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1 Purpose of the Review

Public entities that operate fixed route transportation services for the general public are required by the U.S. Department of Transportation (DOT) regulations implementing the Americans with Disabilities Act of 1990 (ADA) to provide ADA complementary paratransit service for persons who, because of their disability, are unable to use the fixed route system.  These regulations (49 CFR Parts 27, 37, and 38) include six service criteria, which must be met by ADA complementary paratransit service programs.  Section 37.135(d) of the regulations requires that ADA complementary paratransit services meet these criteria by January 26, 1997.

The Federal Transit Administration (FTA) is responsible for ensuring compliance with the ADA and DOT regulations.  As part of its compliance efforts, FTA, through its Office of Civil Rights, conducts periodic reviews of fixed route transit and ADA complementary paratransit services operated by grantees.

The primary purpose of these reviews is to assist the transit agency and the FTA in determining whether capacity constraints exist in ADA complementary paratransit services.  The reviews examine policies and standards related to service capacity constraints such as those measured by on-time performance, on-board travel time, telephone hold times, trip denials, and any other trip-limiting factors.  The reviews consider whether there are patterns or practices of a substantial number of trip limits, trip denials, early or late pickups or arrivals after desired arrival (or appointment) times, long trips, or long telephone hold times as defined by established standards (or typical practices if standards do not exist).  The examination of patterns or practices includes looking not just at service statistics, but also at basic service records and operating documents, and observing service to determine whether records and documents appear to reflect true levels of service delivery.  Input also is gathered from local disability organizations and consumers.  Guidance is provided to assist the transit operator in monitoring service for capacity constraints.

An on-site compliance review of ADA complementary paratransit service provided by the Capital District Transportation Authority (CDTA) of Albany, NY, was conducted June 13 to 16, 2005.  Planners Collaborative, Inc., located in Boston, Massachusetts, conducted the review for the FTA Office of Civil Rights.  The review focused on compliance of CDTA’s ADA complementary paratransit service with one specific regulatory service criterion: “capacity constraints.”  Section 37.131(f) of the regulations requires that ADA complementary paratransit services be operated without capacity constraints.  The review also included observations of service criteria for eligibility, service area, hours of operation, and fares.
This report summarizes the observations and findings of the on-site review of CDTA’s ADA complementary paratransit service.  First, a description of the approach and methodology used to conduct the review is provided.  Then, a description of key features of transit services provided by CDTA—fixed route bus and ADA complementary paratransit service—is provided.  All of the findings of the review are summarized in Section 4.  Section 5 includes observations on service area, hours, and fares.  Observations and findings related to each element of the capacity constraint criteria are then presented in Sections 7 through 10.  Recommendations for addressing some of the findings are also provided.
CDTA was provided with a draft copy of the report for review and response.  A copy of the correspondence received from CDTA on November 1, 2006, documenting their response to the draft report, is included as Attachment A.
2 Overview

This review focused on compliance with the ADA complementary paratransit capacity constraints requirements of the DOT ADA regulations.  These regulations identify several possible types of capacity constraints.  These include “wait-listing” trips, having caps on the number of trips provided, or recurring patterns or practices that result in a significant number of trip denials, untimely pickups, or excessively long trips.  Capacity constraints also include other operating policies or practices that tend to significantly limit the amount of service to persons who are ADA complementary paratransit eligible.

To assess each of these potential types of capacity constraints, the review focused on observations and findings regarding:

· Trip denials and “wait-listing” of trips

· On-time performance

· Travel times

The review team also made observations and findings related to three other sets of policies and practices that could affect access to ADA complementary paratransit service:

· Service area, service times, and fares

· ADA complementary paratransit service eligibility process

· Telephone capacity

The review also addressed scheduling, dispatch, and operation of service as potential causes of, or contributors to, capacity constraints.  Similarly, adequacy of resources was reviewed as a potential contributor to capacity constraints.
Pre-Review

The review first involved the collection and examination of key service information provided by CDTA prior to the on-site visit.  This information included:

· A description of how the ADA complementary  paratransit service is structured
· Public information describing the ADA complementary  paratransit service
· A description of CDTA’s standards for on-time performance, trip denials, travel times, and telephone service
CDTA was requested to make additional information available during the on-site visit.  This information included:

· Copies of completed driver manifests for the most recent six month period (for each carrier)
· Six months of service data, including the number of trips requested, scheduled, denied, canceled, no-shows, missed trips, and trips provided by CDTA
· A breakdown of trips requested, scheduled, and provided
· Detailed information about trips denied in the last six months including origin and destination information, day and time information, and customer information
· On-time performance information
· Detailed information about trips identified in the last six months with excessively long travel times
· Telephone call management records
· Records of recent customer comments and complaints related to capacity issues (trip denials, on-time performance, travel time, and telephone access)
On-Site Review

An on-site review of the service was conducted from June 13 to 16, 2005.  The on-site review began with an opening conference, held at 1 p.m. on Monday, June 13, 2005.  In attendance were the following:

Carmen Basille


Chief of Staff and Director of Marketing, CDTA

Anthony Grieco


Director of Transit Services, CDTA

David Chia



Planners Collaborative

Don Kidston



Planners Collaborative
Scott Hamwey



Planners Collaborative

In addition, Cheryl Hershey from the Federal Transit Administration’s Office of Civil Rights participated in the conference by telephone.

Ms. Hershey thanked CDTA for their cooperation.  She described the purpose of the review and emphasized that it was intended to assist the CDTA in providing effective ADA complementary paratransit service.  Ms. Hershey outlined the steps in the review process:

· Preliminary findings and an opportunity to respond would be provided at a closing meeting on Thursday, June 16.
· A draft report would be provided to the CDTA for review and comment.
· CDTA’s comments would be incorporated into a final report, which would then become a public document.

David Chia, team leader for the review, described the objective of the review to identify significant impediments, if any, to people with disabilities receiving the service to which they are entitled under ADA, and to assist CDTA in improving service if warranted.  He described the scope of the review as including review of policies, procedures, practices, and performance that can affect availability of effective service.  The areas to be addressed include service design criteria, eligibility, telephone access, reservations and scheduling, operating procedures, practices and performance, and adequacy of resources.  He went on to present the schedule for the on-site review, including the elements of the operation that would be observed by day.  A copy of the review schedule is provided in Attachment B.  The review team conducted the review generally in accordance with the review schedule.
An exit conference was then held at 1 p.m. on Thursday, June 16, 2005.  Attending the exit conference were:
Stephen Bland



Executive Director, CDTA

Ray Melleady



Deputy Executive Director, CDTA

Carmen Basille


Chief of Staff and Director of Marketing, CDTA

Anthony Grieco


Director of Transit Services, CDTA

Maryellen Casey Usis

ADA Coordinator, CDTA

David Chia



Planners Collaborative

Don Kidston



Planners Collaborative
Scott Hamwey



Planners Collaborative

In addition, Cheryl Hershey and Donna Walton from the Federal Transit Administration’s Office of Civil Rights participated in the conference by telephone.  John Prince, Civil Rights Officer for FTA Region II, also participated by telephone.

Ms. Hershey opened the exit conference by thanking the CDTA staff for their cooperation in the review.  The review team members then presented an overview of the assessment and initial observations and findings in each of the following areas:

· Consumer input
· Service design parameters
· Eligibility determinations
· Telephone access
· Handling of trip requests and trip denials
· Trip scheduling
· On-time performance and service delivery
· Trip duration
· Operations
· Resources (vehicles, manpower, and financial resources)
The review team thanked CDTA for their cooperation during the field review.

3 Background

The Capital District Transportation Authority (CDTA) was formed by an act of the New York State legislature in 1970.  The authority is a public benefit organization with a legislative purpose “to provide for the continuance, further development and improvement of transportation and other services related thereto within the Capital District Transportation Authority by railroad, omnibus, marine and air.”  The primary activity of CDTA is operating the fixed route bus and ADA complementary paratransit services in a four-county region of New York (Albany, Rensselaer, Saratoga, and Schenectady).

CDTA has a nine-member board of directors, all selected by the state governor.  Three members represent Albany County, while two members each represent the other three counties.  The authority is led by the executive director.

The fixed route service consists of over 50 bus routes, a combination of local and express service.  Most routes operate within a 150-square-mile urbanized area.  The fixed route fleet consists of 250 buses.  All buses have lifts or ramps.  The entire four-county area is 1,760 square miles and has a population of 750,000.

There is service on all routes on weekdays.  A limited set of routes operate on Saturday and a smaller set of routes operate on Sundays and holidays.  The earliest weekday service begins at 4:30 a.m. and latest route operates until 2:05 a.m.  Service begins at 5 a.m. and 5:45 a.m., on Saturdays and Sundays, respectively.  Late night service is provided until 4:10 a.m. on one route on Friday and Saturday nights (Saturday and Sunday a.m.).
The FY 2006 operating budget for CDTA is $56 million.  The administrative office and main garage are in Albany at 110 Watervliet Avenue.  CDTA also has two other facilities, in Schenectady and Troy.

The base fare for the bus is one dollar per unlinked trip.  There are no free or discounted transfers.  Multi-ride passes provide discounted fares.
The average weekday ridership for the first 6 months of 2005 was 42,000.

Description of ADA Complementary Paratransit Service

CDTA has operated paratransit service since 1981.  “Special Transit Available by Request” (STAR) currently provides service to individuals certified for ADA complementary paratransit service.  STAR is managed and operated by CDTA staff, using CDTA facilities and vehicles.  All STAR activities run from the Albany facility.
STAR ADA complementary paratransit service provides curb-to-curb service within 3/4-mile of CDTA fixed routes.  The fare for a one-way ADA trip is $2.00.  Most riders pay in cash.  Recently, CDTA allowed riders to set up debit accounts that provide a slight discount: $25 in the account pays for 13 one-way trips.  The service hours mirror the hours of the fixed route on a route-by-route basis.  As a result, STAR service may be available in some corridors as early as 4:30 a.m. and later than 2 a.m.  Service on Saturdays, Sundays, and holidays is more limited to reflect fixed route service availability.
In FY 2004 (April 2003 to March 2004), CDTA served a total of 125,164 ADA complementary paratransit trips.  This compares to 110,383 ADA trips in FY 2004: an increase of 13.4 percent.  The estimated FY 2005 ridership was 142,800, an annual increase of 14 percent.
CDTA accepts reservations for ADA complementary paratransit service from one to 14 days in advance.  On weekdays, call-takers accept trip requests from 9 a.m. to 9 p.m.  On weekends and holidays, call-takers accept trip requests from 9 a.m. to 5 p.m.  For requests for next-day trips, riders must call by 5 p.m.; CDTA considers requests after 5 p.m. as “same-day” requests.  CDTA does not confirm the trip request at the time of the call.  Riders receive a callback on the day before service; they can also call to confirm or use an automated system.
At the time of the review team’s site visit, the STAR fleet consisted of 27 vans and low-floor small buses.  The peak fleet requirements ranged from 22 to 25 vehicles.  CDTA had ordered 13 new vehicles and was planning to retire 11 older STAR vehicles.

As of December 2004, there were approximately 2,900 individuals certified by CDTA as eligible for ADA complementary paratransit service.
CDTA ADA Complementary Paratransit Performance Standards
CDTA has established the following service performance standards for ADA complementary paratransit service:
· Telephone response time: CDTA had no standards for telephone hold or wait times.
· Trip denials: For trip requests by 5 p.m. of the day before service, CDTA has a goal of one percent and a “benchmark” of 3.5 percent (a benchmark is a minimum monthly performance level set by CDTA management).
· On-time performance: CDTA’s goal for on-time pickups is 95 percent, with an on-time trip defined as a trip that originates within 15 minutes before to 10 minutes after the scheduled pickup time (-10/+15).  The benchmark for on-time performance is 88 percent.  CDTA does not have a standard for on-time drop-offs.
· Travel time: CDTA does not have a standard for on-board travel time of STAR trips.
· Productivity: CDTA also has a goal for vehicle productivity.  The goal is 1.8 passenger trips per vehicle revenue hour, while the benchmark is 1.6 trips per hour.

Consumer Input 

Prior to and during the on-site visit, the review team gathered input from the perspective of consumers to assist the reviewers in identifying regulatory issues of concern to consumers.  Input was collected from review of complaints on file with FTA, consumer interviews, and review of customer complaints on file with CDTA.
Formal ADA Complaints Received by FTA

FTA received one formal complaint concerning CDTA’s STAR paratransit service.  In April 2004, an individual who uses both STAR and the fixed route buses cited the following issues concerning STAR:
· When calling STAR dispatch, “sometimes the phone rings more than 20 minutes before being answered.”
· There were “times when bus driver did not know how to get to my place.”

· CDTA does not respond to complaints that e-mailed or called in by the complainant.
Consumer Interviews

Prior to the review team’s site visit, team members conducted telephone interviews of 11 users of CDTA’s STAR ADA complementary paratransit service.  In addition, team members reviewed nearly 50 e-mails from STAR riders and advocates directed to CDTA and forwarded to FTA concerning STAR service.  These consumer comments were used to gain a better insight into, and identification of, issues to be addressed during the site visit.  Concerns raised in the interviews and e-mails are summarized in the following paragraphs.
Eligibility determination.  Five telephone respondents said that the determination process took longer than 21 days.  Several respondents complained about the inconsistency in the number of years granted for eligibility.  One e-mail said that the definition of the 21-day processing period is unclear.  One e-mail said that CDTA does not send applications in accessible format to individuals with vision disabilities.
Trip requests.  Seven respondents indicated that long waits to get through to a reservationist were frequent (more than half the time).  Particular problems identified were: pickups and hangups following a long number of rings; increased difficulty in reaching reservationists in the past year; difficulty in getting through during the day or during lunch; and that the difficulty in getting through when trying to cancel has resulted in no-shows.
A majority of the respondents said that when requesting a trip, they had been put on “standby,” even when calling 14 days ahead.  Several respondents said that there was little negotiation by the reservationists when requesting a pickup time.  One respondent said that sometimes she had to renegotiate the trip time the night before.  One e-mail stated that STAR had renamed “standbys” as “unscheduled” trips, but there was no difference in practice.
On-time performance.  Respondents had mixed impressions about on-time performance, although some who cited late pickups were not aware of STAR’s pickup window.
For drop-offs, five respondents said drivers lateness ranged from “occasionally” to “50/50,” and one said they were usually late.  Specific comments were that trips are getting longer and that trips that pass through the city are a “guaranteed late.”

Other operations and driver issues.  Two respondents said drivers do not know their way in the service area.  Two said that drivers are sometimes given the wrong information and go to the wrong address within a complex.  Other responses were that veteran drivers know where they are going and new drivers do not, and that drivers often need to call in for directions; one respondent said even drivers have trouble getting someone on the phone when they need directions.
Four respondents said that there was an even split between courteous and rude drivers.  One respondent said that some are rude, but behavior had been improving.

