on the one share-one vote basis. The co-operative would seem to be

the most likely organisation to effectively respond to its user/member constituency.

The démocratie control held by the co-operative's user/owners gives them a form of

political power. Schwartz tells us that the main reason for politics is to establish "the right

to define what is socially valuable and to make the décisions about how what is valuable

should be distributed."^^ Politics exist in ail human groups. After ail, whatever group a

participant belongs to, it is an artificial création in which values are negotiated in a way

Fairbairn, in Restakis and Lindquist 1998, p48
Dickerson and Flanagan 1990, pl84
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that allows participants to reach compromises that are acceptable to the majority. Though

political power gives the right to defme what is valuable, are there challenges to that

right?

6.3.3. Controi of the enterprise

Who controls the enterprise? In "Contested Terrain" Richard Edwards gives us a look at

the évolution of controi relationships within private enterprise. He invites us to examine

the changes in the distribution of power among the différent actors that occurred during

the transformation of entrepreneurial type private enterprise into a corporate variety of

private enterprise that is owned by a variety of share holders.

As corporate ownership became more widely dispersed, the fmancial investor
replaced the industrial entrepreneur. But since finance capitalists tended to have
less experience with and less interest in production per se, management was often
left in the hands of professional managers.^^

Though the distribution of power within the organisation is of no concem for

shareholders whose only interest is in obtaining a satisfactory retum on their investment,

it is problematic for organisations based on user ownership. An examination of this

private enterprise process could help us understand how it could affect social economy

organisations. There would seem to be three factors leading to this state of affairs within

private enterprise. These factors are;

1. A diffused right of ownership.
2. A lack of interest in the enterprise's opérations.
3. A lack of experience, or knowledge, about the enterprise's opérations.

Something resembling these factors exist within social economy organisations like the

co-operatives and the non-profits. Such a transfer of controi, into the hands of a social

economy enterprises' management, would be made possible by:

1. A membership which is too large to maintain a cohesive vision.
2. A Board's lack of interest in the enterprise's operational activities.
3. Board members' lack of participation in, or knowledge about, the enterprise's

opérations.

Schwartz 1990, pi I
Edwards 1979, p55
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Bridault tells us that there are three conditions that allow to maintain the démocratie

health of a co-operative. Firstly, the members must benefit from a substantial co

opérative advantage. "A co-operative is economically and democratically viable when

member's needs match the objectives of the enterprise."^^ If the members fmd no

advantage to participating in a co-operative, they have no reason to remain involved. The

co-operative double structure offers an excellent vehicle to keep abreast of member's

needs. The association is the political instrument through which the membership may

ensure that its objectives are met. As in any democracy, the onus is on the members to

participate in the process and ensure the proper évolution of the co-operative's mandate.

The second condition to maintaining démocratie health requires that the co-operative

leaders constantly seek to help members retain a sense of community, a sense of

solidarity. It is casier to maintain this sense, this cohesive vision, when the co-operative is

young and the members are still facing the issue that motivated them to make the effort.

Once the co-operative has been active for a period of time, the very reason for the

member's active participation fades away. "There is no co-operative «movement» unless

the solidarity among the cooperators is expressed in concrète terms."^'^ Members no

longer feel a need to be concemed since the issue has been addressed. As often happens,

once an organisation has achieved its purpose, the original challenge which motivated

social entrepreneurs to take leadership disappears. These leaders will often fïnd other

causes to champion. As long as the members receive the services they require, they very

often are content to let the management operate the enterprise as they see fit.

The co-operative Board of directors acts as the interface between the member association

and the enterprise. It must see to it that the members objectives are met by the

enterprise's activity. We have seen that the co-operative Board's purpose is to manage the

association and administer the enterprise. "Because of its dual nature, a co-operative as an

association of persons controlling an enterprise is indubitably one of the most complex

