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1 Purpose of the Review

The U.S. Department of Transportation (DOT) regulations implementing the Americans with Disabilities Act of 1990 (ADA) contain two primary provisions to ensure that vehicles with accessibility features are reliable and properly maintained.  General equipment maintenance requirements, which pertain to all types of entities and services, are contained in 49 CFR §37.161:

(a) Public and private entities providing transportation services shall maintain in operative condition those features of facilities and vehicles that are required to make the vehicles and facilities readily accessible to and usable by individuals with disabilities.  These features include, but are not limited to, lifts and other means of access to vehicles, securement devices, elevators, signage and systems to facilitate communications with persons with impaired vision or hearing.

(b) Accessibility features shall be repaired promptly if they are damaged or out of order.  When an accessibility feature is out of order, the entity shall take reasonable steps to accommodate individuals with disabilities who would otherwise use the feature.

(c) This section does not prohibit isolated or temporary interruptions in service or access due to maintenance or repairs.

In addition to the general maintenance provisions described above that apply to all transportation providers, 49 CFR §37.163 requires public entities to keep vehicle lifts
 (and ramps) in operative condition as follows:
(a) This section applies only to public entities with respect to lifts in non-rail vehicles.

(b) The entity shall establish a system of regular and frequent maintenance checks of lifts sufficient to determine if they are operative.

(c) The entity shall ensure that vehicle operators report to the entity, by the most immediate means available, any failure of a lift to operate in service.

(d) Except as provided in paragraph (e) of this section, when a lift is discovered to be inoperative, the entity shall take the vehicle out of service before the beginning of the vehicle's next service day and ensure that the lift is repaired before the vehicle returns to service.

(e) If there is no spare vehicle available to take the place of a vehicle with an inoperable lift, such that taking the vehicle out of service will reduce the transportation service the entity is able to provide, the public entity may keep the vehicle in service with an inoperable lift for no more than five days (if the entity serves an area of 50,000 or less population) or three days (if the entity serves an area of over 50,000 population) from the day on which the lift is discovered to be inoperative.

(f) In any case in which a vehicle is operating on a fixed route with an inoperative lift, and the headway to the next accessible vehicle on the route exceeds 30 minutes, the entity shall promptly provide alternative transportation to individuals with disabilities who are unable to use the vehicle because its lift does not work.

The DOT ADA regulations also contain several requirements related to the operation of accessibility features.  Part 38 of the regulations requires that accessible vehicles be equipped with mobility aid securement systems and passenger restraint systems.  Technical and functional specifications for these securement and restraint systems are included in Part 38.  The regulations require that transit systems use the securement system to secure wheelchairs.
,
  Section 37.165 requires that agency personnel assist individuals with disabilities with the use of lifts, ramps, and securement systems (and that they leave their seat if necessary to provide this assistance).  Section 37.173 then requires that transit agencies ensure that “personnel are trained to proficiency, as appropriate to their duties, so that they operate vehicles and equipment safely and properly assist and treat individuals with disabilities who use the service in a respectful and courteous way, with appropriate attention to the differences among individuals with disabilities.”

The Federal Transit Administration (FTA) is responsible for ensuring compliance with the ADA and the DOT implementing regulations (49 CFR Parts 27, 37, and 38).  As part of its compliance efforts, FTA, through its Office of Civil Rights, conducts periodic reviews of fixed route transit services operated by grantees.

This report includes the results of the review of lift reliability, maintenance, and operation at Electric City Transit (ECT), operating in Anderson, SC.  The on-site review was conducted from July 10 to 12, 2008.  This report summarizes the observations and findings of the on-site review of ECT’s fixed route bus service.  Section 2 includes a description of key features of the fixed route bus service.  Section 3 describes the approach and methodology used to carry out the review.  Section 4 presents observations and findings related to the ADA requirements.  Section 5 presents findings of the review and recommendations of the review team for addressing issues identified.  Attachment A provides ECT’s response to the review findings.
2 Background

Electric City Transit is a department of the City of Anderson, SC.  Anderson is the county seat of Anderson County, which is located in the upstate area southeast of Greenville.  The city’s population was 26,000 in 2007; the county’s population was approximately 175,000.
ECT operates three fixed route services as shown in Figure 2-1; some minor route modifications have been made since the map was produced.  A fourth route, planned for fall 2008, would extend across the city limit to the south and serve the Homeland Park area.  ECT interfaces with the Clemson Area Transit System (CATS) at the northern end of ECT’s Red Route.
Figure 2‑1
ECT Bus Routes
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ECT’s services originate at a transfer point in front of the former McCants School on Fant Street, two blocks east of downtown Anderson.  ECT service provides door-to-door service within 3/4-mile of the fixed routes to pick up or drop off elders and disabled persons whose qualifications have been established by the transit system.  This service is provided either by a separate vehicle (Ford Explorer) or by a route deviation in cases where a wheelchair passenger is to be boarded.  However, the ECT system meets the definition of fixed route service, and the door-to-door service is not assessed in this report.

ECT is headed by a transit director who reports to the head of the Housing and Community Services Division, who reports in turn to the city manager and to the City Council and mayor.  Appropriations for transit operations are part of the city budget.

Because of its small size, ECT operates with close face-to-face contact between the transit director, fleet services manager, training supervisor and other employees, rather than a large body of codified policies and procedures as would be more typical of a large transit system.  As discussed in this report, this approach to management appears to work well at ECT.