One e-mail was concerned about fumes coming from Orion small buses.  Another e-mail stated that he believed that Ford buses used for STAR service were leaking.
Complaint resolution.  Four of the ten who had filed complaints said they were handled satisfactorily (although one of these said that was not the case in the past).  Two said that although they received responses from STAR, their concerns were not addressed.  The other four were dissatisfied with the responses, with some never hearing back, or feeling like they were just getting lip service.
Rider Comments on File at CDTA
CDTA receives consumer comments about STAR service through various channels.  They are received via telephone, e-mail, or in the form of written comments.  There is no separate comments telephone “hotline” or e-mail address, and various members of the STAR staff can receive consumer comments.  The staff person receiving the comment fills out a STAR comment form, attaching copies of letters and e-mails if that is how the comment is submitted.  In general, the STAR superintendent has responsibility for reviewing each comment form and responding to it.  That position was open at the time of the review team’s site visit.  Once CDTA has responded to a comment, any accompanying documentation is attached to the comment form, and a description of the response is added to the original form.  CDTA did not maintain an electronic database of comments.

The review team reviewed consumer comments on file with STAR.  From March 1 to May 31, 2005, there were a total of 34 comment forms.  Table 3.1 shows the number of comments received by category.  The most frequently cited concerns were related to driver behavior (15 out of 34).
Table 3.1 – STAR Comment Forms by Category and Response Status

	Category
	# Complaints
	# Responses

	Driver
	15
	1

	Late trip
	6
	1

	Standby trip request
	4
	3

	Vehicle
	2
	0

	Trip confirmation
	2
	1

	Phones
	2
	1

	Trip length
	1
	1

	Call-taker
	1
	0

	Fare
	1
	1

	TOTAL
	34
	9


Note: categories defined by review team
Observations

As of the time of the review team’s visit, CDTA had responded to only nine of the 34 comments.  Several comments forms had not received a response for over three months, suggesting that CDTA is not responding to comments in a timely manner.  Some of this lag can be explained by the fact that the STAR supervisor position, which traditionally has had the responsibility for addressing consumer comments, had gone unfilled for much of this period.  STAR should consider implementing an electronic complaints database that includes, at minimum: date received, comment category, response date, and response action.  This will provide CDTA with another means to measure changes in customer opinions on service over time.

4 Summary of Findings
The following summarizes the findings made as a result of the review.  The findings are observations of policies, procedures, practices, and performance related to delivery of service as required by DOT ADA regulations at the time of the review.  Findings may be positive, neutral, or identify opportunities to improve service.  The bases for these findings are presented in other sections of this report.  Findings of opportunities to improve service should be used to identify corrective actions proposed by CDTA.  Recommendations are also included in the body of the report for CDTA’s consideration in developing corrective actions.

4.1
ADA Complementary Paratransit Service Criteria
1. CDTA appears to provide ADA complementary paratransit service within 3/4-mile of all of its fixed routes.
2. CDTA appears to provide ADA complementary paratransit service during all days and hours of its fixed route service.
3. The $2.00 fare that CDTA charges for STAR service meets the regulatory requirement that fares for ADA complementary paratransit service be no greater than twice the fare for a comparable trip on the fixed route.
4.2
ADA Complementary Paratransit Eligibility 

1. CDTA appears to improperly deny ADA complementary paratransit service to individuals who should, at minimum, receive some level of conditional eligibility.  In the review team’s analysis of a sample of 12 applications that were denied service, six of them refer to bus routes and stops that are close to the applicant’s home address, rather than the applicant’s functional ability or path of travel conditions.  Even if an applicant were able to use an accessible bus, this reasoning assumes that all of an applicant’s trips would begin or end at home.  Before denying ADA complementary paratransit service, CDTA should consider all possible trips that an applicant could make within the service area, as well as consider both ends of each possible trip.

2. CDTA appears to overly restrict ADA complementary paratransit service to individuals to whom it grants conditional eligibility.  For example, in the applications reviewed by the review team, CDTA granted conditional eligibility to two applicants for travel only “to and from dialysis,” and to two other applicants for travel only to and from a particular destination.  The condition should address an applicant’s functional ability, not a trip purpose or particular destination.  For another applicant, CDTA granted ADA complementary paratransit eligibility for travel after 6 p.m. and before 6 a.m.  If the issue was traveling in the dark, for much of the winter, sunset in Albany is much earlier than 6 p.m. and sunrise is much later than 6 a.m.

3. CDTA’s policy appears to make determinations of ADA complementary paratransit eligibility based on whether the applicant’s mobility aid meets the definition (in 49 CFR §37.3) of a wheelchair.  This determination fails to make the distinction between the eligibility of the applicant and the applicant’s mobility aid.  The determination of eligibility should be made solely based on the applicant’s ability to use fixed route service, and not on the mobility aid that the applicant uses.
4. CDTA provides eligibility for ADA complementary paratransit service to individuals who live outside of the STAR service area.  However, the letter that it sends to these individuals states, “we cannot provide STAR service.”  This may be confusing an applicant and leave him or her unclear as to whether he or she is eligible for STAR service.

5. The determination letter that CDTA sends to individuals who are granted less than unconditional eligibility does not inform the applicant of his or her right to appeal the determination.

6. CDTA has eligibility periods of one, three, or five years for individuals who receive unconditional or conditional eligibility.  However, CDTA does not seem to have a clear and consistent rationale for determining the period for a given applicant.  CDTA does not inform applicants in its application and other public information about the different eligibility periods.  Furthermore, CDTA does not explain its decisions concerning the eligibility period in the determination letters.

7. In an analysis of a sample of 27 completed applications for STAR service, CDTA made a determination for all of them in 20 or fewer days.  The average number of days to make a determination was 11 days.  Furthermore, for 20 of the 27 applications, CDTA made a determination in 14 or fewer days.
8. The DOT ADA regulations (49 CFR §37.125(c)) require that applicants be treated as eligible for service if a determination has not been made within 21 days of receipt of a completed application until the determination is made.  The application and other public information provided by CDTA does not inform applicants of this presumptive eligibility.
9. According to CDTA’s current appeals process for eligibility determination, the written appeal “must contain all the details necessary to evaluate the position of the person requesting the appeal…”  While CDTA may request that the individual appealing the decision provide supporting information with the written appeal, CDTA cannot require this information to accompany the written request.  CDTA must allow an in-person appeals hearing to allow the individual (and/or a representative) to present his or her case (49 CFR §37.125(g)(2)).
10. In the first stage of CDTA’s appeals process, the chief of staff/marketing director makes the decision whether to uphold or revise the initial determination.  In the second stage of CDTA’s appeals process, the executive director makes the decision.  The executive director is the direct supervisor of the chief of staff/director or marketing.  The DOT ADA regulations state that a person hearing an appeal should not be the direct supervisor or subordinate of a person who made the original determination or heard a previous appeal (Appendix D to 49 CFR 37, Section 37.125).
11. At the time of the review team’s visit, CDTA’s no-show suspension policy stated that “if you no-show three times in one month, you could lose your STAR riding privileges for a period of 30 days.”  According to the paratransit coordinator, CDTA has not been implementing this policy since early 2005.  CDTA was in the process of reviewing and possibly revising this policy.
4.3
Telephone Access

1. Based on the review team’s observations and customer interviews, it appears that long hold times and telephone capacity is a limitation to reserving and obtaining service.

2. STAR has two reservationists during most of the time during the hours that it accepts reservations.  However, there is no assigned backup staff when a reservationist calls in sick, goes to lunch, or leaves the room for any other reason.  The dispatchers and other STAR office staff have secondary responsibility for answering the phone, but are usually engaged in their other tasks.
3. STAR had eight telephone lines available for customer calls.  Based on a review of the available interactive voice response (IVR) system data, it was rare for all eight lines to be in use at the same time.  This means that telephone system capacity was not a constraint in STAR’s responding to customer calls.

4. CDTA does not have a performance standard for hold or wait times for callers making trip requests for STAR service.

5. CDTA’s existing telephone systems for STAR does not measure hold or wait time performance.  STAR managers did not otherwise monitor telephone performance.

6. Reservationists were inconsistent in confirming trip information with customers.

4.4
Trip Reservations and Scheduling

1. STAR reservationists have initial responsibility for scheduling trip requests.  After negotiating with the customer, a reservationist may either confirm a trip or place it on an “unscheduled” list.  This unscheduled list constitutes a waiting list, which is contrary to the DOT ADA regulations, 49 CFR §37.131(f)(2).  Customers do not know until the day before service whether they will be scheduled to receive STAR service.
2. When the customer and reservationist negotiate a pickup time, CDTA has no procedure for the reservationist to record the trip time(s) originally requested by the customer.  As a result, there is no way to know if the agreed upon time is within the -/+60 minute negotiation window allowed by 49 CFR §37.131(b)(2).

3. CDTA allows unscheduled trip requests to float within the full -60/+60 minutes allowed for the negotiation window (or -60 or +60 minutes only for trip requests with a specified “no later than” or “no earlier than” time).  Trapeze is set so that the -10/+15 pickup window is applied on top of the 60-minute negotiation window.  As a result, a scheduled pickup time could be more than 60 minutes before the requested pickup time, and a scheduled drop-off could be later than the requested appointment time.
4. On the day before service, CDTA adds capacity for STAR service through additional vehicle “blocks” and use of a private taxi company.  In spite of the additional capacity, however, STAR continues to deny trip requests.
5. At the time of the review team’s visit, CDTA did not have an in-house expert for the Trapeze software.  In early 2005, staff had made some adjustments in the vehicle speed parameters that led to better on-time performance but resulted in more denials.
4.5.1
Service Performance

1. CDTA’s published reports indicate that between 6.4 percent and 8.4 percent of STAR trip requests (28 to 42 trip requests) were denied on weekdays during April 2005.
2. CDTA’s goal is to have less than one percent of STAR trip requests denied.  This is contrary to the regulations that require CDTA to provide service to all eligible persons requesting next-day service (49 CFR §37.131(b)).
3. For the trip requests that were not scheduled, CDTA was unable to provide documentation for: the day and time of trip requests or when the alteration of trip requests were made; the trip time requested by the customer; and the trip time offered by CDTA.
4. CDTA’s policy for identifying late cancellations as no-shows does not specify how far before a scheduled trip time a client must cancel a trip to avoid it being considered a no-show.  Based on review of a sample of trips by the review team, it appears that CDTA’s practice is to treat all cancelled trips as early cancellations.
5. For service on April 25, 2005, CDTA reported on-time and early pickup performance at 84.6 percent.  The review team’s sample of trips from April 27, 2005, yielded an early/on-time performance rate of 84.4 percent.  Five pickups in the sample (5.4 percent of completed trips in the sample) were made more than 30 minutes later than the scheduled pickup time.  The on-time performance for both dates falls below CDTA’s goal of 95 percent on-time performance.
6. CDTA does not have a performance goal for on-time drop-offs or a definition for an on-time drop-off.

7. For service on April 25, 2005, CDTA reported on-time and early drop-off performance at 83.4 percent.  The review team’s sample of trips from April 27, 2005, yielded an early/on-time drop-off performance rate of 82.1 percent.  The on-time performance for both dates falls below CDTA’s goal of 95 percent on-time performance for drop-offs.  Three drop-offs in the sample (7.7 percent of completed trips in the sample with appointment times) were made more than 15 minutes later than the scheduled drop-off time.  Drop-offs as little as 15 minutes late can cause people to miss appointments or otherwise negatively impact a persons ability to work, attend classes or participate in other time sensitive activities and could be considered significantly late.
8. Ten of the 39 drop-offs from the sample (25.6 percent) were more than 30 minutes before the scheduled time; one drop-off was more than one hour early.  Significantly early drop-offs can be an impediment to use of the service.
9. CDTA does not have a policy definition or goal for trip length/duration and does not monitor trip duration performance.
10. Of the 21 sampled long trips on STAR, one had a travel time that could be considered significantly longer (33 minutes) than the comparable origin-to-destination fixed route trip.  One significantly long trip out of 21 is not a substantial number.

4.5.2
Transportation Operations

1. According to the dispatchers and operations manager, STAR often operates with fewer vehicle runs than scheduled.  This is usually because of the lack of available vehicles.  Sometimes this is because there are not enough drivers to cover the scheduled runs.

2. The dispatcher with responsibility for monitoring STAR vehicles keeps in sporadic contact with the drivers, sometimes as infrequently as once per 30 minutes or hour.  The only way for the dispatcher to know the location of a driver is by contacting the driver by radio.

3. The STAR vehicles have both radios and MDCs.  However, some of the radios do not work and the STAR service area has some “dead spots” in which neither radio nor MDC communication is possible.

4. Drivers did not feel a need to tell dispatch that they were behind schedule if they thought they would catch up later.

5. None of the drivers interviewed by the review team were familiar with STAR’s -10/+15 minute pickup window.

6. When the dispatcher takes a short break, CDTA does not assign a backup dispatcher to assist the remaining dispatcher.

7. The dispatchers devote much effort to trying to make same-day assignments of unscheduled trip requests.  If the dispatcher can make such an assignment, he/she must confirm with the customer that the customer is still interested in the trip, given the often short notice.
4.6
Resources

1. There appear to be sufficient operators to cover current schedule needs.  Driver recruitment and retention could become a challenge as service levels and the need for operators increases.

2. Expansion of the STAR passenger fleet from 35 to 38 vehicles and reduction of the average fleet age from 4.6 to 2.5 years should increase vehicle availability sufficient to serve near-term increases in passenger volumes.

3. CDTA has provided support for the STAR budget, as reflected in increase in funding increases of 24.4 percent in FY 2003, 31.5 percent in FY 2004, and 16.2 percent in FY 2005.
4. Based on a comparison of transit operators serving markets similar to that of CDTA’s, CDTA can expect service demand for STAR services that is 50 to 100 percent greater than is currently served.
5 ADA Complementary Paratransit Service Criteria

The review team compared CDTA’s ADA complementary paratransit service with its fixed route service to determine whether it is comparable, with respect to three of the DOT ADA service criteria related to service design, as cited in the following areas:
· Service area (49 CFR §37.131(a))
· Days and hours of service (49 CFR §37.131(e))
· Fares (49 CFR §37.131(c))
The review team analyzed consumer complaints; assessed information distributed to riders; reviewed CDTA policies regarding service area, days and hours, and fares; and interviewed CDTA staff.