Bridault, March 1998, p98
Bridault, March 1998, p99
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possible forais of human organization."^^ The management of such an association donc in

combination with the administration of the enterprise that is meant to serve its needs

means that certain skills are required by the members of the board. In a co-operative there

are often very few members who possess such skills. The third condition allowing to

maintain the démocratie health of a co-operative is to ensure that the members receive

proper training. Two types of training should help in this regard. The fïrst type of training

provides knowledge about the functioning of democracy. "A person does not become a

democrat or spontaneously act democratically merely through membership in a

démocratie association. Democracy bas to be learaed."'^ Most of us have leamed to live

and work within organisations that are not democratically run. It is not surprising that we

should need to leara about how such démocratie organisations should function. The

second type of training helps the member obtain more knowledge about management

which is adapted to co-operative realities. An appropriate training program should

provide the members with the skills needed to retain control over the organisation. Co-

operative éducation is not meant to be limited to the members of the Board, it must also

be offered to the général membership. Many tools may be used in offering co-operative

éducation. A news letter that also serves to keep the members appraised of their

organisation's évolution comes to mind as such a tool. The importance of éducation has

long term impacts in the démocratie functioning of the organisation. George Benello tells

us that;

The fundamental feature of the organizational imperative can be expressed as
follows: in the short run it is more efficient to have an elitist structure, dominated
by an educated and knowledgeable minority. From this perspective the difficult
task of developing a participatory structure, and then educating people into using
it, is time-consuming and inefficient. It is only in the long run that the values
embodied in full participation...pay off in efficiency.^^

The importance of maintaining the health of democracy in a co-operative can never be

understated. The reason for the existence of this model rests in its identity as a user

empowering vehicle serving to support the user's objectives. In such an organisation, the

According to Bridault 1996, p36
'^Bridault, March 1998, plOl

Bridault, March 1998, plOl
'^Benello 1992, p39
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ideological imperative of the members outweighs the need to maximise the profit that can

be achieved by the opération. A democratically controlled organisation can guarantee that

the member's imperatives are what drives the enterprise.

We have seen that it is the Board's responsibility to hire the général manager. It is also

the Board that gives the manager the mandate to plan, organise, direct and control the

enterprise according to the member's objectives. The général manager's duties consist of

being responsible for a number of co-ordination and animation tasks whose aim is to get

the best results from the limited resources at hand.''^ Laflamme also tells us that "the

practice of général management requires of those who do it the possession of

entrepreneurial, stratégie, agency of change, and man building notions. The

management's mission is to manage the daily opérations of the organisation in a way that

will allow to reach the Board's, and therefore the member's, objectives. Though the GM

doesn't have the right to vote at the board's meetings, the GM is generally invited to

attend those meetings and help in the development of the organisational strategy.

It is important to remember that the manager isn't the enemy of the organisation's

democracy, member apathy and ignorance are. The great majority of management

training programs train managers to seek the best retum possible on the investor's

capital. Décisions based on this premise do not always reflect the needs of the

membership. "Membership also serves to empower consumers and service providers

to control the nature of services."'®' In car sharing buying a sun powered electric

vehicle may not allow for the best retum on the investment but it would better serve

the member's ecological imperative. Providing éducation about co-operative adapted

management skills to the GM could, once again, serve as a valuable tool ensuring the

maintenance of the co-operative's démocratie health. In a healthy co-operative the

management isn't placed in the position of determining the organisation's objectives.

The manager is left to make the best use of the limited resources at hand with the help

and guidance of the Board.

" According to Laflamme 1978, pl5
Laflamme 1978, pl9 as translated by Grenier
Fairbairn, in Restakis and Lindquist 1998, p41
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6.4. Summary

In this section we have gained a better understanding of co-operatives. We know that

they exist in order to allow user/members to meet their common économie, social,

and cultural needs and aspirations through a jointly-owned and democratically

controlled enterprise. We have also seen that co-operatives differ from private

enterprise and non profits. "The co-operative behaves differently because its structure
1 r\'y

makes it accountable to a defined membership base." We have looked at the co-

operative structure and how it functions. We have been made aware that there are a

number of factors that can affect a co-operative's démocratie health. We have leamed

that there are ways of ensuring that the démocratie health of the organisation is

maintained and that it allows the membership to retain control over their organisation.