ECT was founded in the late 1980s when the city assumed ownership and control of the bus system that had been operated by the Duke Power Company.  As shown in Figure 2-2, ridership has grown substantially, from 43,000 riders in 2000 to 140,000 in the fiscal year ending June 30, 2007.

Figure 2‑2
ECT Ridership Growth by Fiscal Year Since 2000
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Source: City of Anderson, SC
3 Overview of the Review

The review focused on ECT’s compliance with the DOT’s ADA regulatory requirements related to the operation and maintenance of lifts as required for accessible fixed route bus service.  The specific regulatory requirements that were the focus of the review are described in the first section of this report.
FTA provided ECT with written notification of the review on September 17, 2007.  A second letter from FTA requested that ECT submit certain key service information prior to the assessment team’s on-site visit.  A copy of the notification letter is provided in Attachment B.  The information requested was as follows:
· A current fixed route system map

· A complete set of schedules for each fixed route

· Identification of which routes are operated directly and which, if any, are operated by private contractor

· Fixed route bus fleet inventory and division/garage information

· A description of ramp/lift maintenance procedures and the party providing the maintenance

· A copy of the current fixed route drivers’ manual

· Copies of notices, bulletins, and memoranda detailing ramp/lift operations and maintenance policies and procedures

· Documentation of ramp/lift operations and lift operations monitoring procedures

· A list of all complaints received by ECT regarding ramp/lift operations during the past year

The letter also requested that an opening conference be scheduled on Tuesday, July 8, 2008, and an exit conference on Thursday, July 10.

Planners Collaborative, Inc. of Boston, Massachusetts, conducted the review on behalf of FTA.  Jim Purdy AICP served as the team leader.  David Chia of Planners Collaborative assisted with the review.  A schedule of the team’s on-site review is provided in Attachment C.

Prior to the on-site visit, the assessment team reviewed the package of the requested data.  Planners Collaborative also contacted several advocacy organizations but was unable to locate any customers who board ECT’s fixed route buses in wheelchairs.
The following individuals participated in the opening conference held at 11 a.m. on Tuesday, July 8 (Transit director Keith Scott was unable to attend but met with the reviewers on the following day.)
Willie J. Day, Jr.
Director, Anderson Neighborhood and Transit Services Division
Kerry W. Stalnaker
Superintendent, Anderson Fleet Services
David Knight
FTA Office of Civil Rights (by phone)
Jim Purdy
Planners Collaborative

David Chia
Planners Collaborative

Mr. David Knight of FTA’s Office of Civil Rights thanked the City of Anderson for its cooperation with the review.  He described the purpose of the review as identifying whether people with disabilities were receiving the accessible fixed route services to which they are entitled in accordance with DOT ADA regulations.  He also noted that the objective of the review is to assist ECT in meeting the ADA requirements, and that the review team was available for that purpose.  Mr. Knight outlined the process that the team would follow for the review, noting that the team would present preliminary findings at the exit conference on Thursday, July 10.  He explained that the review team and FTA would then prepare a draft report, which would be transmitted to ECT for their review.  Any errors or omissions identified by ECT would be corrected, and the ECT response letter would be included in the Final Report.  The corrected Final Report with ECT’s initial comments would become a public document in accordance with the freedom of Information Act.  Following issuance of the report, ECT would be required to provide quarterly reports on progress in advancing corrective actions for those findings that identify a potential for improvements in delivering the ADA required service in compliance with DOT regulations.  Progress reporting will continue on a quarterly basis until FTA is satisfied that all findings have been adequately addressed and releases ECT from further reporting.

Mr. Purdy distributed a schedule of the planned review activities that had been transmitted to ECT the previous week.  He reviewed the planned on-site activities and meetings, which would focus on the working condition, maintenance, and use of the bus ramps and lifts and wheelchair securement systems.  He explained that observations would be made during morning pull-outs.  Interviews and examination of data would address driver training, maintenance, service monitoring, driver discipline, and handling of customer complaints.  In addition to ECT and City of Anderson managers, approximately five bus drivers would be interviewed.  Inspections of bus ADA-related equipment would also be conducted.

Following the opening conference, the review team met with senior ECT managers to discuss the history of ECT, policies and procedures, fleet resources, and expansion plans.    
On Wednesday, July 9, the review team observed bus pull-outs at ECT and interviewed bus drivers.  Individual review team members then met separately with the ECT transit manager and the Anderson superintendent of fleet services, as well as with the senior driver who is also the person responsible for training new bus drivers. Bus maintenance records were reviewed to ascertain the length of time required for lift or ramp repairs and the program for scheduled maintenance of the equipment. 
On Thursday, July 10, the review team reported preliminary findings at the exit conference.  The following people attended the conference:

Keith R. Scott
Transit Director

Kerry W. Stalnaker
Superintendent, Anderson Fleet Services

David Knight
FTA Office of Civil Rights (by phone)

Jim Purdy
Planners Collaborative

David Chia
Planners Collaborative

Mr. Knight thanked the City of Anderson for their cooperation throughout the site visits and for providing space for the review team to analyze data.  He reviewed the purpose of the review and the schedule for preparation of this report.