Consumer Comments
The complaint filed with FTA did not mention service criteria as an issue.
During the telephone interviews, no rider cited a concern related to service criteria.  Neither did any e-mail provided to FTA.
Of the 34 complaints on file with CDTA from March through May 2005, one was related to the STAR fares.
Service Area
The DOT ADA regulations require that ADA complementary paratransit service be available within 3/4-mile of all bus routes, and within 3/4-mile of all rail stations (49 CFR §37.131(a)).
STAR serves all addresses within 3/4-mile of CDTA bus routes operating on a given day and time of day.  Service area does fluctuate by day of week, as weekend service is only provided to areas within 3/4-mile of fixed routes operating on that weekend day.  The Trapeze scheduling and dispatch software identifies the 3/4-mile areas around CDTA fixed routes and notifies reservationists if a requested pickup or drop-off address is outside of this area.  The software boundaries are based on the 1999 CDTA fixed route system and, although system changes have been minor, Trapeze has not been updated to reflect changes.  This results in STAR staff needing to consult CDTA timetables and maps when there is uncertainty about whether an address is within the service area.  Without updating these boundaries some new addresses could be incorrectly recognized as valid or invalid addresses by the system.  The replacement of Trapeze with Paranet scheduling software, which will integrate STAR and CDTA fixed route GIS information (tentatively targeted for spring 2006), would eliminate this potential problem.
Days and Hours of Service

The DOT ADA regulations require that ADA complementary paratransit service be available during the same hours and days as fixed route service (49 CFR §37.131(e)).  CDTA’s STAR service is offered during the same hours as CDTA fixed routes within the same corridors.  In areas where no weekend, holiday, or late night service is provided, STAR service is also not provided.  Although STAR staff said it was very rare to receive trip requests for pickups after midnight, the latest driver shift is open ended (ending at midnight unless there is a trip request that would require them to stay on duty later).  The earliest CDTA bus routes start service at 4:30 a.m.  STAR’s early drivers begin reporting at 4:00 a.m. and the first pull-out is at 4:30 a.m.
The same concern identified with regard to the service area and Trapeze software has the potential to be an issue for days and hours of service.  The software recognizes 1999 service hours and notifies reservationists when trips would extend beyond these hours.  On routes where the service day has been extended or reduced, this could result in inconsistencies between fixed route and STAR service.  When questions arise supervisor said that STAR staff consults fixed route timetables.  This potential problem is expected to be eliminated with the replacement of the Trapeze software.
Fares

DOT ADA regulations allow operators to charge a fare for ADA complementary paratransit service that is up to twice that charged on fixed route service for the same origin and destination at the same day and time (49 CFR §37.131(c)).  CDTA recently eliminated transfers and fare zones.  The fare on all CDTA unlinked fixed route trips is $1.00.  The fare for all STAR trips is $2.00.
STAR does provide customers with the option to set up a debit account to pay for trips.  CDTA’s public relations department handles the debit account.  STAR’s dispatch and reservations staff get a roster of all debit account passengers.  If a driver is unsure whether a passenger has a debit account, he or she can call dispatch and ask them to verify this on the roster.  The public relations department will periodically go through the debit accountholder’s records to deduct payment for their trips.  Customers setting up a debit account receive a slight discount (13 trips for the price of 12.5).

Findings

1. CDTA appears to provide ADA complementary paratransit service within 3/4-mile of all of its fixed routes.
2. CDTA appears to provide ADA complementary paratransit service during all days and hours of its fixed route service.
3. The $2.00 fare that CDTA charges for STAR service meets the regulatory requirement that fares for ADA complementary paratransit service be no greater than twice the fare for a comparable trip on the fixed route.
Recommendations

1. CDTA should ensure that fixed route service routing and hours are updated in its new paratransit software each time that fixed route service and hours are changed.
6 ADA Complementary Paratransit Eligibility

The purpose of the review of the eligibility process was to identify any policies, procedures, or practices that prevent individuals with disabilities from gaining timely access to ADA complementary paratransit service.  Review team members:

· Interviewed consumers regarding issues about the eligibility process
· Interviewed CDTA’s paratransit coordinator, who oversees the STAR eligibility process
· Collected and reviewed materials used in the certification process
· Reviewed a sample of 27 completed applications and their respective eligibility determinations
· Reviewed recent statistics related to eligibility processing time and determinations
Consumer Comments

The review team gathered information about the concerns of riders who use CDTA’s STAR service through telephone interviews with riders or professionals who work with riders and through review of written and telephone complaints to CDTA and FTA.

In telephone interviews, review team members asked the riders if they had any problems in obtaining eligibility for ADA complementary paratransit service, or if the determination took more than 21 days.  Six of the 11 individuals had no problems with the eligibility process.  The other individuals mentioned concerns about seasonal eligibility and the number of years granted for eligibility.  Other issues mentioned during the telephone interviews concerning eligibility included:

· Eligibility determination seemed arbitrary, perhaps even biased against certain people

· Not all service animals were allowed to use STAR

· The guidelines for the type of scooters allowed were unclear

· One individual said that CDTA insisted that its own physician evaluate the applicant
Concerning the notification time for eligibility, four of the 11 individuals interviewed said that it took longer than 21 days to receive notification.  Of these four, one stated that it took more than one month.

The one formal complaint on file with FTA relating to CDTA’s STAR did not discuss eligibility issues.
Eligibility Determination Procedures and Practices

CDTA’s paratransit coordinator oversees the eligibility determination process for STAR service.  She handles nearly all aspects of eligibility, from developing the application form to reviewing the completed forms to making the initial determinations.

As of December 31, 2004, there were estimated 2,932 individuals with some level of certification for ADA complementary paratransit service.  This was an increase of 26 percent compared to the end of 2003.  The 2004 figure, however, simply adds the certifications in 2004 to the total at the end of 2003.  It does not account for individuals whose eligibility lapsed during 2004 and either did not apply for recertification or were determined ineligible for recertification.

During the first half of 2005, CDTA received about 70 applications for STAR service each month (about 100 applications were requested each month).  CDTA conducts public outreach to let the community know about STAR service.  In addition, the CDTA web site has a page for STAR.  According to the paratransit coordinator, however, word of mouth is the most common way for individuals to learn about STAR.
Application Process
The application for STAR service is available through the mail and also on the CDTA web site.  On request, CDTA provides the application in Braille, large print, and audio tape.  Attachment C presents the application form for STAR service.  CDTA most recently updated the application in March 2005.  The application includes the following components:
· General instructions and basic requirements for STAR eligibility (2 pages)
· Signature page for applicant (1 page)
· Applicant’s mobility and disability information (3 pages)
· Release form for health or rehabilitation professional (1 page)
· “Request for Professional Verification” (2 pages)
The form requests that the applicant have “qualified personnel” complete and return the “Request for Professional Verification.”  In addition to various medical professions, CDTA allows an independent living specialist, social worker, or case manager or “worker/employment specialist” to complete the verification.
The applicant can either mail or fax the completed form to CDTA.  After CDTA receives the professional verification and the material from the applicant (signature page, applicant information, release form), the paratransit coordinator reviews the application.  If an application comes without the professional verification, she waits for the verification before assessing the application (the verification often comes directly from the professional).  She reviews all the material for completeness.  If any information is missing, she returns the forms to the applicant.  She also tracks the dates when CDTA receives the applicant’s information.  CDTA considers the beginning of the 21-day period to notify the applicant of the eligibility determination as the day when CDTA has all information from that applicant.  For example, if the professional verification comes after the applicant’s portions of the form, then the 21 days starts on the date that CDTA receives the professional verification.
CDTA does not conduct in-person assessments.  It relies primarily on the written information provided by the applicant and professional to make the eligibility determination.  On occasion, the paratransit coordinator calls the professional to get clarification on the information provided.  The paratransit coordinator indicated that she would prefer CDTA to move to conduct in-person assessments.  She also said that she would want individuals outside CDTA to conduct the initial assessments, with CDTA reviewing the recommendations and overseeing the entire eligibility process for STAR service.
Eligibility Determinations

The paratransit coordinator can make the following determinations:
· Unconditional eligibility: no restrictions on use of STAR service
· Seasonal: eligible to ride STAR certain months, e.g., November to March
· Trip-by-trip: eligible to ride STAR for specified trips after conversation with paratransit coordinator or other designated CDTA staff.  Trip-by-trip eligibility may also limit the individual to using STAR service for specified origin-destination sets.
· Inclement weather: eligible to ride STAR for certain weather conditions, e.g., “days that are forecasted with more than 0% precipitation”
· Time of day: for example, eligible to ride STAR from dusk to dawn
· Not eligible
All individuals who receive some level of STAR eligibility get a “Customer’s Guide.”  At the time of the review team’s visit, CDTA was revising the Guide.  Attachment D presents a draft version of the revised Customer Guide.  The determination letter from CDTA serves as the rider’s official identification.  At the time of the review team’s visit, CDTA did not issue separate ID cards to STAR riders.
Attachment E presents a sample letter that CDTA sent to an applicant who received “seasonal/ Rainy Day” eligibility for five years.  This letter and all others for less than unconditional eligibility do not inform the applicant about CDTA’s appeals process.

Attachment F presents the template for the letter that CDTA sends to individuals who are denied STAR service.  The letter includes a specific reason for the denial.  It also refers to CDTA’s appeals process.  CDTA also includes an application for reduced fare on the fixed route and a free monthly pass for individuals who are denied STAR service.
CDTA does certify individuals who live outside of the STAR service area.  Attachment G presents the template for the letter that CDTA sends to individuals who are certified for STAR service and live outside of the service area.  This letter states, in part:
However, we regret to inform you that we cannot provide STAR transportation because you live outside the service area.  STAR provides service within 3/4-mile of CDTA’s fixed route system.

However, if you can get to a locale within the service area, we would be able to transport you from that location to other service areas within the CDTA fixed route system.
The second paragraph complies with the ADA regulations.  The first paragraph, however, may be confusing to an applicant and leave him/her unclear as to whether he/she is eligible for STAR service.

CDTA does not provide lifetime eligibility for ADA complementary paratransit service.  For unconditional eligibility and all types of conditional eligibility, CDTA sets a timeframe for eligibility of one, three, or five years.  CDTA sends a letter to certified individuals about six to eight weeks prior to the end of their eligibility period.  The individual must complete a new application form and obtain a professional verification.  This application form is the same as the form used for new applicants.
The paratransit coordinator makes the decision about the length of eligibility.  The rationales did not seem well-defined.  Individuals whose condition was not likely to change or improve generally received eligibility for five years.  Individuals with a short-term disability and/or capable of using fixed route buses with travel training generally received eligibility for one year.  Also, individuals whose combined weight (including mobility device) was close to 600 pounds received eligibility for one year.  CDTA generally provides three-year eligibility to individuals who do not fit in the categories for one year or five years.  The paratransit coordinator stated that the increase in fixed-route accessibility was also leading her to provide more terms of three-year eligibility and fewer terms of five-year eligibility.  However, the determination letters did not explain to the applicants the rationale for the eligibility time period.
At the time of the review team’s visit, CDTA did not have information about the number of individuals who had eligibility terms of one, three, and five years.
Appeals Process
CDTA has an appeals process for individuals:

· Who have been denied STAR service
· Who have been given limited eligibility for STAR service
· Who have had their STAR service suspended
A description of the appeals process is presented in Attachment H.  As mentioned above, while the appeals process applies to individuals who have been given limited eligibility (e.g., seasonal or trip-by-trip), the eligibility letters that CDTA sends to these individuals does not notify them of their rights to appeal.
According to the appeals process, an individual must submit an appeal in writing to CDTA within 60 days of the original determination.  CDTA will then schedule an in-person hearing for the appeal.  This written appeal “must contain all the details necessary to evaluate the position of the person requesting the appeal and may include professional documentation concerning specific functional impairments.”  While CDTA may request that the individual appealing the decision provide supporting information with the written appeal, CDTA cannot require this information to accompany the written request.  CDTA must provide the appellant an opportunity to be heard (49 CFR §37.125(g)(2)).
In the first stage of CDTA’s appeals process, CDTA’s chief of staff/director of marketing reviews the material and listens to the in-person appeal.  In reviewing the material, he may receive assistance from outside experts.  If the individual making the appeal is not satisfied with the outcome of the first stage, he/she may request that the appeal proceed to the second stage.  CDTA’s executive director hears the appeal in stage two.  He may also receive assistance from outside experts in making his decision.  His decision is final.
The DOT ADA regulations state that a person hearing an appeal should not be the direct supervisor or subordinate of a person who made the original determination or heard a previous appeal (Appendix D to 49 CFR 37, Section 37.125).  In CDTA’s appeals process, the executive director would review the decision of the chief of staff/director of marketing.  The executive director is the direct supervisor of the chief of staff/director or marketing.  CDTA should revise its appeals process so that this does not take place.  For example, CDTA may consider using individuals from outside the organization in either stage of the appeals process.
In the first half of 2005, there were four appeals.  They all went to the first stage; none proceeded to the second stage of the appeals process.  As listed in Table 6.1, CDTA revised the original determination in all four cases.

Table 6.1 – Eligibility Appeals in Early 2005

	Type of Application
	Original Determination
	Determination After Appeal

	New
	Seasonal/night
	Unconditional

	Recertification
	Denied
	Seasonal

	Recertification
	Denied
	Seasonal/rainy day

	Recertification
	Trip-by-trip
	Unconditional


Suspension Policy
CDTA had a written policy for suspending a STAR rider for no-shows.  At the time of the review team’s visit, the policy stated that “if you no-show three times in one month, you could lose your STAR riding privileges for a period of 30 days.  If your privileges have been suspended, you are entitled to an appeal.”  According to the paratransit coordinator, CDTA had not been carrying out this policy since early 2005.  CDTA was in the process of reviewing and possibly revising this policy.  In developing this policy for no-show suspensions, CDTA should consider the number of a rider’s no-shows as a proportion of his/her total trips during a period of time, rather than consider only the absolute number of no-shows during that period.
Observations

The review team reviewed a sample of 27 completed applications for ADA complementary paratransit service.  The purpose of the reviews was to:

· Assess the timeliness of CDTA’s eligibility determination process
· Assess the reasonableness of these determinations
The review team also looked at language that CDTA used in other determination letters sent to applicants for STAR service.
Processing Time
The review team looked at 27 applications submitted from October 2004 to May 2005 (the most recent month available at the time of the review).  To analyze CDTA’s timeliness in making determinations, the team analyzed four milestones for each application:

· Date that CDTA received a written application
· Date that CDTA received a professional verification
· Date that CDTA reviewed the application
· Date of eligibility determination
Table 6.2 provides a summary of the review team’s analysis.  As stated earlier in this section of the report, CDTA has defined its eligibility process such that the application is complete after receiving both the written application and the professional verification.  Based on this sample, CDTA was generally prompt in making eligibility determinations.  The greatest number of days that it took to make a determination was 20, with an average time of 11 days.  In this sample, CDTA processed 20 of 27 applications within 14 days.
Table 6.2 ( Processing Time for Sample of Eligibility Applications

	Eligibility Determination
	Number of Applications in Sample
	Avg. (Mean) No. of Days from Receipt of Application/ Verification* to Determination
	Range of Days: Fewest to Most

	TOTAL
	27
	11
	0 to 20

	Unconditional
	10
	10
	0 to 20

	Conditional
	5
	13
	6 to 20

	Denied
	12
	11
	5 to 19


*whichever was later
While CDTA has made timely eligibility determinations, it should still inform applicants that they will receive presumptive eligibility for STAR service if CDTA has not made a determination within 21 days of receipt of a complete application.  It would be useful to include this information in both the application form and the Customer Guide.
Determination Outcomes
Of the 27 applications that the team reviewed, CDTA made the following determinations:

· Unconditional eligibility: 10
· Conditional eligibility: 5
· Not eligible: 12
Please note that this sample is not representative of CDTA’s applicant pool in terms of the proportion of unconditional, conditional and not eligible applicants.  The review team focused on the applications for which CDTA did not provide unconditional eligibility.
The letters for six of the 12 “not eligibles” refer to bus routes and stops that are close to the applicant’s home address.  For example, one letter stated that the applicant “lives near Route 5” and therefore “can access fixed route.”  This discussion implies that all of the applicant’s trips will begin or end at home.  CDTA should consider all possible trips that an applicant could make within the service area, as well as the accessibility of the fixed route on both ends of a possible trip.  If any such trip, given the applicant’s disabilities, could not be made using CDTA fixed route buses, then the individual should receive, at minimum, some level of conditional eligibility.
For two of the five applications that CDTA provided conditional eligibility, the condition was travel “to and from dialysis.”  The applicant would likely need STAR service for these trips, but this determination appears too limiting.  Consequently, CDTA should establish a condition based on the underlying reason for the need for ADA complementary paratransit service (e.g., “too weak to wait for a fixed route bus”), not simply a single trip purpose that may be a subset of all eligible trips.