This control allows the members to keep their priorities central to the opération of the

enterprise. "Co-operatives are of great interest precisely because they balance a

commercial orientation with social concems."'^^ The co-operative is an excellent tool

that has been proven to be effective in serving the needs of its members. "The co-

operative model has developed over 150 years of experience. In that time it has

proved remarkably durable and applicable to virtually ail social and économie

activities."'®"^

Fairbairn, in Restakis and Lindquist 1998, p41
Lindquist, in Restakis and Lindquist 1998 p24
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7. CONCLUSION

In this essay we have gained a basic understanding of CATCO. We know that it is

being formed to promote, develop and operate more sustainable modes of

transportation in Calgary. We have been given a quick synopsis of its intended

activities: Car Sharing, Ride Sharing, Car Pooling, Bicycle Service and Advocacy.

We have gained a better imderstanding of car sharing. We know that these

organisations exist to offer a more sustainable alternative to single car ownership. Car

sharing differs from car rental, ride sharing and car pooling. It is meant to be used in

concert with other mobility means. We know that there are a number of factors which

influence people to take part in car sharing groups. Some stemming ffom ecological

concems, others from the individual costs of private car ownership and still others

from the public costs of transportation. We have diseovered that though car sharing is

not a new idea, organised car sharing in itself is a relatively new concept. We have

seen that the development of car sharing groups is not a static process. They have a

tendency to be formed by people with ecological concems and, once started, the

organisations seem to attract people with other priorities.

This essay has also helped us gain a better understanding of co-operatives. We know

that they exist in order to help user/members meet their common économie, social,

and cultural needs and aspirations through a jointly-owned and democratically

controlled enterprise. We have seen that co-operatives differ from private enterprise

and non profits. We have looked at the co-operative structure and how it functions.

We have been made aware that a number of factors affect a co-operative's démocratie

health and that there are ways of ensuring that it remains healthy. Member control

ensures that it is their priorities that remain central in the enterprise.

The development of CATCO as a co-operative can ensure that the organisation's

priorities remain those dictated by its local membership, according to their values.

Kauffman and MacPherson, in Restakis and Lindquist 1998, pl51
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The Calgary Alternative Transportation Co-operative (CATCO)
(Project currently iinder development)

Our Mission

To promote, develop and operate transportation alternatives in Calgary using the

co-operative model as the preferred organisational form.

To accomplish this CATCO wili

13. Promote and encourage the use of more sustainable modes of transportation

14. Develop and operate a car sharing co-operative

15. Assist members in dcveloping alternative transportation methods

16. Assist members in reducing the cost of alternative transportation

17. Develop educational stratégies focusing on more sustainable transportation

18. Develop opportunities for lobbying on issues affecting transportation

CATCO

C*r Sftatine CarStiartna
Ce-«p
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Why a co-op?

By définition the co-op is the only organisational form of enterprise that is wholly
owned by ils user/members. The co-operative is rooted in its community and seeks
to serve the needs of a well defined population, its user/members. The co-op is a
democratically eontrolled organisation, one member - one vote, that combines a
social and an économie mandate in a very unique way. The co-op behaves
differently beeause it is aceountable to its members. It is the members who identify
which needs are to be addressed and it is they who have an interest in meeting those
needs.

Description of intended activities

Bicycle service:
This service is intended for people whose preferred form oftravel is the bicycle.
The service eould range from bulk purchasing power to bicycle use advoeacy. It
could be used as a link to and between the varions bicycle clubs in the city.

Advoeacy:
The CATCO board and staff will work to promote, develop and operate
transportation alternatives in Calgary.

Other:
Other activities will undoubtedly be added as the co-op members sec fit.

Car Sharing:
An alternative form of car ownership. It consists of a group of individuals who share
access to vehicles which are parked close to their home. It is an organised way of
redistributing the cost of car ownership, based on actual use. It is also an
environmentally responsible alternative to private car ownership. It attempts to
achieve a balance between redueing the environmental impact of car use without
giving up the eonvenience of car ownership. Users typically pay an initial, partly
refundable, membership fee, plus additional costs based on the number of hours and
kilométrés the car is used. The car sharing co-op pays the costs of insurance,
maintenance and fuel.