Mr. Purdy outlined the material to be covered in the closing conference, and the team presented their preliminary findings.  It was noted that although some deficiencies existed, the review indicated that there had been improvement in recent months, and that the attitudes of the staff interviewed were very positive and that the capability clearly existed to correct the observed deficiencies.  The conference ended with another round of thanks to the City of Anderson staff for their cooperation.
4 Observations of Lift and Ramp Reliability and Maintenance

To assess ECT’s current performance with respect to accessible fixed route reliability, maintenance, and operation, the review team performed the following activities:

· Attempted to obtain customer input by telephone interviews with individuals who use wheelchairs who are regular riders of the ECT bus system.  (No referrals to such customers were obtained from local organizations serving people with disabilities.)
· Reviewed policies and procedures regarding lift operations, service monitoring, and equipment inspection

· Observed bus operations

· Interviewed bus drivers to gauge their understanding of lifts, ramps, and wheelchair securement use policies and procedures 

· Observed vehicle pull-out and inspection

· Reviewed maintenance procedures and performance

· Reviewed recent bus procurements and current fleet accessibility

· Reviewed availability of resources for lift/ramp operation

4.1 Customer Input
Customer Interviews
Planners Collaborative contacted the Disability Action Center office (DAC) in Greenville SC, which serves the Anderson area.  DAC was unable to identify any wheelchair users of the ECT fixed route buses.  DAC referred a team member to the Anderson Service Association, which is primarily a service organization for persons with cognitive disabilities; they referred the reviewer to the Anderson Senior Solutions organization.  Anderson Senior Solutions was also unable to identify any wheelchair customers of the fixed route service.  Consequently, the review team was not able to locate any ECT riders who make use of the lifts or ramps prior to the site visit.
Customer Comments and Complaints

The review team discussed the complaint system with the transit director.  ECT receives a total of two to three complaints per month.  There is no complaints log.  Complaints go directly to the transit director.  He stated that since 2000, there were no complaints related to ADA that he could recall.  Complaints are not logged, so it was not possible to verify this.  The transit director stated that he responds personally to all complaints with a phone call to the customer and takes action to address the problem with the bus driver or maintenance superintendent as appropriate.  He follows up this action with a second call to the customer to report on the disposition of their complaint.  The handing of complaints appears to be typical of the personal communication that appears to characterize the operation of ECT and is made possible by the small size of the system.
4.2 ECT Policies and Procedures

Bus Operations

ECT operates three bus routes, called “Red,” “Green,” and “Blue,” which radiate from a central bus transfer point located two blocks east of downtown Anderson; schedules are coordinated to facilitate transfers.  Each route is served by a single bus.  Each bus driver generally drives the same route, using the same bus, every day.  Shift changes are accomplished by using ECT’s Ford Explorer to bring the driver of the next shift to the transfer point.
There is no policies and procedures document.  Instead, ECT uses personal contact by the transit director and head driver to communicate ECT’s policies and practices.  This includes meetings with the drivers at least every two months; multiple sessions are held so all personnel can attend.

The small size of the system and the assignment of drivers to the same route and bus each day have two principal advantages: the drivers develop familiarity with regular passengers, and the drivers are very familiar with the equipment on the specific bus to which they are assigned.  The exceptions to this generalization occur when the bus assignment is varied to permit periodic maintenance or repairs.  The disadvantage of the assignment system is that drivers may be less likely to confirm that equipment that worked on the previous day is still in good working order.

Because of the small size of the work force, the transit director personally knows each driver and each bus quite well.  The transit director is also certified to drive the buses and does so if necessary to maintain service during an unforeseen driver absence or equipment problem.
Bus drivers communicate regularly with the dispatcher and generally report when they are boarding a passenger who uses a wheelchair to keep the dispatcher informed of their time to the next time point on their route.  When a passenger who uses a wheelchair plans to transfer to another route, drivers also alert the driver of next route that the passenger will be at the transfer point.

In the event of a lift or ramp malfunction, a mechanic and/or the transit director comes to the bus stop and either fixes the problem or transfers all passengers to a replacement bus.  Passengers using a wheelchair are not left to wait for the next bus.

An unusual feature of the ECT fixed route system is that disabled or elderly passengers may apply for eligibility certification which entitles them to a pickup within 3/4-mile of the fixed routes, and the fixed route buses may make route deviations to make the pickup.  (The review team did not attempt to evaluate whether this system meets the requirements for complementary paratransit service as defined in 49 CFR 37 Subpart F.)  In many cases, passengers who do not use wheelchairs are simply picked up with the ECT Ford Explorer and brought to a fixed route stop, but for passengers who use a wheelchair, the ramp/lift-equipped bus deviates to pick up the passenger.  From July 2007 through June 2008, 14,644 pickups were provided to passengers classified as “disabled,” a category which includes eligible elderly riders. Of these pickups, ECT estimates that only three percent of these rides involved passengers who use wheelchairs.  The dispatcher, who handles appointments for these pickups, stated that there are only four regular riders who use wheelchairs.

Service Monitoring and Enforcement Procedures

The transit director stated that he responds personally and promptly by telephone to all customer complaints, generally resolving the complaint on the day the complaint is received or within a few days afterwards.  ECT does not maintain a file of complaints.  The transit director reported that no complaints regarding service to persons with disabilities or reduced mobility had been received during his tenure in the position, which began in 2000.

Supervision is provided directly by the transit director, who also does the hiring of drivers and dispatchers.  There is no formal monitoring program or written monitoring reports regarding lift/ramp operations or maintenance.  Rather, the transit director is personally familiar with each member of his staff and handles monitoring and supervision personally through face-to-face contact.  Information about the quality of the service is obtained through on-the-road observations from another vehicle and from responding to customer complaints (none of which concerned boarding passengers with disabilities).

