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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 adversely affect the provision of ADA complementary paratransit services.  The reviews examine policies and standards related to service capacity such as on-time performance, on-board travel time, telephone hold times (also referred to as time in queue), 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.  The examination of patterns or practices includes looking not just at service statistics, but also at basic service records and operating documents, interviewing people responsible for service delivery, 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 Kansas City Area Transportation Authority (KCATA) was conducted September 17 to 20, 2007.  Planners Collaborative, Inc., located in Boston, Massachusetts, conducted the review for the FTA Office of Civil Rights.  The review focused on compliance of KCATA’s ADA complementary paratransit service with the 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 KCATA’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 KCATA—fixed route bus and ADA complementary paratransit service—is presented.  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 included for consideration by KCATA.

KCATA was provided with a draft copy of the report for review and response.  A copy of the correspondence received from KCATA on December 16, 2008, 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 service to persons who are ADA complementary paratransit eligible.

To assess each type of capacity constraint, 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.

2.1 Pre-Review

Prior to the on-site visit, the review team examined relevant service information provided by KCATA.  This information included:

· A description of the organization of the ADA complementary paratransit service

· Public information describing the ADA complementary paratransit service

· Copies of contracts with the service broker and related contractors

· A description of KCATA’s standards for on-time performance, trip denials, travel times, and telephone service

KCATA 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, and the number of no-shows, missed trips, and trips provided by DART

· 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)

2.2 On-Site Review

An on-site review of the service was conducted from September 17 to 20, 2007.  The on-site review began with an opening conference, held at 9 a.m. on Monday, September 17, 2007.  In attendance were the following:

Etta Jackson



KCATA

Sharon Bryant



KCATA

Demus Holmes


KCATA

Fern Kohler



KCATA

Cindy Terwilliger


FTA, Region VII

Thomas Harris



FTA, Office of Civil Rights, Region VII

David Chia



Planners Collaborative

Don Kidston



Planners Collaborative

Scott Hamwey



Planners Collaborative

Also taking part in the opening conference by telephone were Jonathan Klein and David Knight of FTA’s Office of Civil Rights.

Mr. Klein thanked KCATA staff for their cooperation.  He described the purpose of the review and emphasized that it was intended to help KCATA to improve its ADA complementary paratransit service.  Mr. Klein outlined the steps in the review process:

· Preliminary findings and an opportunity to respond would be provided at a closing meeting on Thursday, September 20

· A draft report would be provided to KCATA for review and comment

· KCATA’s comments would be incorporated into a final report, which would then become a public document

David Chia, review 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 KCATA in improving service if warranted.  He described the scope of the review as including a review of policies, procedures, practices that can affect performance and 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 held at 1 p.m. on Thursday, September 20, 2007.  Attending the exit conference were:

Mark Huffer



KCATA

Etta Jackson



KCATA

Sharon Bryant



KCATA

Demus Holmes


KCATA

Cindy Terwilliger


FTA, Region VII

Thomas Harris



FTA, Office of Civil Rights, Region VII

David Chia




Planners Collaborative

Don Kidston




Planners Collaborative

Scott Hamwey



Planners Collaborative

Mr. Harris opened the exit conference by thanking the KCATA staff for their cooperation in the review.  He reviewed the timetable for transmitting a draft report to KCATA and then issuing a Final Report for this review.  The review team members then presented an overview of the assessment and initial observations and findings in each of the following areas:

· Consumer comments and complaint handling

· Eligibility determinations

· Service design parameters

· Telephone access

· Handling of trip requests and trip denials

· Trip scheduling, dispatching, and carrier operations

· On-time performance and service delivery

· Trip duration

· Resources (vehicles, manpower, and financial resources)

The review team thanked KCATA staff for their cooperation during the field review.

3 Background

KCATA is an interstate agency of Missouri and Kansas.  KCATA has a seven-county jurisdiction consisting of Cass, Clay, Jackson, and Platte counties in Missouri; and Johnson, Leavenworth, and Wyandotte counties in Kansas.

A Board of Commissioners, consisting of ten commissioners, governs KCATA: five from Missouri and five from Kansas.  The Commissioners serve four-year terms, with a two-term limit.  The KCATA administrative office and bus maintenance facility are in Kansas City, MO at 1200 East 18th Street.

KCATA is the direct operator of all of its 70 fixed bus routes including its Metro Area Express (MAX) bus rapid transit service.  KCATA serves a population of 756,557 over a service area of 396 square miles with a fixed route fleet of 286 buses (as of January 2007).  All buses have either a lift or ramp.  KCATA provides an average of 50,000 unlinked weekday passenger trips.  Eighteen routes operate seven days a week.  Of the remaining routes, service is provided on weekdays for approximately half, and on Monday through Saturday for the remaining half.  Operating hours range from about 4:30 a.m. to midnight on major routes to small rush hour windows for operating a handful of peak period trips on other routes.

The base fare for the bus is $1.25 per unlinked trip.  Express bus fares are $2.50 and $3.00.  All children between the ages of six and 11 and those children between 12 and 18, who are carrying a reduced fare card, pay a fare of $0.60 for the fixed route bus and half fare, $1.25 and $1.50, on express buses.  Children five and under ride for free.  KCATA also offers a $3 day pass and an $8 three-day pass. Monthly passes are also offered.

Approximately one-fifth of KCATA’s $40.5 million operating budget is financed with income from operations, mostly passenger revenue.  Smaller amounts are provided by stadium express operations and bus advertising.  Approximately two-thirds of the operating funds are from local governmental subsidies.  The federal government provides the remaining 12 percent of KCATA’s operating funds.

3.1 Description of ADA Complementary Paratransit Service

KCATA has operated “Share-a-Fare” service (SAF) since 1987.  SAF encompasses both ADA complementary paratransit service and non-ADA service—trips beyond the ADA service area and trips for individuals who are not certified as ADA eligible (such as senior citizens and Medicaid clients).  According to KCATA’s web site, the “service area extends 0.75 of a mile on each side of regular bus route service…Complementary paratransit service is available on those days and during those times when trips are provided on regular Metro routes.”

KCATA accepts requests for trip reservations up to 14 days in advance.  Trip requests are accepted by telephone from 7:30 a.m. to 4:45 p.m. on weekdays and from 8 a.m. to 4:30 p.m. on weekends.  The KCATA offices are closed on certain major holidays and are open until noon on other holidays.

Service is available for door-to-door, “to the exterior most door.  If you are using a wheelchair, you are required to have an accessible entrance to your home or apartment; otherwise your transportation service will be curb-to-curb. Drivers may not assist you to the curb.”

“Will Call Return” service is available for medical trips only.  The SAF vehicle may arrive up to 60 minutes after the rider’s call for return trip.

The fare for a one-way ADA trip is $2.00.  Trips to or from Independence, MO are $2.40. KCATA may also impose a surcharge for extra service: $1.15 for driver assistance beyond the exterior door and $1.00 per item beyond five grocery bags or two laundry baskets.