One proper determination of conditional eligibility among the five reviewed was for an applicant who was not eligible to use STAR service when she could make the trip using CDTA Routes #22 or #82.  For all other trips, she was eligible for STAR service.

In addition, CDTA provided the review team with the paragraphs that were included in recent determination letters that provided the specific explanations for the eligibility determination.  While the overall determinations may have been reasonable, the review team was concerned with the rationale stated in these paragraphs, including trip-by-trip eligibility.  
In making a determination of trip-by-trip eligibility, CDTA must consider the characteristics of the applicant’s condition and the characteristics of all potential trips that the applicant could take (not just trips that start from home or other likely or common trips).  CDTA should allow an applicant to use STAR service for all trips other than those that CDTA has judged that the applicant can use fixed route—including traveling to and from the bus(es) and waiting for the bus(es).
· One CDTA determination letter stated, “You have been give trip-by-trip eligibility...  Trip-by-trip means you can use STAR for your trips to and from St. Peter’s Hospice Day Program.”  This determination is too limiting, as it provides eligibility for a single origin-destination set.  There are likely many other trips for which the applicant would also need ADA complementary paratransit service.

· Another CDTA determination letter stated, “Seasonal trip-by-trip means you may use STAR for your trips to and from the Capital Building during the months of October to March.  The other times of the year, you may use the Route #2 bus to get you to and from the Capital Building.”  This determination talks about travel to and from one location.  It does not consider the other end of the trip, or any other travel that does not include the Capital Building.
· A third determination CDTA determination letter stated, “You have been given transitional nocturnal eligibility…  Transitional nocturnal eligibility means you are capable of using CDTA accessible buses but cannot during the hours of 6 p.m. to 6 a.m.”  This determination does not appear to be precise enough, if the functional issue is traveling in the dark.  For much of the winter, sunset in Albany is much earlier than 6 p.m. and sunrise is much later than 6 a.m.
In a telephone interview with a review team member, a STAR consumer commented on a “not eligible” determination related to the size of an applicant’s wheelchair:

The Capital District Transportation Authority has made a determination that you would qualify for seasonal eligibility.  However, we regret to inform you that we will be unable to transport you.  In 1990, the ADA that was passed established guidelines regarding chair sizes and weight.  The guidelines stated that a wheelchair scooter can be no wider than 31" and the total weight of the individual and wheelchair cannot exceed 600 pounds.  Your chair is 32" wide and you stated that the weight does exceed 600 pounds.  The size and weight surpass the legal requirements set forth by the Act passed over 20 years ago.  If your circumstances change and the allowable ADA requirements are met, you may reapply for STAR.

The DOT ADA regulations do not forbid a transit system from carrying an individual whose wheelchair exceeds 30" (not 31") and, when occupied, weighs more than 600 pounds—they give the transit system the option to not carry such an individual (this is a part of the regulations’ definition of a wheelchair (49 CFR §37.3)).  That policy is left to the local operator.  In place of this determination, CDTA should have provided conditional eligibility to the applicant.  One of the conditions could have been that the rider could not exceed the width and weight dimensions set forth in the ADA regulations when using STAR service.
CDTA should continue to make determinations of conditional eligibility when appropriate.  However, it should not impose conditions that are unclear or overly restrictive, given the disability of the applicant and the environment of CDTA’s service area.

Findings

1. CDTA appears to improperly deny ADA complementary paratransit service to individuals who should, at minimum, receive some level of conditional eligibility.  In the review team’s analysis of a sample of 12 applications that were denied service, six of them refer to bus routes and stops that are close to the applicant’s home address, rather than the applicant’s functional ability or path of travel conditions.  Even if an applicant were able to use an accessible bus, this reasoning assumes that all of an applicant’s trips would begin or end at home.  Before denying ADA complementary paratransit service, CDTA should consider all possible trips that an applicant could make within the service area, as well as consider both ends of each possible trip.
2. CDTA appears to overly restrict ADA complementary paratransit service to individuals to whom it grants conditional eligibility.  For example, in the applications reviewed by the review team, CDTA granted conditional eligibility to two applicants for travel only “to and from dialysis,” and to two other applicants for travel only to and from a particular destination.  The condition should address an applicant’s functional ability, not a trip purpose or particular destination.  For another applicant, CDTA granted ADA complementary paratransit eligibility for travel after 6 p.m. and before 6 a.m.  If the issue was traveling in the dark, for much of the winter, sunset in Albany is much earlier than 6 p.m. and sunrise is much later than 6 a.m.
3. CDTA’s policy appears to make determinations of ADA complementary paratransit eligibility based on whether the applicant’s mobility aid meets the definition (in 49 CFR §37.3) of a wheelchair.  This determination fails to make the distinction between the eligibility of the applicant and the applicant’s mobility aid.  The determination of eligibility should be made solely based on the applicant’s ability to use fixed route service, and not on the mobility aid that the applicant uses.
4. CDTA provides eligibility for ADA complementary paratransit service to individuals who live outside of the STAR service area.  However, the letter that it sends to these individuals states, “we cannot provide STAR service.”  This may be confusing an applicant and leave him or her unclear as to whether he or she is eligible for STAR service.

5. The determination letter that CDTA sends to individuals who are granted less than unconditional eligibility does not inform the applicant of his or her right to appeal the determination.

6. CDTA has eligibility periods of one, three, or five years for individuals who receive unconditional or conditional eligibility.  However, CDTA does not seem to have a clear and consistent rationale for determining the period for a given applicant.  CDTA does not inform applicants in its application and other public information about the different eligibility periods.  Furthermore, CDTA does not explain its decisions concerning the eligibility period in the determination letters.

7. In an analysis of a sample of 27 completed applications for STAR service, CDTA made a determination for all of them in 20 or fewer days.  The average number of days to make a determination was 11 days.  Furthermore, for 20 of the 27 applications, CDTA made a determination in 14 or fewer days.
8. The DOT ADA regulations (49 CFR §37.125(c)) require that applicants be treated as eligible for service if a determination has not been made within 21 days of receipt of a completed application until the determination is made.  The application and other public information provided by CDTA does not inform applicants of this presumptive eligibility.
9. According to CDTA’s current appeals process for eligibility determination, the written appeal “must contain all the details necessary to evaluate the position of the person requesting the appeal…”  While CDTA may request that the individual appealing the decision provide supporting information with the written appeal, CDTA cannot require this information to accompany the written request.  CDTA must allow an in-person appeals hearing to allow the individual (and/or a representative) to present his or her case (49 CFR §37.125(g)(2)).
10. In the first stage of CDTA’s appeals process, the chief of staff/marketing director makes the decision whether to uphold or revise the initial determination.  In the second stage of CDTA’s appeals process, the executive director makes the decision.  The executive director is the direct supervisor of the chief of staff/director or marketing.  The DOT ADA regulations state that a person hearing an appeal should not be the direct supervisor or subordinate of a person who made the original determination or heard a previous appeal (Appendix D to 49 CFR 37, Section 37.125).
11. At the time of the review team’s visit, CDTA’s no-show suspension policy stated that “if you no-show three times in one month, you could lose your STAR riding privileges for a period of 30 days.”  According to the paratransit coordinator, CDTA has not been implementing this policy since early 2005.  CDTA was in the process of reviewing and possibly revising this policy.
Recommendations

1. CDTA should revise its eligibility determination process to consider an applicant’s functional ability to use fixed route service throughout the CDTA service area, and not only routes commonly used bye the applicant.
2. When CDTA grants conditional eligibility, the notification letter should identify the applicable limitation of the applicant’s functional ability and the service conditions to which it applies.

3. CDTA should revise its eligibility determination process to ensure that when it grants conditional eligibility to an applicant, the conditions should consider all possible travel within the service area.
4. CDTA should eliminate the policy of determining ADA complementary paratransit eligibility based upon the mobility aid used by the applicant.  If CDTA chooses to limit service to riders who use “common wheelchairs,” it should so advise the rider in the application process and in the letter notifying the applicant of his/her eligibility for service.
5. CDTA should revise the letter that its sends to individuals who receive eligibility for ADA complementary paratransit service but live outside of the STAR service area to make it clear that they can receive STAR service for travel within the service area.
6. CDTA should revise the determination letter that it sends to individuals who are granted less than unconditional eligibility to inform them of their right to appeal the determination.
7. CDTA should develop policies for determining the length of eligibility that grants to individuals.  CDTA should explain the reason for its decision in the letter to applicants.
8. CDTA should inform applicants that they are eligible to use STAR service until a determination is made if an eligibility determination is not made within 21 days.  This information should be included in the application and other public information provided by CDTA.
9. CDTA should revise its appeals process to request information that supports the appeal with the written request for an appeal, but not require the supporting information.  CDTA should provide the appellant an opportunity to be heard in response to a written request to appeal a determination, without provision of supporting information in advance.
10. CDTA should revise its appeals process so that none of the decision-makers in the eligibility determination process—initial decision, first appeal stage, or second appeal stage—is the direct supervisor/subordinate of one of the other decision-makers.  CDTA can consider using outside experts to hear the appeals, e.g., medical professionals, municipal civil rights or ADA officials.
11. When CDTA revises its suspension policy for no-shows, the policy should consider the number of a rider’s no-shows as a proportion of his/her total trips during a period of time, rather than consider only the absolute number of no-shows during that period.
7 Telephone Access

The review team collected information about telephone access to CDTA’s STAR service for this portion of the review.  Telephone access for placing or changing trip reservations or checking on the status of a ride is an important part of ADA complementary paratransit operations.  The inability to get through on the phone to place trip requests without significant delays could greatly limit people’s use of the service and could therefore be a potential capacity constraint.

The review team conducted the following activities:

· Reviewed consumer input
· Reviewed performance standards
· Reviewed the design of the phone system
· Reviewed phone system monitoring (Automatic Call Distribution) reports
· Reviewed call center staffing and

· Observed call center personnel handling of calls
Consumer Comments
The one formal complaint filed with FTA concerning STAR service referred to telephone access.  The individual stated that when calling STAR dispatch, “sometimes the phone rings more than 20 minutes before being answered.”

Of the 12 individuals that the review team interviewed, nine commented on the difficulty in getting through to a STAR reservationist.  Seven of the respondents said that long waits to get through to a reservationist were frequent (more than half the time).  Particular problems identified were: pickups and hangups following a long number of rings; increased difficulty in reaching reservationists in the past year; difficulty in getting through during the day or during lunch; and that the difficulty in getting through when trying to cancel has resulted in no-shows.

Of the 34 CDTA comment forms reviewed, two were related to overly long waits in getting through to STAR staff. 
Phone Service Standards and Performance Monitoring

CDTA has no standard for hold times or wait times for telephone calls to STAR.  The interactive voice response phone system (IVR) used by STAR at the time of the review team’s site visit did not provide any data on call queue times.
Phone Service Design

The STAR call center is located in CDTA’s Albany facility.  The call center is open from 9 a.m. to 9 p.m. on weekdays and 9 a.m. to 5 p.m. on weekends.  The call center room is next to rooms where the dispatchers work and the schedulers work.
At the time of the review team’s visit, STAR used an IVR provided by Ontera Communications.  The IVR system was dedicated to STAR and was six years old.  The telephone system had a total of nine lines (eight of which were dedicated to customer calls and one dedicated for technical support).  If all eight lines are already occupied, the caller gets a busy signal.
STAR has a telephone number for information, trip requests, and trip confirmations (518‑482‑2022) and a separate TDD line for trip requests (482-9024).  There are also dedicated STAR telephone numbers for: eligibility information; and debit accounts and comments and suggestions.

When dialing 518-482-2022, callers can make one of five selections:

1. Cancel or confirm a trip previously requested
2. Make a trip reservation
3. Request an eligibility certification form
4. Obtain information about STAR service
5. Change speed and/or volume or the recorded information
If the caller chooses (1), he/she can use an automated system or talk to a call-taker.  If the caller uses the automated system, he/she can enter information without speaking to a call-taker.  For options (2), (3), and (4), the call enters the queue.  After a set number of rings, the caller hears a recorded message.  Meanwhile, the call rings on all phones (reservations; dispatch in a second room; and scheduling in a third adjoining room) until someone picks up the call.

CDTA was in the process of obtaining a new system that will be integrated with the entire CDTA telephone system.  This new system was already being installed in other CDTA offices.

Telephone Service Performance Monitoring
With the existing phone system, STAR managers had limited means of monitoring telephone performance.  CDTA’s director of information technology had a tool that let him monitor when the lines were in use.  The existing IVR reports provided information such as the number of incoming calls by hour or day and by incoming line, as well as the option chosen by the caller (1 through 5).  The IVR did not capture information about call time in queue, call time on hold, or number of calls in queue.  There was no way to monitor this type of performance other than by direct observation.  As a result, there were no performance standards or any measurement of performance.  When the new phone system is implemented, STAR will have the opportunity to take advantage of its capability to track the number of calls by queue length at small intervals (e.g., 0 to 1 minute, 1 to 2 minutes) and to establish a policy for reducing the percent of calls with queue lengths over some duration (e.g., ten percent over two minutes, two percent over five minutes).
A review of IVR data over a six-month period (December 2004 to May 2005) shows that call volume was highest between the hours of 9 a.m. and 11 a.m. and again between 2 p.m. and 5 p.m.
In the absence of IVR statistics on queue time, the review team relied on firsthand observations of calls on hold during the monitoring of the reservations process.  Team members observed STAR reservationists for a total of 4-3/4 hours during three separate periods (Monday afternoon, Tuesday morning, and Wednesday morning).  Team members observed a total of 78 incoming calls, with the purpose of the calls as follows:

· Make a trip reservation: 30 (total of 64 one-way trips)

· Confirm a trip: 22
· “Where’s my ride” inquiry: 11
· Cancel trip request: 10
· Make a complaint: 4
· Other: 1
During busy periods, there were frequently two calls waiting to be answered, and on one day when one person was absent, there were routinely four or more calls in the queue during peak periods.  A review team member also attempted to call the system during one busy stretch, and found that after selecting “reservations,” the phone rang dozens of times without an answer.  Based on this small sample of observations during the peak period, and the consumer comments obtained during the review team’s telephone interviews, it appears that long hold times are a barrier to using the STAR service.
Team members also had the following observations about the reservationists’ practices:

· Reservationists rarely confirmed information with the customer at the end of the call, e.g., pickup and drop-off addresses, requested times, attendant or companion.

· Reservationists did not mention the pickup window to customers during any call.

Call Center Staffing

On weekdays, STAR assigns two staff members as reservationists from 9 a.m. to 6 p.m.  In addition, there is one reservationist from 8:30 to 9 a.m. and from 6 to 7 p.m.  Calls for trip reservations after 6 p.m. are handled by dispatchers.  In fact, all staff members in STAR’s dispatching/reservations unit are given at least secondary responsibility for answering phones.  However, during the review team members’ observation of the dispatch and scheduling functions, it did not appear that dispatchers can devote much time to call-taking during peak periods.