There is little turnover among the small staff.  The senior driver has been with ECT since its inception in 1989 and the other two morning drivers both have seven years of tenure with ECT.  The two dispatchers (one is also a driver) have worked for ECT for more than 10 years.  The total operations staff comprises eight drivers (including the head driver/trainer), a driver/dispatcher, and a dispatcher who no longer drives a bus.
Staff meetings are held every one to two months in three to four sessions to match the work shifts.  These meetings are used to discuss issues and complaints which may have arisen, as well as driver suggestions for improvements.

When a customer complaint of any kind is received, the transit director brings it to the attention of the bus driver or other employee whom the complaint concerns.  He may also discuss the complaint with the senior bus driver, who is also the trainer for the other drivers, and provide remedial instruction as appropriate.

ECT is a city agency and uses the citywide system for employee discipline to address poor performance or other infractions of the stated expectations for customer service.  This progressive discipline system is a typical one that involves verbal intervention for the first incident, followed by written warning, disciplinary suspension, and termination for subsequent incidents.
Driver Training

Driver training is provided by the senior bus driver, who has approximately 30 years of experience as a bus driver.  He works individually with each newly hired driver.  A primary element of ECT’s culture is a strong orientation to customer service.  The transit director stated that all drivers need to have compassion for their customers or should not be driving for ECT.

ECT does not provide trainees with a long period of classroom training.  Rather, a trainee reviews the operating manual for the Opus bus.  Then the trainee spends a period of two weeks or more riding with the head driver/trainer on his bus route, first observing and then assisting with operations, including in-service wheelchair boarding and securement.  Initial training covers the four low-floor Opus buses but not the trolley replica, which is high-floor lift-equipped and used only a few times a month.  This bus is primarily used for charter services and only rarely as a spare; ECT reported that it is used approximately three times per month.  The trolley is not assigned to new drivers.
The senior driver/trainer has the trainee ride with him on his regular bus route, first observing and listening to his description of subjects ranging from vehicle operation, bus route, schedule, and boarding persons with disabilities.  The trainee later makes the transition to driving while being observed by the senior driver/trainer. During a two-week period, the trainee would typically experience more than a dozen wheelchair boardings and alightings.  The senior driver/ trainer stated that he regularly reports to the transit director on the progress of the trainee and offers his recommendation as to when the trainee is ready to operate independently.
Annual refresher training is provided on pre-trip procedures and driving practices.  Training is not provided for the lift-equipped Chance Trolley unless it happens to be in use as a spare during a trainee’s training period.
The transit director expressed confidence in the capability of the senior driver to provide training and evaluate trainees.  Given the stability of the staff and the absence of complaints, the transit director does not feel that there is a need for ADA training beyond what is provided.
Maintenance and Inventory Control

ECT is part of the City of Anderson and the bus fleet is maintained by the city Fleet Services Department, which is located in the same complex as the transit headquarters and bus parking.  The Fleet Services Department maintains approximately 400 city vehicles, including automobiles, police cars, fire trucks, construction equipment, and buses.  Co-location at a single site makes coordination with the maintenance department relatively easy.
“Trouble Report” cards are provided to bus drivers at the transit office to report mechanical problems, although such problems are also reported orally to the transit director.  The Trouble Report includes a section for the bus driver’s statement of the equipment defect, the assigned mechanic’s statement of the defects found, and the work done to correct the defect.
Routinely used spare parts are stocked at the maintenance facility, and parts inventory control is maintained by the parts administrator using a computer database, which also provides a record of each scheduled or unscheduled maintenance procedure.  The fleet services department prints a report for each bus service that it performs, recording the start and finish date, the vehicle mileage indicated on the hub and or odometer, the nature of the problem, and the labor hours expended.  These paper reports are stored in chronological order for each bus.  For repairs that require more specialized service, such as engine replacements or transmission rebuilds, the City sends the bus off-site to a vendor facility, and this service is recorded in the database system in the same manner as on-site service.  As a backup to the computer database, fleet services maintains a log book that gives the service dates and mileage for each vehicle.  The review team examined these records and found them complete and in good order.
One of the six mechanics employed by the Fleet Services Department specializes in bus maintenance, including maintenance and repair of lifts and ramps.  Other mechanics also do occasional work on ECT buses.

Periodic Maintenance

The Fleet Services Department’s policy is to provide a full scheduled maintenance inspection and servicing of each bus at intervals of approximately 5,000 to 6,000 miles, which is equivalent to intervals of two to two-and-a-half months.  Mechanics use a standard checklist, which includes a subsection on bus ramp or lift equipment.  However, the checklist does not include inspection of the securements and passenger restraints.  Many transit systems explicitly include inspection of securements in their checklist for periodic maintenance.  The transit director stated that although the current buses are in almost constant use, the regular maintenance program has been successful in minimizing unscheduled maintenance.  This is in contrast to ECT’s practice before 2000, when buses were not made available for preventative maintenance on a regular schedule.
Road Calls

When a mechanical problem occurs while a bus is in service, the driver is required to report the problem to the dispatcher by radio.  The fleet services department sends a mechanic to the bus if an immediate repair is required, and a replacement bus is also sent to the scene of the problem if the problem requires the bus to be taken out of service.  The transit director stated that in-route replacement is the standard procedure when a ramp or lift becomes inoperable.  This procedure satisfies the regulation at 49 CFR 37.163 (f):

In any case in which a vehicle is operating on a fixed route with an inoperative lift, and the headway to the next accessible vehicle exceeds 30 minutes, the entity shall promptly provide alternative transportation to individuals with disabilities who are unable to use the vehicle because its lift does not work.