During the first six months of 2007, total SAF ridership was 135, 867, or from 900 to 1,000 trips per weekday.  Of the total ridership, 57.5 percent was ADA service.  Table 3.1 presents SAF ridership since 2004.

Table 3.1 – Share-a-Fare (SAF) Ridership
	Year
	All Trips
	ADA
	% ADA
	non-ADA

	2007 (6 months)
	135,867
	78,183
	57.5%
	57,684

	2006
	229,939
	147,395
	64.1%
	82,544

	2005
	236,375
	140,708
	59.5%
	95,667

	2004
	214,176
	128,444
	60.0%
	85,732


KCATA staff at the main office conduct rider certification (both ADA and non-ADA); take trip requests; assign those requests to either of two contractors; take “Where’s my ride?” calls during office hours; and respond to rider complaints.

KCATA has contracts with two local companies to perform many activities for daily paratransit operations: Kansas City Taxi (KC Taxi) and Checker Services.  KC Taxi provides service for ambulatory riders and riders who use a wheelchair.  Checker provides service for ambulatory riders only.  Both companies provide their own drivers and perform vehicle scheduling and vehicle dispatching.  They both use their own vehicles and perform vehicle maintenance.

At the time of the review team’s visit, KC taxi delivered 45 to 50 percent of all SAF trips.  It had one contract for ambulatory service and one contract for wheelchair service.  The contract for ambulatory service provided a reimbursement of $2.18 per passenger mile; the other contract provided a reimbursement of $4.46 per passenger mile.  Both contracts ran through December 2007.

At the time of the review team’s visit, Checker delivered 50 to 55 percent of all SAF trips.  It received a reimbursement of $1.99 per passenger mile.  Checker’s contract ran through December 2007.

3.2 KCATA ADA Complementary Paratransit Performance Standards

KCATA has established performance standards for measuring trip denials, late cancellations, and travel time.  The service standards are described below.

· Denials: “Vendors have committed to perform all trips as scheduled.”  While KCATA has not recently denied trips, KCATA does not specifically commit to accepting all trip requests

· On-time pickups: the on-time window is 0 to 30 minutes after the scheduled pickup time (0/+30).  There is no standard for on-time performance; however, a contractor is assessed “points” for each late trip.  Points are assessed for a variety of contract infractions (ranging from five to 30 points depending on the infraction).  A contractor receives liquidated damages for accumulating 50 or more points in a month, with a progressive scale of damages per point.

There is no standard for on-time drop-offs.

· Late cancellations: riders are allowed to cancel trips up to 1 hour before the scheduled pickup time

· Travel time: “trip is to be no more than one hour.”  A contractor is assessed ten points for each passenger trip that exceeds 60 minutes.

3.3 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.  Review team members conducted telephone interviews with SAF paratransit riders and reviewed customer complaints on file with KCATA.

Formal ADA Complaints Received by FTA

In 2005, seven individuals filed a written complaint with FTA concerning SAF service.  In the complaint, the individuals cited concerns with the following aspects of SAF:

· driver sensitivity and training

· improper securement use

· crowded vehicles

· telephone hold times

· (not) responsive trips

· untimely pickups

· long travel times

In FTA’s response in March 2007, it said that this review of KCATA was prompted, in part, by this complaint, and that the review would investigate the concerns contained in the complaint.

Consumer Interviews

Prior to the review team’s site visit, review team members conducted telephone interviews with nine users of KCATA’s SAF 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 by the consumers are summarized in the following paragraphs.
Reservations.  Although the nine telephone respondents were split on whether it took a long time to get through to a reservationist (six said sometimes, one said yes, and two said no) all suggested that they were on hold for at least 5 minutes with some frequency.  All said that they get reservations on the first call and that they are never placed on a waiting list.  Seven of nine said they got the pickup time they wanted and did not need to negotiate a time, while one said he had to recently negotiate for the first time and another said they have had 15-to-30-minute adjustments made.
On-time performance.  Although only two of the respondents identified on-time pickups a major problem, all nine suggested that at least 5 percent of their trips were late (outside the pickup window) and six of these said at least 15 percent of their trips were late.  Respondents were more positive about on-time drop-offs, with only one identifying late drop-offs as a serious issue.  Six of the nine said trips were never or rarely longer than 1 hour, with the other three saying that trips were occasionally just longer than 1 hour.
Eligibility.  None of the nine respondents reported any problems with the eligibility process, although most of the respondents had used the system for several years.

Drivers.  Six of the nine respondents said that the drivers generally know their way around the city, while three said that some, particularly new drivers, need help from either the passenger or dispatch to find an address.  Respondents were about evenly split on the courteousness of drivers and three made comments about the poor conditions of the vehicles.
Rider Comments on File at KCATA

KCATA receives consumer comments about SAF service primarily through an unmanned hotline.  It is rare that complaints are received by letter or e-mail.  The phone system has a dedicated line for SAF complaints.  A KCATA staff person listens to the hotline complaints each day.  If more information is needed from the consumer or if the complaint is considered an invalid one, the staff people returns the call to request the additional information or explain why the complaint is invalid.  All complaints (valid and invalid) are logged by hand onto paper complaints forms.

Hotline complaints are considered valid if they match up with one of SAF’s performance standards for the vendor contract (see Table 3.2).  These complaints are forwarded to an administrative assistant who generates letters acknowledging their receipt on a roughly weekly basis.  Valid complaints that match up to a performance standard are also entered electronically on to participant complaint forms (PCFs).  The PCF system was developed in-house, but KCATA is currently exploring the possibility of purchasing a more sophisticated add-on incidence model tracking system through their existing RouteMatch/Navigator software contract within the next year.

Table 3.2 – Share-A-Fare PCF Claims by Claim Type (March to July 2007)

	Claim Type
	# of Claims

	Late
	124

	No-Show
	101

	Refusal of Service
	36

	Other
	22

	Negligence
	17

	Early
	13

	Late: will-call trips
	9

	Driver Abuse
	7

	Riding over one hour
	7

	Accident/Incident
	2

	No Show: will-call trips
	2

	Late - Duplicate
	1

	Late and + one hour
	1

	Exploitation
	1

	Incident
	1

	Total
	344


Reports can be generated showing each of the complaints from the PCFs by complaint type (or “claim”), driver, patron, date, and PCF form number.  Once the complaints are entered into the PCF system, they are forwarded to the respective vendor (KC Taxi or Checker Taxi) for their response.  If the vendors are found to be at fault, then points are assessed to the vendor according to their contracts.