Ride Sharing:
This service is intended for people looking for an alternative for travel to
destinations outside of Calgary. It is an organised service that intends to provide
aceess to safe and efficient ride sharing. Participants are required to fill ont an
application form that is reviewed for safety purposes. Once aeeepted, drivers and
passengers connect through the service. Passengers pay a fee for the service
provided by the driver. A fee may also be levied by the ridesharing service.

If you would like more information on the CATCO project.

Please send the following information to:

Name

CATCO project
C/0 Calgary Area Outdoor Council

1111 Mémorial Dr. NW

Calgary, Alberta T2N 3E4

phone_

Address_

E-mail

Car Pooling:
This service is intended for people looking for an alternative for travel to
destinations inside Calgary . It is an organised service that intends to provide aeeess
to safe and efficient car pooling. Participants are required to fill out an application
form that is reviewed for safety purposes. Once aeeepted, drivers and passengers
connect through the service. Passengers pay a fee for the service provided by the
driver. A fee may also be levied by the carpooling service.

OR

Phone

Louis Grenier at

(403)210-1370
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Financial (cash) comparison between co-operative, purchasing and leasing

HYPOTHESES

For the purpose of this analysis we will be using purohase and lease options found on page G14 of a Calgary Herald ad on Mar 19/99. The vehicle, Saturn SL Sedan
Advertised price of $13,993, $0 Down Payment, $754 is expected at the signing of 36 month lease with purchase option of $6857.
Additions to the price are ; $110 for a block heater, $85 for documentation, $20 for tire tax, plus freight (unknown at the time of conversation) and $995 (+)for GST

A purchase interest rate of 4.9% will be used in our calculations. This should compare to some of the rates offered by other dealerships.
On March 25,99 the rates for a car purchase that are being offered by the banking institutions hover around 10%

Each option discussed will include the price of a monthly bus pass. The alternative would be the cost of parking downtown.

It is to be nofed that inflationary changes have not been considered in these calculations

Purchase option

Tôt Purchase price of car without freight $  15,203

Cash payment for automobile $  754

Automobile loan $  14,449

Interest rate on automobile loan loan 4.9%

Loan duration in years 5

Monthly payment $  272.01

Years you keep an automobile 10

Total kilometers per year 16,000

Co-op option

Co-op reimbursable membership fee $  500

Co-op automobile monthly fee $  35

Co-op car usage rate per hour $  1.50

Co-op mileage rate per km $  0.25

Total hours per year 429

Total kilometers per year 8,000

Financial cost of automobile usage

Average litres per 100 kilometers 11

Gas cost per litre regular (3/25/99) $  0.479

Average maintenance cost per year $  701

Insurance cost per year $  1,300

Licence cost $  53

Lease options

Lease price of automobile $  15,203

Down payment on auto lease $  754

Buy out price $  6,857

Interest rate on automobile loan loan 10.0%

Loan duration in years 3

Monthly payment $  221.26

Monthly lease rate $  246.00

Monthly lease rate to pay plus gst $  263.22

Lease duration in years 3

Total kilometers allowed per year 20,000

Excess kilometers expected per year 0

Excess kilometers rate per kilometer $  0.12

Monthly public transport

Monthly public transport pass 50

Average 56 km/hr and 2 hours parking for every hour driven. Wiil vary
Car sharers rely on more forms of transportation. Represents around a 50% réduction.

Per 1997 CAA Vehicle Durability Survey

Regular at Shell on 16th Ave NW
Per 1997 CAA Vehicle Durability Survey

Based on 5 years driving experience, clean record

"In 1998, 45 percent of respondents chose to lease their new 1998 model" ( Per the 1998 CAA Vehicle Durability Survey)
CAA February 8,1999
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RESULTS