Budget and Financial Resources

Facilities

ECT is a fixed route bus service operated by the City of Anderson as part of the Neighborhood and Transit Services Division.  It is housed at the City’s Fleet Services facility.  The facilities used by ECT are minimal.  A small concrete block building that houses the dispatcher, driver room, toilet facilities, and transit director’s office is located at the city vehicle parking facility opposite the maintenance department.  This facility appears to be adequate to serve the system even with the planned additional route.  The buses are parked outside.
Maintenance and Other Staff

The fleet services department has ten employees including the fleet services manager, six full-time and one part-time mechanic, and a parts department administrator.  One of the mechanics is qualified to maintain the buses and is reported to spend approximately 90 percent of his time on the bus fleet; the balance of his time is spent on other vehicles.  Other mechanics are sometimes assigned to help with bus maintenance when needed.

Staff Resources

In addition to the transit director, the ECT staff includes nine drivers (a mix of full- and part-time) and one primary dispatcher.  Other dispatchers are also drivers.  The senior driver is also the trainer and safety director.

Transit services is a separate city department from fleet services.  The transit director and fleet services superintendent cooperate well to ensure that buses and trolley receive maintenance.  As mentioned earlier, one mechanic is virtually dedicated to transit vehicles.  Other mechanics are available as needed to help.

Budgeting

Ridership has increased from 43,000 in FY2000 to nearly 300,000 in FY2008, a factor of seven.
Transit services is currently receiving sufficient funding to operate service and maintain vehicles as needed.  However, Anderson must remain vigilant that funding in future fiscal years is adequate to keep up with growth, particularly after a fourth bus route is added.
ECT’s budget is part of the overall city budget, which is maintained in detail on a monthly basis.  Depreciation on the bus fleet is assigned to the transit account, but bus maintenance expenses are assigned to the citywide fleet maintenance account.  Without depreciation and maintenance, the ECT operating budget in FY 2008 was approximately $600,000.  An unusual source of revenue is the income from an endowment that was provided by the Duke Power Company when ECT was taken over by the City of Anderson.  From an initial value of $2.5 million in 1989, the endowment has grown to $3 million.  City funds account for most of the balance of operating expenses.
Vehicles

Attachment D is a listing of the buses used by the system.  The vehicle fleet consists of four buses (three 29-foot and one 35-foot), one 29-foot replica trolley, and one Explorer SUV.  Each weekday, each of its three routes uses one bus.  One bus is available as a spare.  The trolley is also available as a spare and is available for charter service.  The Explorer is primarily used to bring drivers to and from the transfer point, but also used for revenue service in special situations.  Also, the Explorer is occasionally used to transport ambulatory passengers when one of the buses makes a deviation from its route to pick up a passenger who uses a wheelchair or when an ambulatory elderly passenger requests a pickup.  The roster is summarized in Table 4-1.
Table 4-1
ECT Bus Fleet

	Year
	Manufacturer
	Fuel
	Length (feet)
	Lift/Ramp
	Number of vehicles

	2001
	Chance Trolley HF
	diesel
	29
	Lift (front door)
	1

	2001
	Opus LF
	diesel
	35
	Ramp
	1

	2002
	Opus LF
	diesel
	29
	Ramp
	2

	2004
	Opus LF
	diesel
	29
	Ramp
	1

	Total
	5


This vehicle fleet is tight but sufficient for the current three routes, as long as proper maintenance continues.
The fourth bus route mentioned earlier in this report was planned to begin operation in fall 2008.  ECT is working to acquire an additional bus to serve the additional route while maintaining the existing number of spares.  ECT was seeking to acquire an Opus bus to avoid needing to stock an additional set of space parts and training mechanics in a different bus type.  ECT would consider a hybrid vehicle if one is available.  Buying a used bus from another system or piggybacking on another system’s procurement were also possibilities.

Since the oldest vehicles are model year 2001, ECT does not plan to purchase any vehicles for replacement until 2013 (FTA’s 12-year useful life).  As discussed above, an additional vehicle purchase is planned to serve the planned route expansion.
4.3 Review Team Observations

Bus Ride-Alongs

The reviewers were unable to identify ECT wheelchair customers prior to the site visit.  As a result, they were not able to make ride-along observations.
Bus Driver Interviews

The review team interviewed four bus drivers on Wednesday, July 9, 2008.  The interviewees did not include the head driver who provides training.  The purpose of the interviews was to gain a sense of the drivers’ understanding of their responsibilities regarding the use of lifts and ramps and passenger securements.  These interviews also provided the drivers’ perspectives on the support they received in providing service to customers with disabilities, including training and the performance of equipment needed to serve customers who have disabilities.  Attachment E presents the interview form used by the team members.
Two of the drivers were full-time employees; the other two worked part time.  Their length of experience as bus drivers ranged from one year (with three years of prior school bus experience) to seven years.  All drivers normally drive ramp-equipped buses, but the three with longest tenure with ECT said they occasionally drive the lift-equipped Chance Trolley.

The frequency of wheelchair boardings reported by the drivers ranged from “hardly ever, maybe one per month” (on the Green Route), one or two boardings per week, two to four boardings per week, to two per day (on the Red Route).
Three of the four drivers said the training they had received was adequate without qualification; the most recently hired driver was particularly satisfied with the training.  One driver said that refresher training was needed, particularly on the lift-equipped trolley.  They said that training topics included driver attitude and communicating with passengers, as well as wheelchair boarding and securement techniques.  None had received intensive training in sensitivity to people with disabilities.  Two of the drivers said they had participated in hands-on practice in boarding and securing wheelchairs.