The only opportunity that a consumer has for more feedback is through the monthly service review meetings (second Tuesday of each month).  These are public meetings attended by vendor representatives and (at times) general managers, who respond to consumer concerns.  The vendor representatives review the relevant PCFs and are available to discuss the PCFs from the prior month at the meetings.  Consumers who submit complaints are not given invitations or reminder notices of the meetings, but the meetings are open to the public and scheduled regularly.
As stated above, the telephone hotline is intended to receive comments on vendor performance to assist KCATA in managing these contracts.  There is currently no system for recording complaints about aspects of service beyond the vendor provided services.  When complaints on other aspects of SAF service that KCATA handles directly—such as reservations or eligibility—come into the hotline, they are forwarded by voicemail directly to KCATA’s manager of ADA compliance (who works for the director of ADA compliance).  Another way for KCATA to receive these comments is via calls into the normal reservations line, from where they are transferred to the supervisor.  A record is not kept for these complaints unless they result in formal disciplinary action.  The service review meetings are the more likely forum for KCATA to receive comments; records of any complaints made in that forum are only recorded as part of the meeting minutes taken by KCATA.

While on site, the review team looked at consumer comments filed through the PCF system during March to July 2007.  As shown in Table 3.2, there were a total of 344 PCFs during this period.  Late trips (124 claims) and no-shows (101) were the two most common complaints received through the hotline.  Of these 344 PCFs, 198 were related to service provided by KC Taxi (125 for ambulatory service and 73 for wheelchair service) and 146 were related to service provided by Checker Taxi.

According to KCATA’s “What Is SHARE-A-FARE” brochure, obtained by FTA subsequent to the onsite review, in order to report a problem with service, riders should “call within five days of the occurrence….”  This statement could be interpreted to mean that complaints will not be valid unless made within five days.
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 KCATA.  Recommendations are also included in the body of the report for KCATA’s consideration in developing corrective actions.

4.1 ADA Complementary Paratransit Service Criteria

1. KCATA appears to provide ADA complementary paratransit service within 3/4-mile of all of its fixed routes.

2. KCATA has agreements with two municipalities within its fixed route service area—Independence, MO and Kansas City, KS—that identify those jurisdictions as the providers of paratransit service within their respective jurisdictions.  These agreements do not specifically identify KCATA as being ultimately responsible for ensuring that eligible persons in those jurisdictions receive ADA complementary paratransit service, nor do they specifically identify ADA complementary paratransit service as the service the parties are agreeing to provide.  Finally, there does not appear to be a process by which KCATA monitors the provision of ADA complementary paratransit service in those jurisdictions to ensure that the service provided meets the requirements established by ADA regulations.

3. KCATA appears to provide ADA complementary paratransit service during the same hours and days that it operates fixed route service.

4. KCATA’s SAF fare of $2.00 is less than twice the fixed route fare of $1.25.

5. KCATA written materials suggest that customer complaints must be filed within five days of an occurrence. 

4.2 ADA Complementary Paratransit Eligibility

1. KCATA bases its decisions of eligibility for ADA complementary paratransit service solely on the paper applications completed by applicants.  The application does include a “professional verification” section to be completed by a physician, health care professional, or rehabilitation professional.  KCATA does not conduct functional assessments.  Based on this process, KCATA granted full eligibility to nearly all applicants who applied for ADA SAF service.  This included applicants who stated that they used KCATA’s fixed route buses.  The exceptions were a small number of individuals who received temporary eligibility—at the recommendation of the professional completing a portion of the application.  This process has likely granted eligibility to individuals who do not meet the strict definition of ADA paratransit eligibility.

2. KCATA defines a PCA as someone who assists for “mobility and/or orientation purposes.”  While this definition fails to encompass the many and varied functions of a PCA, it has had little impact upon riders; in practice, KCATA has not placed any restrictions on whom it may regard as a PCA.

3. According to KCATA publications, companions other than PCAs must either provide assistance to the paratransit eligible rider or pay twice the fare paid by the rider. 

4. At the time of the onsite review, KCATA did not recertify individuals who were eligible for ADA paratransit service.  The period of eligibility, other than for individuals given temporary eligibility, was indefinite.  KCATA was planning to recertify all of its ADA-eligible riders during calendar year 2008, dependent on KCATA’s contracting with mobility specialists to assist with the recertification.  This process has potentially granted permanent eligibility to individuals who may not have a permanent disability.

5. Overall, KCATA’s policy for no-show suspensions appears reasonable, both in terms of the checks built in to verify unexcused no-shows and the severity of punishment for exceeding the thresholds for allowable unexcused no-shows.  KCATA has suspended few individuals because of excessive no-shows.

6. KCATA’s appeal process does not state that, if KCATA has not made a decision within 30 days, the applicant will receive presumptive eligibility until KCATA makes the decision.

7. KCATA’s appeals process does not identify the members who would comprise the appeals committee or whom they represent.

8. Based on the sample applications from these two months, it appears that KCATA has become more prompt in reviewing and processing applications for ADA SAF service.  In February 2007, nearly 40 percent of applications received required more than 21 days to process.  By June 2007, all applications were processed within 21 days.

9. KCATA’s rider guide and internal policy memorandum for no-shows and cancellations, which were provided to the onsite review team, describe different thresholds for the number of no-shows and/or late cancellations that could lead to discipline and suspension. 

4.3 Telephone Access

1. SAF’s offices are closed on several holidays.  On those days there are no coordinators working to accept reservations.  Since KCATA provides SAF service on the days following these holidays, KCATA must accept reservations on the holiday, which is the day prior to the requested trip.  KCATA’s current practice of not having coordinators work on holidays is not in compliance with regulations.
2. SAF coordinators answered only 64 percent of incoming calls in 2 minutes or less for the entire sample week, and only 85 percent of all calls within 4.5 minutes.  The worst daily performance was on Tuesday, September 11.  For this day, only 26 percent of calls were answered with 2 minutes, and only 49 percent were answered within 4.5 minutes.
3. Particularly poor telephone reservation performance occurred from 11:45 a.m. to 1:45 p.m. for the sample week, when the average percent of calls answered within 2 minutes for the 15-minute increments ranged from 36 percent to 76 percent.  Staff on duty decreased during this period due to lunch breaks.  The worst 15-minute period during which SAF accepted reservations was 4:15 to 4:30 p.m., when only 18 percent of calls were answered within 2 minutes.

4. During the sample week, 18 percent of all incoming calls were abandoned.  Since the majority of time periods where there were abandoned calls were also periods when there were multiple calls on hold for longer than 5 minutes, it is likely that many of the abandoned calls were discontinued due to long hold times, which could indicate the existence of capacity constraints in reservation phone call access.
5. The telephone system that SAF uses appears to have sufficient capacity to handle the incoming calls for trip requests.

6. The staffing levels for SAF coordinators do not appear sufficient to match the volume of incoming calls.  Although performance is not consistently good, even during time periods where they have their highest staffing levels, coordinator breaks are poorly scheduled (concurrent lunch breaks results in a drop in staffing from 6.2 to 3.2 full time employees (FTEs) between 11:45 a.m. and 12:45 p.m.) and result in consistently poor performance during lunchtime.

7. KCATA had no standards for SAF phone service.

8. KCATA written materials suggest that some callers experience busy signals.

4.4 Trip Reservations and Scheduling

1. Review team members did not observe any denials for trips requests for ADA SAF service.

2. KCATA uses Navigator software to enter trip requests and schedule trips.  KCATA accepts requests based on either pickup time or drop-off (appointment) time.