The IVR does provide data on the number of calls routed to each of the system’s eight customer lines by day.  A review of daily statistics from April 2005 and monthly statistics dating back to November 2004 suggests that situations where customers are getting a busy signal (all eight lines in use) are rare.  This means that the capacity constraint in responding to customer calls was not due to phone system capacity, but more likely related to staffing levels and assignment.
Team members also observed that the reservationist staffing resulted in some instances when there were no reservationists available to answer the phone: one reservationist had called in sick, and the other reservationist had left the room to speak with the dispatchers, or to take a restroom break.  Exploring ways to combine the reservations and dispatch functions in one room (perhaps with the addition of three-sided sound barrier walls around stations to reduce noise), as well as formalizing a system for covering short breaks, would ensure that the reservation stations are always covered.

Findings

1. Based on the review team’s observations and customer interviews, it appears that long hold times and telephone capacity is a limitation to reserving and obtaining service.

2. STAR has two reservationists during most of the time during the hours that it accepts reservations.  However, there is no assigned backup staff when a reservationist calls in sick, goes to lunch, or leaves the room for any other reason.  The dispatchers and other STAR office staff have secondary responsibility for answering the phone, but are usually engaged in their other tasks.
3. STAR had eight telephone lines available for customer calls.  Based on a review of the available interactive voice response (IVR) system data, it was rare for all eight lines to be in use at the same time.  This means that telephone system capacity was not a constraint in STAR’s responding to customer calls.

4. CDTA does not have a performance standard for hold or wait times for callers making trip requests for STAR service.
5. CDTA’s existing telephone systems for STAR does not measure hold or wait time performance.  STAR managers did not otherwise monitor telephone performance.
6. Reservationists were inconsistent in confirming trip information with customers.
Recommendations
1. CDTA should expand staffing and capacity of the telephone reservations system as needed to achieve telephone service levels that do not impede access to service.

2. CDTA should regularly review telephone performance by time of day to identify constraints to STAR service caused by telephone access and to take appropriate action, such as assigning more reservationists.

3. CDTA should adopt performance standards for STAR’s telephone performance.  These standards should measure the percent of calls in queue by time increments, that is: “X %” calls answered within one minute, “Y %” in two minutes, etc.  The upper bound should be set to avoid significantly long hold times.
8 Trip Reservations and Scheduling

The team reviewed scheduling of trip requests for CDTA’s STAR service.  Information reviewed and observations on scheduling included:

· Consumer interviews and review of complaints filed with CDTA
· CDTA policies and procedures
· Scheduling software and

· Interviews with STAR managers, schedulers, reservationists, and dispatchers
Consumer Comments
Scheduling trips was a major issue in the consumer telephone interviews conducted by the review team, as well as in the e-mails from consumers to FTA.  In the telephone interviews, a majority of the respondents said that when requesting a trip, they had been put on “standby,” even when calling 14 days ahead.  Several respondents said that there was little negotiation by the reservationists when requesting a pickup time.  One respondent said that sometimes she had to renegotiate the trip time the night before.  One e-mail stated that STAR had renamed “standbys” as “unscheduled” trips, but there was no difference in practice.
The one formal complaint filed with FTA concerning CDTA’s STAR service did not specifically cite issues related to the scheduling of STAR trips.
Polices and Procedures

At the time of the review team’s site visit, STAR had from 450 to 600 trip requests on an average weekday.  The number of trips ultimately provided ranged from 400 to 500 on an average weekday.  For April 2005, the total trips requested were 12,693, while the trips provided were 9,788.  The difference between requested trips and served trips is cancelled trips (both early and late), customer no-shows, denials, and carrier missed trips.
The scheduling of STAR trips involves three CDTA staff positions: reservationists, schedulers, and dispatchers.  In practice, several CDTA staff spend some of their time performing two or even three of these roles.  Customers can call from 14 to one day ahead on weekdays from 9 a.m. to 9 p.m. and weekends and holidays from 9 a.m. to 5 p.m.  The only exception is that requests for the next day must be made by 5 p.m.  Of the trips requests, about 150 per weekday are subscription.  Once the subscription is established, the customer does not have to call STAR to request the trips.
CDTA uses Trapeze software for customer information, reservations, scheduling, and dispatch.  When a customer calls to request a trip, the reservationist enters the trip information into Trapeze.  The reservationist may be able to confirm a trip with the requested pickup time or drop-off time (one or the other, but not both for any given one-way trip).  If so, then the customer is guaranteed the trip; the actual pickup times may vary within a window of -10/+15 minutes from the agreed upon times.  If the reservationist cannot place a trip onto any vehicle schedule, the customer and reservationist may negotiate to find another time for that trip.  The reservationist does not record the trip times originally requested by the customer.
Even after some negotiation between the reservationist and customer, the reservationist may not be able to schedule the customer’s requested trip.  If the customer still wants STAR to provide the trip, the trip requests go onto the “unscheduled” list.  The customer has to wait until after 3 p.m. of the day before the requested trip to find out if STAR would be able to provide the trip—either by calling STAR or getting a confirmation call from STAR.  STAR formerly called these “standby” trips; however, it was the same practice with a different label.
There are five CDTA staff who share the responsibility of creating the STAR schedules.  The particular techniques of the schedulers vary, but the following paragraphs generally describe the process they use to generate a daily schedule.
At 14 days in advance of service, the STAR weekday service capacity starts with 17 a.m. “blocks” (vehicle runs) and 17 p.m. blocks.  Some of the a.m. and p.m. blocks overlap, so at peak there were 24 STAR vehicles on the road at the time of the on-site review.  Customers begin to call to request trips.  Combined with the subscription service, half or more of the total trips for that service day may be requested on the first available day.  The scheduler working that day may choose to “batch” the trips with the Trapeze scheduling software.  The batching process moves the trips within their respective pickup windows to try to create more efficient vehicle runs.
Over the next nine days (13 to 5 days in advance of service), additional trip requests come in.  Schedulers may tinker with the schedules, but they are concentrating more on the schedules that are four to one day ahead.  Starting at four days ahead, the scheduler that day may batch all the requested trips, both those that are confirmed (either subscription or by the reservationists) and those that are unscheduled.  In batching, the pickup or drop-off times of all confirmed trips stay within the window of their negotiated times.  CDTA has set Trapeze to allow the unscheduled trip requests to float within the full -/+60 minutes allowed for negotiation window (or -60 or +60 minutes only for trip requests with a specified “no later than” or “no earlier than” time).  Trapeze is set so that the -10/+15 pickup window is applied on top of the 60-minute negotiation window.  This means, for example, that a scheduled pickup time could be as early as 70 minutes (60+10) before the requested pickup time, or that the scheduled drop-off time could be later than the appointment time (0+15 minutes).  The goal of this activity is to change as many of the unscheduled requests to scheduled requests as possible.

On the day before service, there are still additional trip requests coming to the STAR reservationists.  The reservationists try to fit them into the vehicle blocks.  Depending on both driver and vehicle availability for the following day, the scheduler during the day has the authority to make available additional blocks.  There may be as many as eight additional a.m. blocks and eight additional p.m. blocks—but usually fewer based on driver and vehicle availability.  The scheduler knows the vehicle availability by the morning of the day before service, and knows the driver availability by 2 p.m.  Some schedulers may choose to run a batch on the day before service, following the same rules as stated previously for confirmed and unscheduled trips.

Since June 2005, CDTA has also contracted with the local Yellow Cab to provide additional capacity.  While there is no specific daily limit on the number of trips given to Yellow Cab, the STAR operations manager stated that on a typical weekday, there were 20 one-way trips.  These trip requests are limited to ambulatory passengers and are arranged one day ahead.  The scheduler sends a list of the trips to Yellow Cab, and Yellow Cab fits them into its other service.
During the day before service, the scheduler continues to try to insert unscheduled trip requests into the blocks.  At 5 p.m., CDTA stops taking trip requests for the following day.  Starting in the afternoon, the reservationists call customers whose unscheduled trips have been confirmed.  Some customers may choose to call if they have not heard about their unscheduled trip requests from CDTA.  Customers with confirmed trips may also call to get an updated pickup time that may have shifted since their initial schedule confirmation.
The two evening dispatchers continue to work on the next day’s schedule.  They may be able to insert additional unscheduled trip requests from capacity made available by cancellations in the afternoon and evening.  Each evening, one of the dispatchers creates the final vehicle manifests and prints them.  The following morning, the dispatcher who opens morning service hands out the manifests to the morning drivers.
Even with the additional capacity that opens up on the day before service, CDTA continued to have trip denials.  The following section of this report provides an analysis of sample operating data of STAR service.
Other Observations
The review team made several other observations concerning CDTA’s scheduling practices for STAR service.

· One of the schedulers had responsibility for inserting new subscription requests into Trapeze.  Subscription trips are confirmed with customers, but their scheduled pickup time may move within the -10/+15 pickup window.
· The schedulers do not give preference to riders who need accessible vehicles.  They do not specifically look to place wheelchair users on the STAR vehicles while leaving ambulatory riders for potential cab service.

· The STAR operations manager stated that they adjusted the scheduling parameters in Trapeze in early 2005 to reduce the vehicle speeds.  This led to improved on-time performance, but also resulted in more denials.

· The STAR operations manager also said that they had no in-house Trapeze expert.  STAR has had to rely on CDTA’s IT manager to make adjustments to the software.
Findings

1. STAR reservationists have initial responsibility for scheduling trip requests.  After negotiating with the customer, a reservationist may either confirm a trip or place it on an “unscheduled” list.  This unscheduled list constitutes a waiting list, which is contrary to the DOT ADA regulations, 49 CFR §37.131(f)(2).  Customers do not know until the day before service whether they will be scheduled to receive STAR service.
2. When the customer and reservationist negotiate a pickup time, CDTA has no procedure for the reservationist to record the trip time(s) originally requested by the customer.  As a result, there is no way to know if the agreed upon time is within the -/+60 minute negotiation window allowed by 49 CFR §37.131(b)(2).
3. CDTA allows unscheduled trip requests to float within the full -60/+60 minutes allowed for the negotiation window (or -60 or +60 minutes only for trip requests with a specified “no later than” or “no earlier than” time).  Trapeze is set so that the -10/+15 pickup window is applied on top of the 60-minute negotiation window.  As a result, a scheduled pickup time could be more than 60 minutes before the requested pickup time, and a scheduled drop-off could be later than the requested appointment time.
4. On the day before service, CDTA adds capacity for STAR service through additional vehicle “blocks” and use of a private taxi company.  In spite of the additional capacity, however, STAR continues to deny trip requests.
5. At the time of the review team’s visit, CDTA did not have an in-house expert for the Trapeze software.  In early 2005, staff had made some adjustments in the vehicle speed parameters that led to better on-time performance but resulted in more denials.
Recommendations

1. CDTA should stop the practice of creating a list of “unscheduled” trip requests.  CDTA should increase its capacity to meet 100 percent of demand.  Then, if some trip requests cannot be placed onto a vehicle block, CDTA should accept the trip request and place it into an open block for subsequent assignment to a vehicle.
2. CDTA should begin to record the trip times initially requested by the customers.  This would enable CDTA to know if the reservationists are properly negotiating trip times.
3. CDTA should investigate the greater use of taxi service to reduce the number of denials.

4. CDTA should consider training one of its STAR schedulers or other staff to be an in-house Trapeze expert.  While CDTA could continue to call on the advice of the vendor, an in-house expert would be able to adjust the operational parameters that might lead to improved vehicle schedules and greater capacity.
9 Service Performance

The DOT ADA regulations for ADA complementary paratransit service note that denials of trip requests, missed trips, or the provision of untimely trips or significantly long rides can constitute capacity constraints.  Therefore, the review team examined the ultimate disposition of trip requests, on-time performance, and on-board travel times.  Team members assessed the following aspects of service provision:

· Consumer input on each issue through telephone interviews and through a review of complaints filed with CDTA
· Service policies, procedures, and standards related to missed late and long trips
· On-time performance and travel time reports
· Actual pickup and drop-off times reported on a randomly selected day were used to tabulate on-time performance to compare to reported performance and

· Trip length, including a comparison of travel times between ADA complementary paratransit trips and comparable fixed route trips
Consumer Input

Consumer input is summarized in Section 3 of this report.  The one formal complaint filed with FTA did not include any issues related to STAR on-time performance, missed trips, or trip length.  However, the complaint cited driver performance issues, stating that there were “times when bus driver did not know how to get to my place.”
In the telephone interviews with STAR customers, respondents had mixed impressions about on-time performance, although some who cited late pickups were not aware of STAR’s pickup window.  For drop-offs, five respondents said drivers were occasionally to “50/50” late, and one said they were usually late.  Specific comments were that trips are getting longer and that trips that pass through the city are a “guaranteed late.”

Of the 34 complaints about STAR service filed with CDTA between March 1 and May 31, 2005, 15 were related to driver behavior.  Another six complaints related to late service and one concerned a long trip.
CDTA Policies

Trip Denials.  CDTA defines a denial as either a “capacity denial” or an “adversarial denial.”  A capacity denial is defined as failure to serve a trip request received by 5:00 p.m. (the end of next-day reservation hours) on the day before the requested service.  CDTA defines the refusal of a customer to accept a trip offer within one hour of the customer’s requested time as an adversarial denial.  Trip requests received after 5:00 p.m. on the day before service are classified as same-day requests; if such requests cannot be scheduled, CDTA considers them to be “unscheduled requests.”  CDTA also counts the other trip leg associated with the denial as a capacity or adversarial denial as appropriate.  CDTA’s goal is to have less than one percent of trip requests denied and uses 3.5 percent trip denials as a performance benchmark.  CDTA should revise its policy so that its goal is to plan for and provide 100 percent of demand for ADA complementary paratransit service.
No trips are confirmed with the customer at the time of the trip request.  Trips are confirmed with the customer on the day before service.  STAR staff either calls the customer, or the customer calls STAR to confirm the scheduling of trips.  Until confirmed, there is no assurance that the customer will receive a trip.  This procedure appears to be at variance with the DOT ADA regulations that do not allow the transit agency to establish a waiting list for service (49 CFR §37.131(f)(2).

Missed Trips.  CDTA appears to have no policy for missed trips.  STAR managers indicated that when a vehicle arrives more than 15 minutes after the scheduled time and the customer is not available to complete the trip, CDTA counts this as a trip cancellation.