The drivers said that there had not been refresher training in ADA-related topics; three of them said they would like to receive it.  One stated that additional topics such as CPR, first aid, and use of fire extinguisher would also be useful training topics.
Two drivers stated that the head driver cycles the bus ramps every day before they arrive.  One driver said he cycles the ramp and kneeler himself every day, and one said she cycles the ramp before doing a route deviation to pick up a passenger who uses a wheelchair.
Team members asked drivers what they would do if a lift or ramp failed to operate in service.  Very few such problems appear to have occurred.  One driver said this had never happened over one year of driving.  One said he had experienced a few instances of ramp problems over the past several years and that a spare bus is almost always available and would be pulled out to replace the one with an inoperative lift.  Two said they could manually deploy the ramp if it was not working properly.  All drivers knew that they should call the dispatcher if there is a problem with a lift or ramp.  Two said they would submit a defect report.  One driver said a broken ramp or lift would normally be repaired the same day; the others were not sure.
Two drivers said they never have been sent out with a broken ramp or lift.  Two said they have deployed the ramp manually and reported the problem at the end of their shift.  Two reported that the lift on the Chance Trolley had been repaired on their route after requesting a road call. Three of the drivers said they had never had the experience of approaching a passenger at a bus stop when they knew their ramp or lift was not functional; one said the dispatcher will send a replacement bus when such a problem is reported.
All drivers appeared to be familiar with boarding and securement procedures.  All said they would normally position the bus close to the curb so the lift or ramp could be deployed to the sidewalk and properly boarded by the customer; the drivers were aware that the ramp slope is less steep when deployed to the curb.  In instances where a curbed sidewalk is not available at the stop, one said he would kneel the bus and deploy the ramp to the street.  One driver mentioned that the lift on the trolley can also be deployed to the street.
All drivers appeared to understand when and how to assist during a wheelchair boarding.  When asked what assistance they offer when boarding a wheelchair passenger, one driver said she would help pull a manual wheelchair up the ramp; two drivers noted that they would help the passenger line up or steer their wheelchair; and one driver said he stands behind the wheelchair on the ramp for safety.  Only one of the four drivers had boarded a three-wheel scooter; he said he has learned where to secure each type of mobility aid.

All four drivers indicated that they ask any passengers in the securement area or priority seating to move when needed.  None had ever had a problem getting the other passengers to cooperate.
When asked for any additional thoughts or comments, one driver stated that he wished securements were easier and faster to use.
Pull-out and Condition of Accessibility Equipment

On Wednesday July 9, 2008, the review team observed the morning pull-out of three vehicles at ECT’s bus facility.  The purpose of the observations was to assess the working condition of lifts/ramps and other accessibility equipment, to observe procedures used by bus drivers for cycling and inspecting equipment, and to determine whether bus drivers were familiar with the operation of accessible equipment.

All three vehicles observed by the review team members were low-floor buses with ramps and kneelers.  During the morning pull-out, team members looked for the following driver practices and vehicle features:

· Operation of lift/ramp

· Working exterior destination signs

· Working securements (the equipment to secure the wheelchair in place) for passengers who use wheelchairs

· Working restraints (lap and shoulder belts to secure the passenger) for passengers who use wheelchairs

· Clean securements and restraints

· Driver familiarity with the equipment

· “Stop request” button functional adjacent to wheelchair securement area

· Proper signage adjacent to priority seating

· PA system functional

The review team members used a standard form to record results of the observations and inspections.  A copy of the “Record of Lift Cycling/Working Condition of Lifts and Access Features” is included in Attachment F.

The lead driver arrived first.  He inspected the exterior of all buses and turned on the power for all buses.  He and the other two drivers that morning checked the interior of their respective buses.  However, checking the operation of the ramp and kneelers is not a standard daily procedure.  Neither is checking the wheelchair securements, passenger restraints (belts), or most of the other accessibility features.

Team members observed the following deficiencies:

Vehicle #1115

1. Driver did not check kneeler.

2. Driver did not check securements or restraints.
3. Front and side destination signs were not working—apparently not for several weeks.

4. No sign requesting passengers to vacate securement area upon request.

Vehicle #1116

1. No sign requesting passengers to vacate securement area upon request.

Vehicle #1117

1. No “stop request” pad next to left (driver side) securement area.

2. No sign requesting passengers to vacate securement area upon request.

Other Findings:

1. ECT’s written checklist for pre-trip inspections does not include lifts, securements, and restraints.

2. There is no formal schedule for checking accessibility features.

3. While the City’s Fleet Services Department has a form for drivers to note vehicle problems, none of the drivers had these forms; rather, they are kept in the office and are not always filled out when a problem exists.

Maintenance Program
The preventative maintenance program is described in this section of this report (“Maintenance and Inventory Control”).  The review team examined the maintenance records for all buses from 2006 to the date of the site visit, identifying the date and mileage of all preventative maintenance.  These observations confirm that the preventative maintenance is occurring at approximately the stated intervals of 5,000 miles.  As noted above, the preventative maintenance checklist includes five items specific to ramps and lifts, including: removal of any debris; checking for loose or missing fasteners; inspection of bushings and thrust washers; lubrication; and checking for proper operation.  However, the checklist does not include inspection of the securements and passenger restraints.  Cards are also provided for use by drivers in reporting defects and problems, including problems with the ramp/lift or other features such as securement devices, signage, and communications systems that make buses accessible to persons with disabilities.  The maintenance program and procedures appears to comply with 49 CFR 37.163.
Use of Buses with Inoperable Lifts