3. Navigator has a programmed limit to the number of trips that can be scheduled in each 15-minute increment of the day.  When the trip limit is reached, the software closes the 15-minute period for accepting additional trip requests and the coordinator offers the caller a trip time before or after the closed 15-minute period.

4. Both KC Taxi and Checker assign all trips to vehicle runs on the night before service.  This may lead to the “forcing” of trips onto runs that do not fit well with the rest of the itinerary.

5. Of the 114 trip requests observed by review team members, 59 percent were for the next day.  This indicates that SAF riders are not concerned about waiting to make their reservations and do not perceive that there is a capacity constraint.

4.5 Service Performance

1. In a sample of trips from June 17 to 23, 2007, the review team computed an on-time performance for SAF of 95.8 percent.  This performance is slightly better than that reported by KCATA.

2. KCATA does not have a standard for on-time drop-offs for SAF service.  KCATA does not track the timeliness of drop-offs.

3. In a sample of trips from June 17 to 23, 2007, with requested drop-off times, the review team computed an on-time performance of 91.3 percent.  5.5 percent of all drop-offs were more than 10 minutes late, and 1.7 percent of all drop-offs were more than 30 minutes late.

4. KCATA has an absolute standard of 60 minutes for the maximum duration of a SAF trip.

5. KCATA does not regularly analyze the duration of its SAF trips.
6. In a review of a sample of long SAF trips (lasting 70 minutes or more), 13 trips (approximately 0.41 percent of all trips) had trip durations at least 30 minutes greater than their respective comparable fixed route trips.  This does not constitute a substantial number of significantly long trips compared to all trips provided.
4.6 Resources
1. The methodology that KCATA uses to determine its budget for SAF service appears reasonable.  The one potential concern is the occasional lag of approval by the KCATA Board (which applies to the entire agency’s budget), sometimes into January, after the start of the fiscal year.

2. KCATA intends to include functional assessments as part of its eligibility determination process for ADA SAF service.  KCATA was also planning to recertify all of its ADA-eligible riders during calendar year 2008.  KCATA does not currently have the professional expertise to conduct these assessments.  KCATA would need to contract for professionals skilled in these assessments, or hire staff to conduct the assessments.

3. KCATA does not have sufficient SAF coordinator staff to provide acceptable service for answering phone calls in a timely manner.  To improve telephone performance, KCATA would have to increase the number of coordinators.

4. According to a Checker staff member, the connection to the KCATA server for the Navigator software and data was slow and erratic.

5. The average (mean) age of the KC Taxi fleet was 6.2 years.  The average age of the Checker fleet was 9.4 years.  These fleets are quite old for paratransit operations, which tend to have average ages of 3 to 6 years.

5 ADA Complementary Paratransit Service Criteria

The review team compared KCATA’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 and regulatory requirements concerning customer complaint handling, 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))

· Complaints (49 CFR §27.121(b))

The review team analyzed consumer complaints; assessed information distributed to riders; reviewed KCATA policies regarding service area, days and hours, and fares; and interviewed KCATA staff and vendors.

5.1 Consumer Comments

During the telephone interviews, no rider cited a concern related to service criteria.

KCATA does not have any record of complaints that it received from customers related to service criteria.

The one formal complaint on file with FTA did not concern service criteria issues.

5.2 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)).  The review team analyzed KCATA’s fixed route and SAF service areas and looked at KCATA’s policies and practices to ensure compliance with this regulation.

SAF serves all addresses within 3/4-mile of KCATA bus routes throughout the entire service day (4 a.m. to 1 a.m.).  KCATA did not have a current service area map for its ADA paratransit, and no current KCATA fixed route system maps were available.  KCATA did provide a service area map for its non-ADA SAF service, which featured some municipalities (North Kansas City, Raytown, and Gladstone) as not receiving this service.  The review team provided SAF staff with a sample set of addresses in these municipalities to ensure that SAF service was available to locations in these communities that were within 3/4-mile of KCATA fixed routes.  The review team was satisfied that portions of these communities within the service are in fact receiving ADA complementary paratransit service.

SAF coordinators rely on the Navigator scheduling software to make determinations on whether an address is within the ADA complementary paratransit service area.  The system is updated to reflect KCATA’s current service plan and is designed to allow all trips within 3/4-mile of KCATA fixed route service. The review team tested a sample of addresses that would lie along the edge of this 3/4-mile service area.  Navatrans correctly identified these addresses as eligible for ADA complementary paratransit service.

KCATA’s fixed route service area includes Independence, MO (east of Kansas City, MO and Kansas City, KS (west of Kansas City, MO).  While KCATA provides SAF service for trips to Independence and Kansas City, KS from the remainder of the KCATA service area, those two jurisdictions provide ADA complementary paratransit service for intracity trips in their respective communities.  KCATA has written agreements with both jurisdictions establishing these arrangements.  However, the agreements do not specifically outline the service that the respective jurisdictions shall be required to provide—namely, ADA complementary paratransit service within 3/4-mile of all KCATA fixed route bus lines.  While it appears that the jurisdictions are providing the required service area coverage, the agreements also lack language making it clear that the ultimate responsibility for ensuring provision of this service in Independence and Kansas City, KS lies with KCATA.  In addition, KCATA does not regularly monitor the services being provided in Kansas City, KS and Independence to ensure that they are consistent with ADA regulations.

5.3 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)).  A review of KCATA’s published timetables for all fixed route services found that the earliest start time for a KCATA bus route was weekdays at 4 a.m. (Routes 25 and 71), with the latest service being provided until 1:07 a.m. (Route 25).  Saturday service ran from 4:34 a.m. (Routes 12 and 24) to 1:02 a.m. (Route 25).  Sunday service ran from 4:57 a.m. (Routes 25 and 71) to 1:03 a.m. (Route 25).  SAF service hours were not provided in the publicly available information materials.

SAF staff said that the reservations system would allow trips at the extreme ends of the service day.  According to KCATA, a trip requested for the end of the service day will go onto a run already established by one of the contractors.  A member of the review team worked with an SAF coordinator to try to schedule an early morning trip (4:05 a.m. pickup on a portion of Troost Avenue served by Route 25).  In this example, the coordinator got a “no seats available in this range” message from Navatrans, and the trip went to the unassigned bin for the contractors to schedule.  A review of available vehicle runs showed that one run was scheduled to begin at 3 a.m. and another at 4 a.m., indicating that the contractors are prepared for the need to provide service in the early morning.

Discussions with both contractors indicated that, although eligible trips beginning as early as 4 a.m. or as late as 1 a.m. are very infrequent occurrences, they have had no problems providing these in the past. A manager from KC Taxi said that, in addition to scheduled runs at 3 a.m. and 4 a.m., his company schedules a 5 a.m. operator shift that can begin earlier than 5 a.m. if necessary to serve additional trip requests between 4 a.m. and 5 a.m.

5.4 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)).  The base fare for a fixed route bus trip on KCATA’s system is $1.25, although some fixed route trips have higher fares.  All SAF ADA complementary paratransit service has a one-way fare of $2.00.  Fares for KCATA’s SAF service comply with DOT ADA regulations.