Trips not completed because of the operator’s failure are missed trips.  DOT ADA regulations (49 CFR §37.131(f)(3)(B)) prohibit transit entities from limiting service availability through patterns or practices that result in substantial number of missed trips.  For purposes of measuring performance against the regulatory criteria, missed trips are defined as instances when the transit agency vehicle was not at the pickup location within the pickup window (for STAR, -10/+15 minutes) and did not provide a completed trip.
No-Shows.  According to the STAR brochure and web site, operators will wait for a customer up to five minutes after the scheduled pickup time before proceeding.  If the customer fails to appear they are considered a “no-show.”  CDTA’s report on service performance further identifies a no-show as a trip missed when the customer fails to cancel far enough in advance for the schedule to be adjusted.
On-Time Performance.  CDTA defines a trip as on-time if the vehicle arrives from 10 minutes before until 15 minutes after the time scheduled with the customer (-10/+15).  CDTA’s goal for on-time performance is 95 percent, with a performance benchmark of 88 percent.  CDTA has no policy goal for on-time performance for drop-offs (appointments).
Trip Duration.  CDTA appears to have no policy for trip length or duration.
9.1 Performance

Data taken from a STAR service performance report for April 2005 is presented in Table 9.1.  The data provided in the STAR report does not reconcile internally.  For example: the number of trips requested does not equal the sum of the number of trips scheduled, early cancellations, and trips denied.  However, these unexplained inconsistencies are relatively small in order of magnitude.  Accordingly, the information provided by CDTA provides an indication of response to trip requests rather than a precise accounting.

Table 9.1 – CDTA Performance Report for April 2005
	 
	 
	 
	Weekdays
	

	
	
	
	Low Demand
	High Demand
	Sample Day
	Average
	April Total

	 
	 
	
	April 26, 2005
	April 6, 2005
	April 27, 2005
	 
	 
	

	 
	 
	 
	Number
	%
	Number
	%
	Number
	%
	Number
	%
	Number
	%

	Demand 
	
	
	
	
	
	
	
	
	
	
	

	 
	Requests
	Advance
	       456 
	 
	       567 
	 
	    543 
	 
	      516 
	 
	   12,693 
	 

	 
	Cancellations
	Early
	        63 
	13.8%
	       132 
	23.3%
	      42 
	7.7%
	        56 
	10.9%
	     1,341 
	10.6%

	 
	Net Demand
	 
	       393 
	86.2%
	       435 
	76.7%
	    501 
	92.3%
	      461 
	89.3%
	   11,352 
	89.4%

	Scheduled 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	Scheduled
	Advance
	       420 
	106.9%
	       407 
	93.6%
	    459 
	91.6%
	      434 
	94.1%
	   10,717 
	94.4%

	 
	Denied
	 
	26 
	6.6%
	         28 
	6.4%
	      42 
	8.4%
	        31 
	6.7%
	        664 
	5.8%

	Served 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	Cancellations
	Service Day
	         60 
	14.3%
	           -   
	0.0%
	    107 
	23.3%
	        72 
	16.6%
	     1,729 
	16.1%

	 
	No-Shows 
	 
	        13 
	3.1%
	         10 
	2.5%
	      10 
	2.2%
	        10 
	2.3%
	        234 
	2.2%

	 
	Scheduled
	Service Day
	         24 
	5.7%
	         10 
	2.5%
	      39 
	8.5%
	        27 
	6.2%
	        569 
	5.3%

	 
	Completed
	 
	       456 
	 
	       407 
	 
	    405 
	 
	      408 
	 
	     9,788 
	 

	Source: CDTA Data Report


The data reported by CDTA indicates that approximately six to seven percent of trip requests are denied.  The monthly total for April 2005 was 5.8 percent. The average weekday had 6.7 percent, with 6.6 percent on the day of fewest trip requests and 6.4 percent on the day with the most trip requests.  The rate of trip denials is lower on weekends than weekdays, resulting in the monthly denial rate lower than the weekday average.  The percentage of denials appears to be little affected by variances in the number of trips requested: the denial percentages for high, low, and average weekdays are similar.

It is interesting to note that the number of unscheduled trips accommodated during the service day as a result of trip cancellations is comparable to the number of trips denied.  This indicates that STAR generally has sufficient capacity to accommodate the trip requests that it denied.  These trip requests could be accepted but not assigned to a vehicle block until the day of service.
To further assess CDTA performance in serving trip requests, the review team analyzed CDTA data for one day: Wednesday, April 27, 2005.  An overview of the results is presented in Table 9.2.
Table 9.2 – Trip Disposition for April 27, 2005
	
	Number
	% of Requests
	% of Scheduled

	Trip Requests
	558
	
	

	Cancellations
	149
	26.7%
	

	Unscheduled
	    4
	  0.7%
	

	Scheduled
	405
	72.6%
	

	No Shows
	  10
	
	2.5%

	Missed Trips
	    0
	
	


The trip categories in Table 9.2 are based on the trip codes for each trip request.  Some of the numbers from the two reports do not reconcile.  The number of cancelled trips (149), no shows (10) and completed trips (405) are consistent from one report to the other.  The number of trips requested, and unscheduled trips were not consistently presented in the two reports.
Trip Disposition

Refused and Denied Trips
Data reports generated by Trapeze contained no data on either trip denials or refusals.  There was no information on trip times requested by STAR customers or times offered to customers that can be used to verify CDTA’s reporting of trip denials.  As a result, the only available information on denials is CDTA’s published reports.  These reports for April 2005 show a daily range of 26 to 42 denials (6.4 to 8.4 percent) of requested trips each day.

Scheduled Trip Requests – Not Completed

Trips that have been scheduled are either completed (performed) or not completed.  Trips that are not completed can result from: the action of the customer; or the action of the operator.

Trips not completed because of a customer’s action are either cancellations or no-shows.  Customer cancellations are typically categorized as early or late.  Early cancellations permit the operator to reallocate manpower and equipment with some inconvenience.  This inconvenience is often offset by making available service capacity on the service day to address unforeseeable needs.  Late cancellations (an hour or two before the scheduled time) severely limit the operator in reusing scheduled resources to serve other customers.  As with customer no-shows, late cancellations are usually discouraged by the operator.

Trips not completed because of the operator’s failure are missed trips.  DOT ADA regulations (49 CFR §37.131(f)(3)(B)) prohibit transit entities from limiting service availability through patterns or practices that result in substantial number of missed trips.  For purposes of measuring performance against the regulatory criteria, missed trips are defined as trips that were not completed when the vehicle failed to arrive within the pickup window (-10/+15).

Early Trip Cancellations.  For trips classified as early cancellations, a data report generated by Trapeze contains client ID and trip booking ID and the early trip cancellation code.  The report contains no information on when the trip was initially requested or cancelled, or for when the trip was booked.  For April 27, 2005 there were 149 cancellations.  Of these, 42 were classified as “early” and 107 as “service day cancellations.”  In the published reports for April, 2005 total cancellations ranged from 42 to 132 with an average of 128.  Early cancellations ranged from 42 to 132 with a daily average of 56.

Late Cancellations, No Shows, and Missed Trips.  The CDTA report for April 2005 showed the number of same-day cancellations ranging from 0 to 107 per day, with an average of 72.  The 72 same-day cancellations represent 16.6 percent of scheduled trips.  The CDTA reports for April 2005 and CDTA data reports for April 27, 2005 do not identify any of the cancellations as “late cancellations”—those within a short time before the scheduled time—which STAR could treat as customer no-shows.  
The review team looked at a sample of manifests for the sample day of April 27.  The sample included manifests for 11 randomly selected runs or routes from a total of 44 STAR runs.  There were 113 scheduled trips on these 11 runs.  Of these113 trips, 12 (10.6 percent) were cancellations.  For one of these cancellations, a vehicle arrival time was reported for one trip.

Of the ten trips classified as customer no-shows, nine trips had a client ID number and a booking ID number but no schedule time provided in the CDTA data.  Based on the information in the CDTA data reports for these nine trips, it appears that a trip request was initiated but a trip was not scheduled.  If that is so, these trip requests would be more appropriately classified as denials.  For the one trip that included schedule information, the arrival time of the vehicle was 12:36 and the scheduled pickup time was 12 noon.  This means that the vehicle arrived 21 minutes after the end of the pickup window (12:00 + 0:15).  Since the vehicle was late and the trip was not completed, CDTA should have classified this as a missed trip.   

On-Time Performance
CDTA Reports.  CDTA provided an “On Time Performance Report” for April 25, 2005 (Attachment I).  Information on on-time performance of STAR pickups and drop-offs is summarized in Table 9.3.

Table 9.3 – STAR Reported On-Time Performance: April 25, 2005
	Pickups
	
	Appointments

	Early
	  48
	12.5%
	
	
	
	

	On Time
	276
	72.1%
	
	
	
	

	Early or On Time
	324
	84.6%
	
	Early or On Time
	126
	83.4%

	Late
	  59
	15.4%
	
	Late
	  25
	16.6%

	Total
	383
	 
	
	Total
	151
	 


To verify CDTA’s reports, information from the sample of manifests for April 27, 2005, was reviewed.  The results of the review appear in Table 9.4.

Table 9.4 – Sampled Trips for April 27, 2005

	Sample Size
	113
	

	Vehicle Arrivals
	95
	84.1%

	No Passenger – Not Completed
	3
	3.2%

	Completed Trips
	92
	96.8%

	
	
	

	Early Pickup
	15
	16.3%

	On Time
	63
	68.5%

	Early and On Time
	78
	84.8%

	Late 
	14
	15.2%


From the sample of 113 scheduled trips, the vehicle arrived to pick up a passenger 95 times but on three occasions the trip was not completed.  The review team’s sample results affirm the on-time performance reported by CDTA.

Pickup Performance.  The sample of 92 completed trips on April 27 was further analyzed to identify whether there appeared to be a substantial number of significantly late pickups.  The analysis appears in Table 9.5.

Five pickups in the sample (5.4 percent of completed trips) were made more than 30 minutes after the scheduled pickup time.
Table 9.5 – Distribution of Late STAR Trips

	
	Number of Trips
	% of Completed Trips

	Completed Trips
	92
	100.0%

	Late Trips
	14
	15.2%

	Minutes after the scheduled time:

	
	16 to 30
	9
	9.8%

	
	31 to 45
	4
	4.3%

	
	46 to 60
	1
	1.1%


Drop-off Performance.  The sample of trip records from the manifests was reviewed for STAR’s on-time drop-offs.  Table 9.6 summarizes the analysis.  The sampled performance data for early and on-time drop offs (82.1 percent) is consistent with CDTA’s reported (83.4 percent) performance.

Table 9.6 – On-Time Drop-Offs for April 27, 2005 Sample

	
	Number
	%
	Cumulative Late Drop-Offs

	Total Sample
	113
	
	

	Completed Trips
	92
	81.4%
	

	Appointments
	39
	42.4%
	

	Early 
	32
	82.1%
	

	Late
	  7
	17.9%
	

	
	0 to 15 minutes
	  4
	10.3%
	17.9%

	
	16 to 30
	  2
	5.1%
	7.7%

	
	31 to 60
	  0
	0.0%
	2.6%

	
	60 +
	  1
	2.6%
	2.6%


One drop-off (2.6 percent of completed trips with appointment times) was one hour, 40 minutes late.  Two drop-offs (5.1 percent) were between 16 and 30 minutes late.  Drop-offs as little as 15 minutes late can cause people to miss appointments or otherwise negatively impact a person’s ability to work, attend classes, or participate in other time-sensitive activities.  Drop-offs more than 15 minutes late could be considered significant.  The three drop-offs in the sample that were more than 15 minutes late accounted for 7.7 percent of completed trips with appointment times.

Also from the sample, 10 (25.6 percent) of the 39 drop-offs were more than 30 minutes before the scheduled time; one was more than one hour early.  Significantly early drop-offs can also be an impediment to use of the service, particularly if the drop-off is so early that the facility at the trip destination is not open.  It is reasonable to consider drop-offs more than 60 minutes early as significantly early.  Also, drop-offs between 30 and 60 minutes early might also be considered significantly early; 25.6 percent significantly early drop-offs would be considered a substantial number.
Trip Duration
The review team analyzed STAR data on the length of ADA complementary paratransit trips to determine if there was a substantial number of significantly long trips relative to comparable trip length for a trip made on CDTA’s fixed route system (49 CFR §37.131(f)(3)(i)(C)).

First, the review team analyzed the full set of completed trips from one sample service day, Wednesday, April 27, 2005.  Of the 405 completed trips, only one was longer than 90 minutes.  An additional 20 (five percent) were between 60 and 90 minutes long.

CDTA operations staff provided itineraries for comparable trips on CDTA fixed route service (same origin-destination pairs and same pickup times) of the 21 STAR trips of more than 60 minutes.  The fixed route travel times included time traveling on the bus plus transfer time, if any, between routes.

The review team added a standard 20 minutes to the fixed route travel times generated by CDTA staff.  The 20 minutes accounts for the following:

· Five minutes to access the CDTA bus stop
· Ten minutes to wait for the vehicle and

· Five minutes to reach a destination after alighting from the CDTA bus
Although the use of a 20-minute standard for access and wait time may overestimate the actual travel time for some trips and underestimate it for others, the 20 minutes approximates the door-to-door fixed-route travel time and allows comparisons between large numbers of fixed route and paratransit travel times.  A comparison of paratransit and fixed route travel times for comparable trips appears in Table 9.7.
Table 9.7 shows that, of the 21 STAR trips on April 27, 2005, taking longer than one hour, four had travel times that were longer (when including access and wait times) than a comparable trip on CDTA’s fixed route service.  Of the 21 sampled long trips, one had a travel time that could be considered significantly longer (33 minutes) than a comparable fixed route trip.  The remaining three trips that were longer than the comparable fixed route trip were up to 15 minutes longer.

STAR currently has no policy for long trips.  Although the review team’s analysis did not show long trips to be a problem on the sample day, STAR should regularly conduct a similar analysis to ensure that STAR trips are comparable to CDTA’s fixed route service in terms of travel time.