US DOT regulations (49 CFR 37.163(d) and (e)) require that buses are to be taken out of service at the beginning of the next service day after a lift (or ramp) is found to be inoperable unless there is no spare bus, and specifically prohibit keeping a bus with an inoperable lift in service for more than five days for any reason.
The review team inspected maintenance records, bus pull-out sheets, and dispatcher logs to determine if ECT was complying with the regulations.  Team members reviewed all maintenance records from 2006 to the date of the site visit.  These records were well organized and the individual work order records appeared to be complete, providing start and end dates, vehicle mileage, labor procedures performed, and parts used.  In most cases the original problem reporting form was attached to the work order.
From the beginning of 2006, only two work orders addressed ADA-related equipment:

· One work order involved replacement of the metal strips that secure the slip-resistant surface of the ramp
· One work order involved fixing an inoperative stop request bell
In summary, repairs of all kinds appeared to be made promptly and there was no evidence of any bus having been kept in service with an inoperable lift or ramp.

Vehicle Inspections
As part of its review, the review team looked at two ECT vehicles that provide a representative sample of the bus models in ECT’s active bus fleet.  The purpose of the inspections is to determine if they met the “ADA Accessibility Specifications for Transportation Vehicles”: Subpart B of 49 CFR Part 38.  Vehicles used by public entities covered by the ADA and purchased or leased since 49 CFR 38 took effect in 1991 must meet the specifications.  Attachment G is the “Vehicle Inspection Checklist” used by the review team.
2002 Chance Opus Bus (#1114)

The vehicle is a 29-foot, ramp-equipped low-floor bus.  The following specifications do not comply.

1. A sign is required that indicates that the securement area is to be used by persons who use wheelchairs and mobility aids (49 CFR 38.23).  The sign was absent on this bus.
2. At least one set of forward-facing seats must be designated as priority seats for persons with disabilities (49 CFR 38.27).  A sign was present but was located over aisle-facing seats, not the first forward facing seat.
3. For vehicles longer than 22 feet, an overhead handrail or handrails shall be provided that are continuous from front to back except for a gap at the rear doorway (49 CFR 38.29(c))  The overhead handrail did not extend beyond the securement area to the back of the bus.
4. Lighting of at least 1 foot-candle shall be provided outside all doorways to illuminate the street surface for an area up to 3 feet perpendicular to the bottom step tread outer edge (49 CFR 38.31(c)) An exterior light was not present and the step-well lighting on the bus was not designed to provide the required illumination of the street surface.
2001 Chance Trolley (#1113)

The vehicle is a 29-foot, lift-equipped high-floor bus.  Following specifications do not comply.

1. For vehicles 22 feet or longer the clearance from the raised lift platform to the top of the door must be at least 68 inches (49 CFR 38.25(c)).  The overhead clearance from the lift platform was 63 inches.
The review team also noted that the location and clear space of the wheelchair locations comply with 49 CFR Part 38; however, if the rear wheelchair position was in use, the usable aisle would be very narrow for other passengers to walk to/from other benches.

5 Findings and Recommendations

5.1 Findings

Electric City Transit has policies and procedures in practice that address the applicable DOT ADA regulations, but these policies and procedures are not codified in written form.  This informal system appears to work because of the small size of the system and the tradition of face-to-face supervision and problem solving. Formal written policies and procedures may, however, become necessary as the system grows.  The findings relative to policies and procedures rely on the information obtained by the review team in interviews with the transit director, fleet maintenance supervisor, and trainer.
Operation of Buses with Inoperable Lifts for More than Five Days

1. ECT’s maintenance records since the beginning of 2006 show no instance of a bus ramp or lift repair taking more than one day.  Therefore, it appears that there has been no instance of a bus operating for more than one day when an inoperable lift or ramp has been reported.

Operation of Buses with Inoperable Lifts

1. ECT’s policy is to utilize a spare bus when an inoperable lift or ramp is discovered prior to placing the bus in service.  Driver interviews confirmed that buses rarely if ever leave the bus facility with a ramp or lift known to be inoperable.
2. Pre-trip inspections do not always include cycling the lift or ramp, so it is possible that buses sometimes go into fixed route service with an inoperable lift or ramp.  It appears that cycling occurs regularly if not on a daily basis.
Pull-out Inspections

1. Pre-trip inspections observed by the review team did not include testing the functionality of securements and passenger restraints.

2. In one of the three observed pull-outs, the driver did not check the kneeling feature of the bus.

3. The written checklist for pre-trip inspections does not include lifts, securements, and restraints.

4. There is no formal schedule for checking accessibility features.

5. While the City’s Fleet Services Department has a form for drivers to note vehicle problems, none of the drivers had these forms; rather, they are kept in the office and are not always filled out when a problem exists.

6. Informal oral reporting of defects by drivers appears to be occurring, but one of the buses observed pulling out did not have functional exterior route displays.  The driver indicated that the displays had not been functioning for several days or weeks, indicating a failure to report defects or failure to repair a known defect.
Bus Operations
1. Training of bus drivers includes an emphasis on customer service, including customers with disabilities.  All drivers appeared to be familiar with boarding and securement procedures.  All drivers appeared to understand when and how to assist during a wheelchair boarding.
2. Training includes a review of ECT policies and procedures to serve customers with disabilities, but there is no specific training on sensitivity to persons with disabilities or detailed explanation of the challenges customers may face due to mobility and other disabilities.
3. ECT drivers do not receive training in using the lift of the Chance Trolley during their training period.