5.5 Customer Complaints
As noted in Section 3, KCATA written materials indicate that complaints should be filed within five days of an occurrence.  

Grantees are required under 49 CFR § 27.121(b) to record complaints received.  Failure to do so is a violation of Part 27.  While transit providers are free to encourage riders to file complaints as soon as possible, there is no allowance under the regulations for refusing complaints that are received after five days following an occurrence.  Consequently, statements that indicate complaints will be refused or that discourage the filing of complaints because more than five days have passed are contrary to the regulatory requirements.
5.6 Findings

1. KCATA appears to provide ADA complementary paratransit service within 3/4-mile of all of its fixed routes.

2. KCATA has agreements with two municipalities within its fixed route service area—Independence, MO and Kansas City, KS—that identify those jurisdictions as the providers of paratransit service within their respective jurisdictions.  These agreements do not specifically identify KCATA as being ultimately responsible for ensuring that eligible persons in those jurisdictions receive ADA complementary paratransit service, nor do they specifically identify ADA complementary paratransit service as the service the parties are agreeing to provide.  Finally, there does not appear to be a process by which KCATA monitors the provision of ADA complementary paratransit service in those jurisdictions to ensure that the service provided meets the requirements established by ADA regulations.

3. KCATA appears to provide ADA complementary paratransit service during the same hours and days that it operates fixed route service.

4. KCATA’s SAF fare of $2.00 is less than twice the fixed route fare of $1.25.

5. KCATA written materials suggest that customer complaints must be filed within five days of an occurrence. 

5.7 Recommendations

1. KCATA should clarify its agreements with Independence, MO and Kansas City KS concerning the ADA complementary paratransit service that those two jurisdictions are providing on behalf of KCATA.  The agreements should specify the minimum levels of service to be provided in those areas.  The agreements should also specify that both of these jurisdictions are acting on behalf of KCATA, which is ultimately responsible entity for providing ADA complementary paratransit service.

2. KCATA should monitor the ADA complementary paratransit service that Independence, MO and Kansas City KS provide on its behalf.  It should receive periodic information on these services and review this information to ensure that individuals with disabilities are receiving the proper service.

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 the eligibility process
· Interviewed KCATA staff who oversee the SAF eligibility process

· Collected and reviewed materials used in the certification process
· Reviewed a sample of completed applications and their respective eligibility determinations
· Reviewed recent statistics related to eligibility processing time and determinations
6.1 Consumer Comments

The complaint filed with FTA did not refer to the eligibility process.

In the nine telephone interviews of SAF riders and advocates, none reported any problems with the eligibility process; however, most of the respondents had used the system for several years.

KCATA does not have any record of complaints that it received from customers related to the eligibility determination process.

6.2 Eligibility Determination Procedures and Practices

KCATA staff are fully responsible for all aspects of the eligibility determination process for SAF service.  The administrative assistant for KCATA’s director of ADA Compliance and Customer Relations handles much of the process on her own.  She and the director said that they hope to contract with mobility specialists to help KCATA in the process—perhaps by 2008.

Application Process

KCATA has operated SAF service since 1984 and has provided ADA complementary paratransit service as a component of SAF since 1992.  As a result, SAF is well known in the community.  KCATA staff said that “word of mouth” is the most common way that people learn about the service.  In addition, the director of ADA Compliance and Customer Relations makes six to seven presentations per year to key target groups such as at senior apartment buildings.  She and other SAF staff hand out applications for ADA complementary paratransit eligibility at these presentations.  The administrative assistant handles all calls to KCATA regarding eligibility.  She uses a spreadsheet to track the applications that she mails out.

Attachment C presents the application form for ADA complementary paratransit service.  The application is six pages, including a two-page insert.  The main application is four pages.

· Page 1 requests identity information (e.g., name, address, birth date, social security number) and tells the applicant that he or she will receive presumptive eligibility if KCATA has not made a determination within 21 days.  It also summarizes the appeals process for those who disagree with the decision.  Social Security numbers constitute sensitive information that must be safeguarded, and that potentially exposes entities who collect such information, such as KCATA, to liability should it be mishandled.  For these and many other reasons, alternative means of identifying applicants are very strongly advised.  In any case, social security numbers should not be required before an application is determined to be complete.
· Page 2 collects information about the applicant’s disability and its relationship to the inability to use fixed route service.  Among the information collected are the applicant’s functional limitations.  One of the stated limitations is “Unable to use, unable to obtain a license to use, or unable to learn to use any alternate mode of transportation due to disorientation, nervousness, emotional state, seizure disorder or limited intellectual function.”  This condition is too broadly defined, since obtaining a license (e.g., for driving) is not related to using fixed route service.

· Page 3 requests information about mobility aids and housing situation—including access to the residence (steps, stairs, ramp, elevator).  The applicant also signs on page 3.

· The last page of the application is the “Professional Verification.”  KCATA allows a physician, health care professional, or rehabilitation professional to complete this portion.  The applicant sends the completed form to KCATA for review.  In practice, the administrative assistant’s review consists of ensuring that all questions are answered.
· The two-page insert explains that eligibility is functionally based, rather than simply having a disability or using a mobility aid.  The insert also reminds applicants to answer all questions, sign the form, and include a completed professional verification.

When KCATA receives an application for paratransit, the administrative assistant logs it in on the same spreadsheet used to track application forms sent out.  For an eight-month period in 2007 (January to August), KCATA received over 770 requests for ADA SAF service.  She reviews each application for completeness.  If there is missing information, she sends a form letter to the applicant requesting that information (Attachment D).  She said that the 21-day period before an applicant receives presumptive eligibility begins only after KCATA receives a complete application.

Beyond the request for professional verification, KCATA did not gather further information about an applicant’s condition.  As of the review team’s site visit, KCATA did not conduct functional assessments of its applicants.  KCATA granted full eligibility to all applicants who submitted a completed application for ADA paratransit.  Among the sample of completed applications reviewed by a review team member, several responses to the question, “What form(s) of transportation are you currently using?” included “bus and friends” and “Metro.”

KCATA allows personal care attendants (PCAs) to accompany ADA SAF riders.  KCATA defines a PCA as “a person 12 years or older who accompanies an ADA participant for mobility and/or orientation purposes on a regular or intermittent basis.  The PCA may be another SAF participant or a person not enrolled in the SAF program.  A PCA always rides free on ADA eligible trips only.”  While in practice, KCATA has not restricted who may be a PCA apart from infants, it should nevertheless not restrict the definition of a PCA to someone who assists for “mobility and/or orientation purposes.”