Table 9.7 – Comparison of STAR and Fixed Route Travel Times for a Sample of Long STAR Trips (April 27, 2005)
	Pickup Address

Drop-Off Address
	Pickup

Time
	Drop-Off

Time
	Comparable Fixed-Route Buses
	Travel Time

	
	
	
	9.1.3 
	STAR
	Fixed Route
	(STAR) – (Fixed Route)

	300 Krumkill Rd, Slingerlands

1500 4th Ave, Watervliet
	3:00 p.m.
	4:43 p.m.
	#4,#22
	1:43
	1:10
	:33

	1000 Eastern Ave, Schenectady

100 Holland Ave, Albany
	6:44 a.m.
	8:08 a.m.
	#70, #55, #13
	1:24
	1:39
	:15

	1 Yale St, Schenectady

100 Washington St, Rensselaer
	6:06 a.m.
	7:30 a.m.
	#55, #14
	1:24
	1:20
	:04

	100 Karner Rd, Colonie

1 Lansing Dr, Delmar
	12:30 p.m.
	1:54 p.m.
	#27, #10, #18
	1:24
	2:04
	:40

	100 Washington St, Rensselaer

1 Yale St, Schenectady
	4:06 p.m.
	5:27 p.m.
	#14, #55
	1:21
	1:20
	:01

	1100 Washington Ave, Albany

1 Canal St, Waterford
	2:50 p.m.
	4:10 p.m.
	#12, #22, #82
	1:20
	1:22
	:02

	1 Middle Mannix Rd, E. Greenbush

2100 Baker Ave, Niskayuna
	2:10 p.m.
	3:30 p.m.
	#25, #24, #70
	1:20
	2:13
	:53

	300 Hackett Blvd, Albany

400 Columbia St, Cohoes
	3:28 p.m.
	4:45 p.m.
	#30, #29
	1:17
	1:50
	:33

	1 Diane Ct, Cohoes

6100 State Farm Rd,  Westmere
	7:33 a.m.
	8:45 a.m.
	#82, #22, #63
	1:12
	2:20
	1:08

	300 Broadway, Menands

1200 Union St, Schenectady
	2:30 p.m.
	3:42 p.m.
	#22, #70
	1:12
	1:35
	:23

	1200 Union St, Schenectady

300 Broadway, Menands
	7:48 a.m.
	8:59 a.m.
	#70, #22
	1:11
	1:17
	:06

	100 Shaker Rd, Albany

100 Howard St, Cohoes
	11:18 a.m.
	12:28 p.m.
	#29
	1:10
	:55
	:15

	100 Karner Rd, Colonie

700 Federal St, Troy
	2:30 p.m.
	3:40 p.m.
	#27, #10, #22
	1:10
	2:07
	:53

	300 Kings Rd, Schenectady

2800 Caroline Ave, Schenectady
	4:10 p.m.
	5:20 p.m.
	#55, #51
	1:10
	1:22
	:12

	100 Mohawk St, Cohoes

100 Karner Rd, Colonie
	6:01 a.m.
	7:05 a.m.
	#82, #22, #10, #27
	1:04
	2:37
	1:33

	100 Robinson St, Schenectady

1 New Scotland Ave, Albany
	7:36 a.m.
	8:39 a.m.
	#55, #13
	1:03
	1:14
	:11

	100 S. Swan St, Albany

100 Surrey Hill Dr, Latham
	4:35 p.m.
	5:38 p.m.
	#22, #70
	1:03
	1:03
	0

	1 Harvest Ln, Troy

300 Krumkill Rd, Slingerlands
	7:25 a.m.
	8:27 a.m.
	#87, #22, #4
	1:02
	1:48
	:46

	300 S. Manning Blvd, Albany

1 Kasper Dr, Loudonville
	2:13 p.m.
	3:15 p.m.
	#30, #31
	1:02
	2:07
	1:05

	1 Long Ave, Latham

1200 Belmont Ave, Schenectady
	8:32 a.m.
	9:33 a.m.
	#70, #64
	1:01
	2:25
	1:24

	1200 Keyes Ave, Schenectady

200 Broadway, Menands
	7:55 a.m.
	8:56 a.m.
	#70, #22
	1:01
	1:17
	:16


     Note: addresses rounded to nearest 100 block

Findings

1. CDTA’s published reports indicate that between 6.4 percent and 8.4 percent of STAR trip requests (28 to 42 trip requests) were denied on weekdays during April 2005.
2. CDTA’s goal is to have less than one percent of STAR trip requests denied.  This is contrary to the regulations that require CDTA to provide service to all eligible persons requesting next-day service (49 CFR §37.131(b)).
3. For the trip requests that were not scheduled, CDTA was unable to provide documentation for: the day and time of trip requests or when the alteration of trip requests were made; the trip time requested by the customer; and the trip time offered by CDTA.
4. CDTA’s policy for identifying late cancellations as no-shows does not specify how far before a scheduled trip time a client must cancel a trip to avoid it being considered a no-show.  Based on review of a sample of trips by the review team, it appears that CDTA’s practice is to treat all cancelled trips as early cancellations.
5. For service on April 25, 2005, CDTA reported on-time and early pickup performance at 84.6 percent.  The review team’s sample of trips from April 27, 2005, yielded an early/on-time performance rate of 84.4 percent.  Five pickups in the sample (5.4 percent of completed trips in the sample) were made more than 30 minutes later than the scheduled pickup time.  The on-time performance for both dates falls below CDTA’s goal of 95 percent on-time performance.
6. CDTA does not have a performance goal for on-time drop-offs or a definition for an on-time drop-off.

7. For service on April 25, 2005, CDTA reported on-time and early drop-off performance at 83.4 percent.  The review team’s sample of trips from April 27, 2005, yielded an early/on-time drop-off performance rate of 82.1 percent.  The on-time performance for both dates falls below CDTA’s goal of 95 percent on-time performance for drop-offs.  Three drop-offs in the sample (7.7 percent of completed trips in the sample with appointment times) were made more than 15 minutes later than the scheduled drop-off time.  Drop-offs as little as 15 minutes late can cause people to miss appointments or otherwise negatively impact a persons ability to work, attend classes or participate in other time sensitive activities and could be considered significantly late.
8. Ten of the 39 drop-offs from the sample (25.6 percent) were more than 30 minutes before the scheduled time; one drop-off was more than one hour early.  Significantly early drop-offs can be an impediment to use of the service.
9. CDTA does not have a policy definition or goal for trip length/duration and does not monitor trip duration performance.
10. Of the 21 sampled long trips on STAR, one had a travel time that could be considered significantly longer (33 minutes) than the comparable origin-to-destination fixed route trip.  One significantly long trip out of 21 is not a substantial number.

Recommendations

1. CDTA should eliminate trip denials for STAR service through a combination of revised procedures and increased service capacity.
2. CDTA’s should revise its goal to zero trip denials.
3. In order to measure and analyze trip denials and service needs for STAR, CDTA should record and maintain records of all trip requests and trip offers.
4. CDTA should revise its policy for classifying late cancellations for STAR service as no-shows.  CDTA should identify a specific time in advance of the scheduled pickup time that it will penalize a customer for the late cancellation.  The lead time should be based on operational considerations: the amount of advance time to avoid dispatch of the vehicle to the pickup location and to allow for redeployment of the vehicle to serve other trip requirements.
5. CDTA should revise procedures and increase resources as needed to improve STAR’s on-time performance for pickups.
6. CDTA should define an “on-time drop-off” for STAR service.  CDTA should set a performance goal for on-time performance for drop-offs or appointments.

7. CDTA should monitor drop-off performance of STAR service, including “significantly late” drop-offs.  CDTA should revise procedures and increase resources as needed to improve on-time performance to achieve CDTA performance’s goal for drop-offs.

8. CDTA should monitor STAR’s early drop-offs for appointments.  CDTA should revise procedures and increase resources as necessary to avoid significantly early drop-offs.
9. CDTA should establish a policy definition or goal for trip length/duration of STAR trips and periodically monitor trip duration performance.
9.2 Transportation Operations

Members of the review team observed STAR dispatchers during the peak morning and peak afternoon periods.  Team members interviewed STAR drivers and the STAR operations manager.  All observations and interviews took place at CDTA’s Albany facility.

Dispatching

Review team members observed the STAR dispatch during the morning of Tuesday, June 14, 2005, and again during the afternoon of June 14.  The dispatch office is located next to the STAR administrative and reservations offices.  There are two dispatch stations and usually two dispatchers on duty.  One dispatcher has primary responsibility for monitoring the vehicles providing STAR service, while the second dispatcher primarily monitors the vehicles providing CDTA’s various shuttle services.  Each dispatcher, however, is able to monitor both the STAR and shuttle vehicles.

The lead morning dispatcher starts at 4 a.m.  Starting at 4:30 a.m., a second dispatcher shift begins.  Usually the first STAR vehicles pull out at 4:30 a.m. on weekdays.  At the time of the on-site review, there may have been as many as 24 STAR vehicles in peak service.  The STAR dispatcher used the dispatch module of Trapeze to keep track of the vehicles on the road.  The primary screen that the dispatcher viewed displayed all STAR trips arranged by time order, or all trips of a specified vehicle manifest (“block”).  A second shift of two dispatchers takes over at midday.  At the end of the service day (from 10 p.m. until the last vehicle returns, usually between midnight and 1 a.m.), there is one dispatcher assigned for both STAR and shuttle service.  After the reservationists leave at 7 p.m., calls to STAR reservations are forwarded to the dispatchers.

The STAR vehicles were equipped with mobile data computers (MDCs).  Dispatchers can send short text messages to drivers.  Drivers, however, do not “perform” their pickups and drop-offs via the MDCs.  As drivers radioed in to dispatch with pickup and drop-off times, the dispatcher updated the Trapeze screen, changing the estimated times of pickup/drop-off to the actual times.  Entering the pickup and drop-off times, which Trapeze uses to update the estimated times of arrival (ETAs) of subsequent pickups and drop-offs, is one of the main ongoing tasks of the STAR dispatcher.  The morning dispatcher said that he keeps in touch with each driver, at minimum, “every 30 minutes or an hour” if he does not see any problems with a driver’s run.  If a driver was behind schedule, the dispatcher kept in more frequent contact.  Also, if a driver had a gap in his or her schedule, the dispatcher kept in touch for the potential to re-assign other trips to that driver.  Drivers did not necessarily communicate with dispatch after every pickup or drop-off.

On the morning that a team member was observing the dispatchers, the dispatcher took a call from a passenger waiting for a pickup that was 20 minutes late.  The driver (STAR vehicle #903) had not radioed dispatch.  The dispatcher had to radio this driver to obtain a revised ETA, and then tell the waiting passenger of the new time.

The second ongoing task of the STAR dispatcher is notifying the drivers of late passenger cancellations.  These calls are directed to the reservationists, who forward them to dispatch.  The STAR dispatcher usually sends a text message to the driver who is assigned that pickup; sometimes the dispatcher radios the driver to try to get an immediate confirmation.  The dispatcher then enters the cancellation in Trapeze, which updates the subsequent ETAs on that schedule.  During the review team’s observations, the STAR dispatcher was receiving passenger cancellations as late as 10 minutes before the scheduled pickup.

One concern cited by the dispatchers is problems with the radios and MDCs.  There are various “dead” spots in the STAR service area where drivers cannot use either the radios or MDCs to communicate with dispatch.  In addition, the dispatchers said that several radios did not work on a consistent basis.  If a driver is using a vehicle with a radio that does not work, then the dispatcher can use the MDC to send text messages to the driver.  But the driver cannot reply with text messages, only several pre-programmed messages (such as pickup or drop-off performed).  But in the dead spots, drivers can receive neither radio nor MDC messages.  This can be a safety issue if the driver has an accident or a passenger has a medical issue when the driver’s vehicle has a bad radio or is in one of these dead spots.

According to the dispatchers, STAR frequently operates with fewer runs than had been scheduled.  More often this is because there were not enough vehicles available to cover all the scheduled runs.  The STAR operations manager confirmed that vehicle shortages are a regular occurrence.  Sometimes there are fewer runs than scheduled because there were not enough drivers to cover the runs.  For example, on the morning that a team member was observing the dispatch, the lead morning dispatcher said that the peak fleet available that day would be 22 vehicles.  However, the schedules had been developed to have 24 vehicles on the road during the peak.  On this day, two afternoon drivers had called in sick and no backup drivers were available.  The only option available to the dispatchers was to break apart two runs and distribute the trips of those two runs to the other vehicles.

If the resources are available, the dispatchers have the authority to place additional drivers on the road through several means:

· Reassign a driver who had offices duties
· Call in a driver with an assigned day off and/or

· Extend the shift, either earlier or later, of a driver already assigned to a run
During the review team’s observations, the STAR dispatcher called a driver a few minutes before 3 p.m. to come in early to make a 3:20 pickup; the driver had been scheduled to begin his shift at 5 p.m.

Given the frequent shortage of vehicles or drivers, it was very surprising that STAR dispatchers also devoted much effort to try to place unscheduled trip requests onto the manifests of live manifests.  These are trip requests for which STAR did not make a confirmation call—or if the customer called, STAR told the customer that the trip was not scheduled.  The STAR dispatchers continue to try to insert these requests into the manifests.  As late cancellations and no-shows occur, space does become available on certain vehicle manifests.  If the dispatcher finds room in the manifests for an unscheduled request, he or she calls the customer to see if the customer still wants the trip.  If the dispatcher contacts the customer and the customer accepts the trip, then the dispatcher contacts the driver (either by radio or text message) to add the trip to the manifest.  If the customer requested a round trip, the dispatcher usually tries to fit in the return leg of the trip on a manifest.  STAR’s policy is not to strand a customer, so the customer will get a return trip, though it may be much later (e.g., one hour or more) than the requested return time.

Given the short notice, the customer has often made other arrangements and declines the offer.  During the review team’s observations, the STAR dispatcher called a customer at 3:15 p.m. to offer a pickup at 3:30 p.m.  This customer accepted the offer.  On the day that the review team observed dispatch, the afternoon STAR dispatcher said that there were eight unscheduled trip requests that she was not able to assign to a manifest.

The dispatchers generally do not handle the trips assigned to the overflow taxis.  The taxi company will call dispatch if it cannot locate the passenger, and dispatch will try to contact the passenger.

During their observations, review team members noticed that the two dispatchers had no short-term backups.  When one of the dispatchers left the dispatch room for a short break, no other CDTA staff would take his/her place; the other dispatcher on duty would be temporarily responsible for monitoring all vehicles.

Driver Operations

Review team members interviewed a total of nine drivers from STAR.  The purpose of these interviews is to assess whether or not drivers have the necessary resources, including an understanding of operating procedures, to do their job effectively.

Drivers were generally satisfied with the training they had received.  Several concerns were raised about other aspect of driving for STAR:

· There was near unanimity of opinion on the lack of dependability of vehicle air conditioning systems.

· Most drivers suggested that the schedules provided to them were unrealistic.  They cited insufficient time for wheelchair loading and downtown congestion identified as two aspects of STAR trips that the schedules did not seem to fully account for.

· None of the drivers were familiar with STAR’s pickup window of -10/+15 minutes.

Several drivers said that they did not call into dispatch when they fell behind schedule unless they felt that they would not be able to catch up later in their schedule.

Findings

1. According to the dispatchers and operations manager, STAR often operates with fewer vehicle runs than scheduled.  This is usually because of the lack of available vehicles.  Sometimes this is because there are not enough drivers to cover the scheduled runs.

2. The dispatcher with responsibility for monitoring STAR vehicles keeps in sporadic contact with the drivers, sometimes as infrequently as once per 30 minutes or hour.  The only way for the dispatcher to know the location of a driver is by contacting the driver by radio.

3. The STAR vehicles have both radios and MDCs.  However, some of the radios do not work and the STAR service area has some “dead spots” in which neither radio nor MDC communication is possible.

4. Drivers did not feel a need to tell dispatch that they were behind schedule if they thought they would catch up later.

5. None of the drivers interviewed by the review team were familiar with STAR’s -10/+15 minute pickup window.

6. When the dispatcher takes a short break, CDTA does not assign a backup dispatcher to assist the remaining dispatcher.

7. The dispatchers devote much effort to trying to make same-day assignments of unscheduled trip requests.  If the dispatcher can make such an assignment, he/she must confirm with the customer that the customer is still interested in the trip, given the often short notice.

Recommendations

1. CDTA should make sure that it has sufficient vehicles and drivers to cover all of its scheduled runs.

2. CDTA should look to standardize a policy in which drivers always call in when behind schedule, and dispatchers check with drivers on a regular basis to gauge how they are doing against their schedule.

3. CDTA should improve its maintenance procedures so that all STAR vehicles have working radios.

4. CDTA should make sure that drivers understand STAR operating policies, including the pickup window told to passengers.
5. CDTA should consider having a STAR staff member fill in whenever one of the dispatchers takes a break.

6. CDTA should consider having STAR dispatchers’ give priority to avoidance of missed trips, on-time performance, and avoidance of long trips—rather than assigning unscheduled trips to manifests.