Cash disbursement of purchase over 10 years

10 year total monthly avg

Down Payment $ 754 $ 754 $ 6.28

Total loan reimbursement $ 16,321 $ 16,321 $ 136.00

Licence $ 53.00 $ 530 $ 4.42

Yearly cost maintenance $ 701 $ 7,007 $ 58.40

Yeariy cost of gas $ 843 $ 8,430 $ 70.25

Yearly cost of insurance $ 1,300 $ 13,000 $ 108.33

Yearly monthly bus passes $ 600 $ 6,000 $ 50.00

Total $ 52,042 $ 433.69

No purchase lease cash disbursement over 10 years

10 year total mnthly avg

DP $  754 $  754 $  6.28

Lease/year $  3,159 $  31,586 $  263.22

Licence $  53.00 $  530.00 $  4.42

Maint $  701 $  7,007 $  58.40

Gas $  843 $  8,430 $  70.25

Insurance $  1,300 $  13,000 $  108.33

Total $  61,308 $  510.90

Purchase lease cash disbursal over 10 years

10 year total mnthly avg

Down payment $  754 $  754 $  6.28

Lease/ year $  3,159 $  9,476 $  78.97

Total loan $  7,965 $  7,965 $  66.38

Licence $  53.00 $  530.00 $  4.42

Maint $  701 $  7,007 $  58.40

Gas $  843 $  8,430 $  70.25

Bus pass $  600 $  6,000 $  50.00

Insurance $  1,300 $  13,000 $  108.33

Total $  53,163 $  443.02

Co-op cost for 10 years
10 years tôt mnthly avg

membership $  500 $  500 $  4.17

monthly fee $  35 $  4,200 $  35.00

Hourly fees $  1.50 $  6,429 $  53.57

Km fees $  0.25 $  20,000 $  166.67

mnth bus fees

en
o

$  6,000 $  50.00

Total $  37,129 $  309.40

Average monthly cash comparison 10 year diff

Purchasing $  433.69 $ 14,913.77

lease vyith purchase $  443.02 $ 16,034.37

Lease without purchase $  510.90 $24,179.63
Co-op $  309.40 $
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Table 6: Average cash comparisons at différent yearly kilométrés
105

16K/year ZOkfyear 25k/year 30k/year

Monthly Monthly Monthly Monthly

Purchasing $  433.69 $  451.25 $  473.20 $  495.16

lease with purchase $  443.02 $  460.59 $  532.54 $  604.50

Lease without purchase $  510.90 $  528.47 $  600.42 $  672.37

The amounts in the fïrst table of this annex indicate that in the long run, car ownership is a better

financial deal for the Alberta consumer. The choice of leasing must be based of other

considérations than long terni financial benefit.

Table 7: Car sharing cost at différent annual kilométrés
106

Monthly Monthly

5k/year $  226.82 13k/year $  447.05

8k/year $  309.40 14k/year $  474.58

lOk/year $  364.46 16k/year $  529.64

12k/year $  419.52 20k/year $  639.76

When comparing the monthly cost of car sharing to those found in the fïrst table of this annex, it

becomes clear that car sharing is not meant to replace full time use of a car. Car sharing is a

viable alternative for consumers searching for a combination of mobility replacements. The

combined use of public transport and car sharing can be an effective replacement to single car

ownership.

A consumer normally using a single owned car for 16,000 kilométrés a year could reduce her

mobility costs by approximately $14 per month, while still driving a car share vehicle for up to

12,000 kilométrés per year. This means that she could be using the car sharing vehicle for up to

75% of her normal use. Her savings would be greater the less use she made of the car sharing

vehicle. Some researchers indicate that in the long term, car sharing members have a tendency to

reduce their use of vehicles by about 48% to 50%. Such a réduction would represent a monthly

saving of approximately $124 per month.

105

106

The results are based on the assumptions contained in appendix 2, but using différent kilométrés travelled
The results are based on the assumptions contained in appendix 2, but using alternative total car sharing

kilométrés
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It becomes apparent that car sharing isn't as effective a replacement for consumers needing to

drive a higher number of kilométrés per year. Though a consumer can still benefit from the use of

car sharing as a replacement, the vehicle use ratio and the monthly savings become less. A

consumer using her vehicle for 20,000 kilométrés per year, would at best be able to use a car

sharing vehicle for up to 65% of her normal kilométrés, that is for 13,000 kilométrés. At this rate

the savings would be about $4 per month. When examining a 50% réduction in car use, the

savings would represent about $87 per month.

These tables tend to indicate that the lower the normal use of a single owned car, the more

effective car sharing is as a mobility replacement. The higher the normal usage of a single owned

car, the less effective car sharing will tend to be.
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