KCATA allows riders to bring along individuals, other than PCAs, but with restrictions.  According to KCATA’s “What Is SHARE-A-FARE” brochure, obtained by FTA subsequent to the onsite review, this individual, which the DOT ADA regulations refer to as a “companion,” is charged the same fare as the paratransit eligible rider but must “help you [the paratransit eligible rider] with mobility or orientation.”  Alternatively, the brochure requires that companions pay twice the fare paid by the paratransit eligible rider.
The DOT ADA regulations require that at least one companion, in addition to the PCA, be allowed to accompany a paratransit eligible rider, and that additional companions be permitted if space allows.  See 49 CFR § 37.123(f).  The regulations do not permit trip purpose restrictions for companions.  See Appendix D to Part 37 (discussion of § 37.123).  Additionally, there is no allowance for premium charges for the first companion or for additional companions where there is space available for the additional companion (where no riders would have to be displaced to accommodate the additional companion(s)).  Premium charges are only permitted for services that exceed the regulatory requirements, such as where additional capacity is created to accommodate the additional companion(s).
Individuals certified for ADA SAF service receive an ID card that includes “KCATA Share-a-Fare / ADA.”  The ID card also has the name of the individual, the ID number, and contact information for KCATA.  There is no information on potential conditions, since all individuals were granted full eligibility.  There is no expiration date on the ID cards, since KCATA (as discussed below) was not recertifying individuals.

The administrative assistant is also handling the applications for KCATA’s non-ADA SAF service.  Some of the eligible riders are individuals with disabilities who do not qualify for ADA service.  However, she noted that anyone 65 years or older is eligible to use non-ADA SAF, and a vast majority of the registrants for this service qualify simply based on age.

KCATA also conducts eligibility determination for ADA complementary paratransit services for Wyandotte County, KS (including Kansas City, KS) and Independence, MO.  Both of these jurisdictions provide ADA paratransit service in addition to the ADA SAF that KCATA provides.
Recertification Process

At the time of the site visit, KCATA did not recertify individuals who were eligible for ADA paratransit service.  The period of eligibility, other than for individuals given temporary eligibility, was indefinite.

KCATA was planning to recertify all of its ADA-eligible riders during calendar year 2008.  This effort would be dependent on KCATA’s contracting with mobility specialists to assist with the recertification.

Suspension Policies

KCATA has established a policy for suspending service to SAF riders for excessive no-shows.  The following three occurrences may constitute a no-show:

· rider is not a pickup location when driver arrives within pickup window

· driver arrives at pickup location within pickup window and rider or guardian tells driver that rider is not taking trip

· trip cancellation less than 1 hour before the scheduled pickup time

After the provider reports a no-show to KCATA, SAF sends a letter to the rider concerning the no-show.  The rider has five days after receiving the letter to respond (either by phone or in writing) to explain the reason for the no-show.  If KCATA does not receive a response, it charges the rider with an unexcused no-show.  KCATA sends a warning letter to a rider after the accumulation of six unexcused no-shows within three months, and then again after nine unexcused no-shows.

According to KCATA’s internal policy memorandum for cancellations and no-shows, if a rider accumulates 12 unexcused no-shows within a three-month period, KCATA sends a letter to the rider informing him or her of a forthcoming service suspension.  The rider has ten days from the date of the letter to “refute the violation and suspension.”  In the meantime, the rider is still eligible to ADA SAF service.  KCATA investigates the rider’s claims.  After investigation, if KCATA still believes that the rider has at least 12 unexcused no-shows, the rider may formally appeal the suspension, as described below.  Notably, a different threshold of six no-shows or cancellations is described in KCATA’s rider guide. 
For 12 unexcused no-shows in three months, the rider’s penalty would be one day of suspended service.  For 18 unexcused no-shows in three months, the rider’s penalty would be another two days of suspended service.  For every six additional unexcused no-shows in three months, the rider’s subsequent penalty would increase by one day.  For example, 24 unexcused no-shows in three months would lead to a further suspension of service for three days.  Potentially, 90 unexcused no-shows in three months would lead to a suspension of service for 14 days.

Overall, the policy appears reasonable, both in terms of the checks built in to verify unexcused no-shows and the severity of punishment for exceeding the thresholds for allowable unexcused no-shows.  In part due to the high thresholds, KCATA has suspended few individuals because of excessive no-shows.

Appeals Process

KCATA has established a process for individuals who have been denied eligibility or given conditional eligibility for ADA paratransit service.  The appeals process also applies to individuals who may be suspended for excessive no-shows.  The “Instructions for Appellants” that would be sent to someone appealing an eligibility decision state that:

KCATA has established a process that maintains a separation of functions in that any individual who was involved in the initial decision to deny or limit eligibility does not hear the appeal.  This process affords an appellant the opportunity to be heard and to present information and documentation that may be relevant to his/her case.

The instructions further describe the process at the hearing and state that KCATA will provide a written decision within ten days of the hearing.  The instructions should also state that, if KCATA has not made a decision within 30 days, the applicant receives presumptive eligibility until KCATA makes the decision.

KCATA does not identify the members who would comprise the appeals committee (or whom they represent).

Because KCATA had granted unconditional eligibility to all applicants for ADA service for at least three years up to the time of the site visit, there had been no appeals during that period.

6.3 Observations

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

· Assess the timeliness of KCATA’s eligibility determination process
· Assess the reasonableness of these determinations

Processing Time

The review time analyzed processing time for a sample of completed applications for ADA SAF received by KCATA in February 2007 and June 2007.  Table 6.1 presents a summary of the analysis.

Table 6.1 – Processing Time for Sample of ADA SAF Applications
	
	February 2007
	June 2007

	Sample size
	82
	68

	Average (mean) processing time in days
	21.5
	16.2

	Range of processing time in days
	13 to 26
	0 to 20

	Applications requiring > 21 days
	32
	0


Based on the sample applications from these two months, it appears that KCATA has become more prompt in reviewing and processing applications for ADA SAF service.  In February 2007, nearly 40 percent of applications received required more than 21 days to process.  As mentioned previously, however, KCATA’s application does tell applicants that they receive presumptive eligibility if there is no determination within 21 days.  By June 2007, the mean processing time had decreased to 16 days, and all applications were processed within 20 days.

Determination Outcomes

As mentioned earlier in this section, KCATA had not been denying eligibility to anyone who has applied to SAF’s ADA complementary paratransit service.  The administrative assistant said that, since she became responsible for processing applications in early 2005, she has granted temporary eligibility to a small number of applicants.  These decisions were based on the recommendations included in the “Professional Verification” portion of the application.  KCATA was granting unconditional eligibility to all other applicants.

KCATA may choose to provide ADA complementary paratransit service to individuals who could independently use fixed route service—just as long as the resulting increase in ridership does not lead to limitations on service for those who need ADA paratransit.  KCATA should move toward conducting a more rigorous review of applications.

6.4 Findings

1. KCATA bases its decision of eligibility for ADA SAF service solely on the paper application completed by the applicant.  The application does include a “professional verification” section to be completed by a physician, health care professional, or rehabilitation professional.  KCATA does not conduct functional assessments.  Based on this process, KCATA granted full eligibility to nearly all applicants who applied for ADA SAF service.  This included applicants who stated that they independently used KCATA’s fixed route buses.  The exceptions were a small number of individuals who received temporary eligibility—at the recommendation of the professional completing a portion of the application.  This process has likely granted eligibility to individuals who do not meet the strict definition of ADA paratransit eligibility.