10 Resources

As part of this review, team members collected and analyzed information about the adequacy of CDTA resources available to provide the ADA complementary paratransit service as required by the DOT ADA regulations.  The purpose of this analysis was to identify the potential of resource limits that constrain service for ADA eligible customers.  The review included:

· Input from consumers
· Review of adequacy of equipment, particularly the vehicle fleet and the availability of vehicles to cover scheduled routes
· Review of staffing, including availability of drivers to cover scheduled routes
· The operating budget for the service and the process used to estimate funding needs
Following is a summary of observations in each of these areas.

Consumer Input

Consumer input is summarized in Section 3 of this report.  The one formal complaint filed with FTA did not include any issues related to STAR resources.
Among the e-mail complaints from STAR customers forwarded to FTA, one e-mail had concerns about fumes coming from Orion small buses.  In another e-mail, a customer stated that he believed that Ford buses used for STAR service were leaking.
Based upon review of 34 complaints about STAR service filed with CDTA between March 1 and May 31, 2005, two related to passenger equipment and two related to telephones.
Telephone Access

As discussed in Section 7 of this report, telephone access appears to limit the availability of service to ADA complementary paratransit eligible individuals.  There appears to be sufficient capacity in the existing telephone lines and system.  At the time of the review team’s site visit, CDTA was in the process of installing a new telephone system throughout its offices.  While the new telephone system would enable better monitoring of telephone service, it would not significantly improve access for STAR customers.  The resource issue for telephone access was the insufficient level and assignment of STAR staff to answer calls from STAR customers.
Scheduling and Dispatch

CDTA uses Trapeze Software for scheduling trips.  As mentioned earlier in this report, CDTA planned to replace Trapeze with Paranet scheduling software in spring 2006.  Paranet software will also be used for CDTA’s fixed route service.  In addition to the reservationists’ role in scheduling trips, there are five CDTA staff who share the responsibility of creating the STAR schedules.  They rotate this task; one of them is assigned as the lead for a given day.  While the quality of the schedules varies (in terms of efficiency for CDTA and directness for the riders), the amount of manpower assigned to this task seems sufficient.  
According to CDTA managers, two dispatchers are on duty during most service hours.  The dispatchers are responsible for STAR service as well as CDTA’s various shuttle services.  One dispatcher on duty has primary responsibility for STAR and the other dispatcher has primary responsibility for the shuttles.  Both dispatchers, however, can monitor and communicate with all drivers on the road.  The dispatch staffing levels appear to be adequate to effectively address service needs.
Transportation
Operators.  Team members reviewed the driver availability for STAR service for the sample day of April 27, 2005, to assess whether a sufficient number of drivers were available to cover schedule needs.  The number of drivers scheduled was compared to drivers working, based on payroll records by hour of day.  The results of this analysis appear in Table 10.1.  As indicated for all but the hours of 8:00 to 10:00 p.m., there was a sufficient number of drivers to meet schedule requirements.
Table 10.1 – Driver Assignment: April 27, 2005
	Hour

Beginning
	Driver Availability

	
	Drivers Scheduled
	Drivers Reported
	Difference

	4:00 a.m.
	0
	1
	1

	5:00 
	15
	15
	0

	6:00 
	19
	19
	0

	7:00 
	19
	19
	0

	8:00 
	20
	20
	0

	9:00 
	20
	21
	1

	10:00 
	16
	19
	3

	11:00 
	18
	18
	0

	12:00 N
	21
	22
	1

	1:00 p.m.
	19
	20
	1

	2:00 
	22
	22
	0

	3:00 
	21
	21
	0

	4:00 
	18
	18
	0

	5:00 
	13
	14
	1

	6:00 
	2
	5
	3

	7:00 
	3
	3
	0

	8:00 
	3
	2
	-1

	9:00 
	3
	2
	-1

	10:00 
	2
	2
	0

	11:00 p.m.
	1
	1
	0


Driver tenure was also reviewed as a means of identifying problems with driver retention. Table 10.2 presents the number of drivers by number of years with STAR.  The high percentage of drivers employed for less than one year indicates a potential problem in recruiting and retaining new drivers.  CDTA managers cited challenges of driver recruitment due to competition from school bus operators, truckers, other government agencies, and local colleges.  This appears to be somewhat mitigated by what appears to be a stable core of 13 (24 percent) of the drivers who have more than five years of service with STAR.
Table 10.2 – STAR Driver Seniority as of May 3, 2005

	Years Employed
	0-1
	1-2
	2-5
	5+
	Total

	Drivers
	24
	6
	11
	13
	54

	% of All Drivers
	44
	11
	20
	24
	100%


Vehicle Fleet.  At the time of the review team’s visit, the STAR fleet consisted of 35 vans and low-floor buses.  All vehicles in service were equipped with mobile data computers (MDCs), Automated Vehicle Locators (AVLs), and two-way radios.  Drivers are supposed to check their MDCs prior to placing the vehicles in service, but do not always report problems.  According to CDTA managers, MDC maintenance needs have been a problem.

Peak period fleet requirements ranged from 22 to 25 vehicles.  According to CDTA managers, the number of runs and associated fleet requirements are driven by fleet availability rather than service demand.  To address this constraint, at the time of the on-site review, CDTA was purchasing 13 new vehicles to replace 10 older vehicles and increase the fleet size to 38 vehicles.  Comparable fleet availability plus three additional vehicles would provide capacity for service expansion.  The new equipment would reduce the average fleet age in 2005 from 4.6 to 2.5 years.  The younger fleet should also improve fleet reliability and equipment availability.  STAR’s fleet status as of April 27, 2005 appears in Table 10.3.  As of that day, there were 28 vehicles available to cover daily fleet requirements, with a few vehicles to spare.

Table 10.3 – STAR Vehicle Fleet as of April 27, 2005
	Make
	Model
	Year
	Age
	No.
	Vehicle Access
	Status, 4/27/2005

	
	
	
	
	
	Ramp
	Lift
	Available
	Maint.

	Existing Vehicles

	Dodge
	Ram Wagon
	1997
	8
	2*
	0
	2
	2
	0

	Ford
	E450
	1999
	6
	2*
	0
	2
	2
	0

	Orion II
	2502
	1999
	6
	11^
	11
	0
	7
	4

	Orion II
	2502
	2000
	5
	5
	5
	0
	3
	2

	Dodge
	Ram Wagon
	2002
	3
	2
	0
	2
	2
	0

	Ford
	E450 Phoenix
	2002
	3
	9
	0
	9
	8
	1

	Ford
	E450 Phoenix
	2003
	2
	2
	0
	2
	2
	0

	Ford
	Elf
	2003
	2
	2
	0
	2
	2
	0

	
	Totals
	
	4.6
	35
	16
	19
	28
	7

	New Vehicles

	Ford
	E456
	2005
	0
	13
	[not determined]
	


 * vehicles to be retired in late 2005

 ^ 6 of 11 vehicles to be retired in late 2005
Planning, Budgeting, and Funding

The annual budget process begins in January for the next fiscal year (FY), which runs from April 1 to March 31.  The Operations Manager develops the budget for STAR service using the number of trip requests, including cancellations, as a proxy for service demand.  STAR staff positions and payroll hours are used as a proxy for the Level of Service.  The STAR budget is developed based upon direct costs of providing service.  It does not include allocation of the costs of administrative departments.  CDTA budget staff review the budget and negotiate with the manager to match available funding.  The budget includes a reserve fund to cover unanticipated expenses during the year.  A committee of the CDTA Board of Directors reviews the proposed budget in early March, followed by a full Board review later in the month.  If the proposed budget exceeds anticipated funding, the Board of Directors makes the final decisions on budget adjustments.

Funding sources include a 0.25 percent tax on all mortgages issued in counties in the CDTA service area.  This accounts for approximately 10 to 20 percent of CDTA funding.  Other major sources of CDTA funding include: state operating assistance; fare revenue; federal assistance; service contracts; and county assistance.  Table 10.4 presents actual STAR expenditures and ridership for FY 2001 to 2004, as well as the budgeted and projected figures for FY 2005.

Table 10.4 – STAR Expenditures/Budget 2001 to 2005
	Fiscal Year
	2001
	2002
	2003
	2004
	2005

	
	Expended
	Budgeted
	Projected

	Salary & Wages

	Amount *
	$1.813
	$1.920
	$2.311
	$2.816
	$3.351
	$3.496

	% change
	
	5.9%
	20.4%
	21.8%
	19.0%
	24.2%

	Fringe Benefits

	Amount *
	$0.848
	$0.969
	$1.085
	$1.587
	$1.741
	$1.895

	% change
	
	14.2%
	12.0%
	46.2%
	9.7%
	19.4%

	Other Direct Costs

	Amount *
	$0.738
	$0.681
	$1.045
	$1.439
	$1.355
	$1.397

	% change
	
	-7.8%
	53.5%
	37.6%
	-5.8%
	-2.9%

	Total Direct Costs

	Amount *
	$3.400
	$3.571
	$4.443
	$5.842
	$6.448
	$6.789

	% change
	
	5.0%
	24.4%
	31.5%
	10.4%
	16.2%

	

	Total Passengers

	Number
	111,924
	98,202
	110,383
	125,164
	125,164
	125,164

	% change
	
	-12.3%
	12.4%
	13.4%
	0.0%
	0.0%


* $ in Millions

Ridership decreased in 2002, which CDTA managers stated was related to service dependability.  Improvement in service has resulted in double-digit percentage increases in passenger trips in 2003 and 2004.  Although the budget projections reflect no allowance for increase in the number of passengers from 2004 to 2005, CDTA managers indicated that their budget provides for 15 percent growth in service levels, based on the number of requested trips.  This growth allowance is reflected in an overall budget increase of 10.4 percent and an increase in the budget for salary and wages of 19 percent.  The increase in the salary and wages budget reflects an increase in the number of employees, as well as an increase in compensation rates.

CDTA managers indicated that when service needs exceed budget amounts, costs are met by drawing from CDTA’s reserve account.  Use of the reserve account is reflected in FY 2005 projected STAR direct costs of $6.789 million, an increase of 16.2 percent over FY 2004, in response to service needs.  The substantial budget increases since 2003 and reallocation of funds for STAR services from the reserve fund indicates management support for providing adequate resources to provide STAR services.

STAR service is insufficient to meet demand—based on an ongoing number of trip denials.  The review team prepared a comparison of market penetration for transit operators serving comparable populations to get an indication of the ultimate potential market demand for STAR service.  This comparison is presented in Table 10.5.  As can be seen in the table, transit operators serving comparable populations and with comparable levels of fixed route passenger trips provide 50 to 100 percent more demand response trips each year than STAR.  Accordingly, CDTA should anticipate continued growth in STAR ridership as service capacity increases until the potential market demand is met.

Findings
1. There appear to be sufficient operators to cover current schedule needs.  Driver recruitment and retention could become a challenge as service levels and the need for operators increases.

2. Expansion of the STAR passenger fleet from 35 to 38 vehicles and reduction of the average fleet age from 4.6 to 2.5 years should increase vehicle availability sufficient to serve near-term increases in passenger volumes.

3. CDTA has provided support for the STAR budget, as reflected in increase in funding increases of 24.4 percent in FY 2003, 31.5 percent in FY 2004, and 16.2 percent in FY 2005.
4. Based on a comparison of transit operators serving markets similar to that of CDTA’s, CDTA can expect service demand for STAR services that is 50 to 100 percent greater than is currently served.
Recommendations

1. CDTA efforts to improve driver recruitment and retention should continue.

2. CDTA should continue to monitor fleet requirements and increase fleet size as needed to meet service demand.

3. CDTA should continue to support budget increases for STAR service as needed to expand service until all passenger demand is met and trip denials are eliminated.
Table 10.5 – ADA Paratransit Passenger Trips in Locations with Comparably Sized Service Area Population

	City
	Transit Operator
	Service Area Population, 2000
	Annual Fixed-Route Passenger Trips
	Annual ADA Paratransit Passenger Trips
	ADA Trips per Capita
	ADA Trips per 1000 Fixed-Route Trips

	Springfield, MA 
	PVTA
	551,543
	2,497,408
	462,683
	0.84
	185

	El Paso, TX
	Sun Metro
	627,556
	13,260,354
	275,574
	0.44
	21

	Dayton, OH
	Miami Valley RTA
	559,062
	14,749,905
	151,920
	0.27
	10

	Rochester, NY
	R-G RTA
	716,072
	12,154,036
	193,854
	0.27
	16

	Nashville, TN
	MTA
	573,294
	7,002,312
	118,121
	0.21
	17

	Albany, NY
	CDTA
	678,394
	11,674,543
	125,164
	0.18
	11

	Birmingham, AL
	BJCTA
	651,525
	2,661,980
	112,968
	0.17
	42

	Omaha, NE
	MAT
	544,292
	3,771,825
	39,476
	0.07
	10


Attachment A

CDTA Response

Attachment B

On-Site Review Schedule

	Time
	Activity
	Who
	Where

	Monday, June 13, 2005

	1:00 p.m.
	· Opening Conference
	All
	110 Watervliet Ave.

	1:30 p.m.
	· Review information requested & policies & procedures with CDTA Managers
	All
	

	2:30 p.m.
	· Tour facility
	All
	

	3:00 p.m.
	· Observe call-takers; record trip request information

· Review telephone system and performance
	Chia/ Kidston

Hamwey
	

	Tuesday, June 14, 2005

	8:00 AM
	· Review budget and resources

· Observe STAR trip scheduling and dispatch

· Observe call-takers; record trip request information
	Kidston

Chia

Hamwey
	110 Watervliet Ave.

	10:00 a.m.
	· Review eligibility process and records

· Interview STAR drivers
	Chia

Kidston/ Hamwey
	

	1:00 p.m.
	· Continue review of eligibility process and records

· Review on-time performance

· Document & analyze service area, hours & fares
	Chia

Kidston

Hamwey
	

	3:00 p.m.
	· Observe STAR dispatch
· Meet with STAR scheduler

· Interview STAR drivers
	Kidston
Chia
Hamwey
	

	Wednesday, June 15, 2005

	8:00 a.m.
	· Review consumer comments
· Meet with STAR scheduler

· Continue review of budget and resources
	Hamwey

Chia
Kidston
	110 Watervliet Ave.

	9:00
	· Observe call-takers; record trip request information
	Chia
	

	11:00 a.m.
	· Meet with STAR Manager 
	All
	

	1:00 p.m.
	· Continue review of on-time performance

· Conduct trip length analysis

· Continue review of eligibility process and records
	Kidston

Hamwey

Chia
	

	Thursday, June 16, 2005

	Morning
	· Complete preliminary data analysis & remaining detail work

· Prepare materials for debriefing session
	All
	110 Watervliet Ave.

	2:00 p.m.
	· Exit Conference
	All
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Application Form for STAR Service
Attachment D
STAR Customer Guide 

Attachment E
Sample “Seasonal/Rainy Day” STAR Eligibility Letter 

Attachment F
Template for STAR Denied Eligibility Letter 

Attachment G
Template for Letter to Individuals

Who Live Outside of STAR Service Area
Attachment H
STAR Eligibility Appeal Process 

Attachment I
“On-Time Performance Report” for April 25, 2005
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