4. Only one ECT driver has experience in boarding and securing a passenger who uses a three-wheeled scooter.

5. ECT drivers said that there had not been refresher training in ADA-related topics; three of them said they would like to receive it.  
6. Monitoring of bus driver performance is done through a combination of observation by the ECT transit director and response to comments and complaints by customers.  The absence of complaints related to service to customers with disabilities suggests that appropriate service is being provided.  
7. ECT does not keep records—written or electronic—of complaints that it receives from customer.  Consequently, ECT does not track how it investigates and/or resolves the complaints.
Maintenance of Lifts and Other Accessibility Features

1. ECT’s policy is to have the fleet services department conduct periodic maintenance of the ECT buses at intervals of 5,000 to 6,000 miles, which is equivalent to two to two-and-a-half months.  Review of the records indicated that periodic maintenance is in fact occurring at these intervals.

2. The periodic maintenance checklist addresses lifts/ramps in some detail, but does not include inspection of securements and restraints.

Bus Specifications
Inspection of two vehicles representative of the fleet suggests that the buses used in service comply with the 49 CFR Part 38 specifications for transit buses with some exceptions:

1. The Opus does not have a sign indicating the securement area to be used by persons who use a wheelchair or other mobility aid.

2. The Opus has priority seating signage that is not located above the first forward facing seat.

3. The Opus does not have a continuous overhead handrail.

4. The Opus lacks the required outside lighting of the street surface outside the bus entrances.

5. The Chance Trolley has inadequate head clearance from the raised lift platform.
Budget and Resources
1. The ECT operating budget appears to be adequate to provide appropriate and compliant service to customers with disabilities and to maintain the accessibility features of the buses.

2. The ECT operations staff is currently adequate to provide appropriate service on the three fixed routes; more staff will be needed when a fourth route is added.

3. The vehicle maintenance staff—provided by the City’s fleet service department—is adequate to provide periodic maintenance and quickly repair malfunctioning accessibility features of the buses.

4. ECT facilities, while minimal, are currently adequate for the current level of operations and the addition of a fourth bus route.

5.2 Recommendations

The following recommendations are made by the review team to address the findings presented above.  The City of Anderson and ECT are not required to follow these specific recommendations and may choose to address the findings in other ways.

Operation of Buses with Inoperable Lifts for More than Five Days
No recommendations.
Operation of Buses with Inoperable Lifts

1. ECT should reinforce to drivers that they should cycle the lift or ramp prior to beginning their service every day.
Pull-out Inspections
1. Checking the working order of wheelchair securements and passenger restraints should be a regular part of the pre-trip inspections.
2. The pre-trip inspection should also include checking of the kneelers.

3. ECT should revise the pre-trip inspection checklist given to all drivers to include cycling the lift and kneeler and checking the securements and restraints.

4. ECT should require its drivers to fill out and submit a Trouble Report card whenever a defect of any kind is discovered in the pre-trip inspections or while on bus routes. These reports should be submitted to the fleet services department at the end of each day.
5. Pre-trip inspections should include all accessibility features beyond lifts/ramps and restraints, including proper interior and exterior signage.
Bus Operations

1. ECT should consider adding a training segment on sensitivity to people with disabilities to the training program and make this available to all drivers in refresher training.
2. ECT should provide trainees with hands-on training on the operation of the lift on the Chance Trolley.

3. ECT should provide training and hands-on practice to drivers in boarding and securing passengers who use three-wheeled scooters.
4. ECT should provide periodic refresher training in wheelchair boarding and securement.
5. ECT should document all customer complaints, whether the complaints are in writing or by phone.  It should also document how it investigates and/or resolves all complaints.
Maintenance of Lifts and Other Accessibility Features

1. The checklist used by mechanics for their preventative maintenance of ECT buses should specify checking the wheelchair securements and passenger restraints.

Bus Specifications

1. ECT should install signage over the wheelchair securement area of each bus.  Lettering should contrast with the background color and character height should be at least 5/8-inch.
2. ECT should install signage for priority seating over the first front-facing seat of each bus; additional signs may also be placed over aisle facing seats.  Lettering should contrast with the background color and character height should be at least 5/8-inch.  Suggested wording: “Priority Seating.  Please make these seats available to disabled or elderly passengers.”

3. ECT should install outside lights on its Opus buses to illuminate the street surface outside both doors for an area up to three feet perpendicular to the bottom step tread edge.  Lights should be below window level and shielded to avoid shining into the eyes of entering and exiting passengers.

4. On all buses that lack them ECT should install at least one overhead handrail, continuous except for a gap at the rear door and extending to the back of the bus.
5. ECT should review options that would provide sufficient head clearance at the front door when the lift is in the fully raised position.
Budget and Resources

No recommendations.[image: image2.emf] 
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�  The word “lift” is used in the DOT’s ADA regulations to describe the accessibility feature for boarding and alighting riders using wheelchairs and others unable to use the steps of the vehicle.  Similar requirements would apply to other boarding technologies and systems, such as ramps used on low-floor buses.


� As opposed to some other means of securement, such as straps or chains intended for cargo use.


� This should not be interpreted to mean that use of the securement system by all passengers using wheelchairs is required; §37.165(c)(3) of the DOT ADA regulations allows a transit operator to establish a policy that requires all riders to have their common wheelchairs secured while aboard a transit vehicle. Alternatively, transit operators may adopt a policy that allows common wheelchairs to ride unsecured.  When securement is required or requested, however, the securement system required by Part 38 must be used.


� The Optima Bus Company purchased Chance and its line of vehicles in 2002; Optima was in turn purchased by NABI in 2007.