2. KCATA defines a PCA as someone who assists for “mobility and/or orientation purposes.”  While this definition fails to encompass the many and varied functions of a PCA, it has had little impact upon riders; in practice, KCATA has not placed any restrictions on whom it may regard as a PCA.

3. According to KCATA publications, companions other than PCAs must either provide assistance to the paratransit eligible rider or pay twice the fare paid by the rider. 

4. KCATA did not recertify individuals who were eligible for ADA paratransit service.  The period of eligibility, other than for individuals given temporary eligibility, was indefinite.  KCATA was planning to recertify all of its ADA-eligible riders during calendar year 2008, dependent on KCATA’s contracting with mobility specialists to assist with the recertification.  This process has potentially granted permanent eligibility to individuals who may not have a permanent disability.

5. Overall, KCATA’s policy for no-show suspensions appears reasonable, both in terms of the checks built in to verify unexcused no-shows and the severity of punishment for exceeding the thresholds for allowable unexcused no-shows.  KCATA has suspended few individuals because of excessive no-shows.

6. KCATA’s appeal process does not state that, if KCATA has not made a decision within 30 days, the applicant will receive presumptive eligibility until KCATA makes the decision.

7. KCATA’s appeals process does not identify the members who would comprise the appeals committee or whom they represent.

8. Based on the sample applications from these two months, it appears that KCATA has become more prompt in reviewing and processing applications for ADA SAF service.  In February 2007, nearly 40 percent of applications received required more than 21 days to process.  By June 2007, all applications were processed within 21 days.

9. KCATA’s rider guide and internal policy memorandum for no-shows and cancellations, which were provided to the onsite review team, describe different thresholds for the number of no-shows and/or late cancellations that could lead to discipline and suspension. 

6.5 Recommendations

1. KCATA should move toward conducting functional assessment as part of its eligibility determination process for ADA SAF service.

2. KCATA should broaden its definition of “PCA” to someone who provides a rider with assistance in the performance of activities of daily living, including during travel or at a destination.

3. KCATA should move to recertifying its ADA SAF riders on a periodic basis.

4. KCATA’s appeal process should state that, if KCATA has not made a decision within 30 days, the applicant will receive presumptive eligibility until KCATA makes the decision.

5. KCATA’s appeals process should identify the members of the appeals committee by their professional credentials or whom they represent.

7 Telephone Access

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 ability to use the service and could therefore be a capacity constraint.  For this portion of the review, the review team collected information about telephone access to KCATA’s SAF service.  The review team also conducted the following activities:

· reviewed consumer input

· reviewed performance standards

· reviewed the design of the phone system

· reviewed phone system monitoring reports

· reviewed call center staffing

· observed call center personnel handling of calls

7.1 Consumer Comments

The nine SAF riders that the review team interviewed, were split on whether it took a long time to get through to a reservationist (six said sometimes, one said yes, and two said no) all suggested that they were on hold for at least 5 minutes with some frequency.  All said that they get reservations on the first call and that they are never placed on a waiting list.  Seven of nine said they got the pickup time they wanted and did not need to negotiate a time, while one said they had to recently negotiate for the first time and another said they have had 15 to 30 minute adjustments made.

KCATA does not have any record of complaints that it received from customers related to telephone access.

The formal complaint filed with FTA in 2005 did cite long telephone hold times as a concern of the complainants.

7.2 Phone Service Standards and Performance Monitoring

The KCATA currently has no standard for answering incoming calls to its SAF call-takers.  The call-takers’ official title is “coordinator,” and they are all employees of KCATA.

According to KCATA’s “What Is SHARE-A-FARE” brochure, obtained by FTA subsequent to the onsite review, paratransit eligible riders are warned “you are less likely to get a busy signal if you call Share-A-Fare [to make a trip reservation] in the afternoon, a couple of days before you want to travel.”  Busy signals constitute a capacity constraint.  No actual busy signals were observed during the course of the onsite review.

Phone Service Design

The SAF coordinator staff is located at the main KCATA administrative facility.  The KCATA phone system is a Fujitsu 9600 system. There are three automatic call distributors (ACDs) on the system, one each for: SAF; the overall KCATA call center; and the IT department. There are two trunks—one primarily for the call center and one primarily for SAF, although they are not dedicated.  Therefore, if one trunk is overwhelmed with calls, some of its demand can be served by the other.  When this occurs, it is typically the KCATA call center “borrowing” from the SAF trunk.  There are 24 lines on each trunk.  The SAF trunk receives an average of 320 calls per weekday (based on a three-month sample from May through July 2007).
Reservations calls are accepted seven days a week: from 7:30 a.m. to 4:45 p.m. on weekdays and from 8 a.m. to 4:30 p.m. on weekends.  The SAF office is closed or has limited hours on the following holidays:

· New Year’s Day

· Martin Luther King Day (open only from 8 a.m. to noon)

· Presidents Day (open from 8 a.m. to noon)

· Memorial Day

· Independence Day

· Labor Day

· Veterans Day (open from 8 a.m. to noon)

· Thanksgiving Day

· Christmas Day

ADA complementary paratransit regulations state that reservation service shall be available “during at least all normal business hours of the entity's administrative offices, as well as during times, comparable to normal business hours, on a day when the entity’s offices are not open before a service day” (49 CFR 37.131(b)(1)).  Since KCATA provides SAF service on the day after all of the above named holidays, the current practice of not accepting reservations (or accepting during limited hours) on these holidays is not consistent with DOT regulations.

The number for SAF is (816) 842-9070.  When calling into the system, callers have two options:

Press “1” for reservations

Press “2” for program information

Callers are also provided information on which number to call if they would like to file a complaint or commendation, and are instructed to hold for an operator if they are using a rotary phone.
Telephone Service Performance Monitoring
KCATA managers generated reports for the week of September 9 to 15, 2007 for the review team. Reports for the sample week analyzed for other performance data (June 17 to 23, 2007) were not available because the standard reports generated and stored by KCATA are not an effective means by which to measure phone system performance (for example, hold times were divided into 10-second intervals, but all calls on hold longer than 90 seconds were aggregated), and the phone system does not store data for longer than 30 days.  The newly generated reports for the week of September 9 provided the number of calls on hold according to 30-second intervals (from 30 seconds to 4 minutes and 30 seconds), broken down for each 15-minute time period throughout the day.
A review of this week’s data showed that SAF coordinators were answering only 63 percent of incoming calls in 2 minutes or less for the entire week, and only 85 percent of all calls within 4.5 minutes.  Table 7.1 shows how this breaks down by 15-minute period.  Figures in bold signify 15-minute periods with particularly poor performance (less than 85 percent answered within 2 minutes or less than 97 percent answered within 4.5 minutes).  Table 7.1 also provides information on call-taker staffing, in terms of full-time equivalents for the 15-minute period.
As can be seen in the data, particularly poor performance occurred from 11:45 a.m. to 1:45 p.m., when the average percent of calls answered for the 15-minute increments ranged from 36 percent to 76 percent.  Staff on duty dropped during this period due to lunch breaks.  The worst 15-minute period during which SAF accepted reservations was 4:15 to 4:30 p.m., when only 18 percent of calls were answered within 2 minutes.  As shown in Table 7.1, the average staffing was 4.2 FTE, below the average level.  Based on the data available, it is unclear whether substantial numbers of callers are experiencing significantly long reservation call hold times.  If they are, that would constitute a capacity constraint, which is prohibited under Part 37 of the DOT ADA regulations.
In addition to the high number of calls on hold for more than two minutes, a significant portion of all incoming calls were abandoned during the week—18 percent.  Data on the length of a call before being abandoned was not available, but the majority of time periods where there were abandoned calls were also periods when there were multiple calls on hold for longer than 4.5 minutes.  This suggests that many of the abandoned calls were discontinued due to long hold times.

Based on the observations of the review team, the key impediment to improved telephone access appears to be insufficient staffing levels.  During this sample week, the worst daily performance was on Tuesday, September 11.  For the whole day, only 26 percent of calls were answered with 2 minutes, and only 49 percent were answered within 4.5 minutes.  The best performance was on Wednesday, which was the only day of the week in which all seven coordinators were scheduled to work.  There are only six call stations for coordinators currently, so additional stations would be required to increase the number of coordinators.  The KCATA’s phone system capacity does not appear to be an impediment to reaching a coordinator.

KCATA’s telephone system is capable of tracking the number of calls by queue time at small intervals (e.g., number of calls between 0 to 1 minute, 1 to 2 minutes, etc.). They are currently generating reports that break down calls by queue time at 10-second intervals (up to 90 seconds and above). There is very little to learn from analyzing phone system queue times at such small intervals, particularly when a majority of calls are on hold longer than 90 seconds (53 percent during the analysis week).  KCATA does not currently have a performance standard for hold times, so it is also unclear that the reports they are generating are put to much use. Utilizing the reports with larger time increments (by 30-second queue time intervals) would enable KCATA to establish policies for reducing the percent of calls with queue times of given durations (e.g., a goal of having 10 percent or less of calls over 2 minutes, 2 percent or less over 4 minutes, etc.).
Table 7.1 – SAF Telephone Performance by Time (September 9 to 15, 2007)
	Time Period
	Daily Average
	Calls Answered

	
	Totals Calls
	Staffing (FTEs)
	Calls/ Staff
	<2 Minutes
	<4.5 Minutes

	7:30 to 7:45 a.m.
	17
	3
	1.1
	94%
	100%

	7:45 to 8
	25
	3
	1.7
	92%
	100%

	8 to 8:15
	23
	4
	1.2
	83%
	96%

	8:15 to 8:30
	33
	4
	1.7
	70%
	100%

	8:30 to 8:45
	38
	5
	1.5
	55%
	89%

	8:45 to 9
	28
	5
	1.1
	54%
	89%

	9 to 9:15
	35
	6.2
	1.1
	54%
	71%

	9:15 to 9:30
	35
	6.2
	1.1
	80%
	97%

	9:30 to 9:45
	33
	6.2
	1.1
	79%
	97%

	9:45 to 10
	39
	6.2
	1.3
	74%
	87%

	10 to 10:15
	41
	6.2
	1.3
	88%
	93%

	10:15 to 10:30
	40
	6.2
	1.3
	95%
	100%

	10:30 to 10:45
	39
	6.2
	1.3
	72%
	100%

	10:45 to 11
	58
	6.2
	1.9
	76%
	93%

	11 to 11:15
	48
	5.2
	1.9
	88%
	100%

	11:15 to 11:30
	36
	5.2
	1.4
	61%
	86%

	11:30 to 11:45
	34
	4.2
	1.6
	76%
	88%

	11:45 to 12 noon
	36
	3.2
	2.3
	50%
	78%

	12 to 12:15 p.m.
	41
	3.2
	2.6
	76%
	88%

	12:15 to 12:30
	35
	3.2
	2.3
	69%
	80%

	12:30 to 12:45
	35
	3.2
	2.2
	51%
	69%

	12:45 to 1
	44
	3.6
	2.3
	61%
	82%

	1 to 1:15
	41
	4
	2.1
	46%
	63%

	1:15 to 1:30
	34
	4
	1.7
	50%
	65%

	1:30 to 1:45
	36
	4.6
	1.5
	36%
	56%

	1:45 to 2
	49
	5.6
	1.8
	57%
	86%

	2 to 2:15
	36
	6.2
	1.2
	94%
	100%

	2:15 to 2:30
	42
	6.2
	1.4
	55%
	74%

	2:30 to 2:45
	55
	6.2
	1.8
	71%
	84%

	2:45 to 3
	51
	6.2
	1.7
	78%
	94%

	3 to 3:15
	58
	6.2
	1.9
	60%
	81%

	3:15 to 3:30
	65
	6.2
	2.1
	42%
	82%

	3:30 to 3:45
	60
	5.2
	2.3
	70%
	90%

	3:45 to 4
	72
	5.2
	2.8
	64%
	97%

	4 to 4:15
	59
	4.2
	2.8
	58%
	90%

	4:15 to 4:30
	55
	4.2
	2.6
	18%
	56%

	4:30 to 4:45
	67
	3.2
	4.3
	46%
	63%

	4:45 to 5
	9
	3.2
	0.6
	22%
	33%

	Weekly Total
	1,582
	
	1.7
	64%
	85%


KCATA should set a performance standard for answering phone calls (such setting a goal for having X percent of calls answered within 2 minutes and all calls within five minutes.) and track performance on a regular basis.

While on site, review team members observed SAF coordinators for a total of 6 hours during six separate periods, including three times during the afternoon peak.  Review team members noted hold times approaching 4 minutes during these observations. 
Call Center Staffing

There are six call stations for SAF reservations.  On Wednesdays, seven coordinators were scheduled to work.  On the other weekdays, five to six coordinators were scheduled to work.  On weekend days, two coordinators were scheduled to work.  As noted above, this level of staffing does not appear sufficient to maintain low average hold times, particularly during peak call times.

7.3 Findings

1. SAF’s offices are closed on several holidays.  On those days there are no coordinators working to accept reservations.  Since KCATA provides SAF service on the days following these holidays, KCATA must accept reservations on the day prior to the requested trip.  KCATA’s current practice of not having coordinators work on holidays is not in compliance with regulations.
2. SAF coordinators answered only 64 percent of incoming calls in 2 minutes or less for the entire sample week, and only 85 percent of all calls within 4.5 minutes.  The worst daily performance was on Tuesday, September 11.  For this day, only 26 percent of calls were answered with 2 minutes, and only 49 percent were answered within 4.5 minutes.
3. Particularly poor telephone reservation performance occurred from 11:45 a.m. to 1:45 p.m. for the sample week, when the average percent of calls answered within 2 minutes for the 15-minute increments ranged from 36 percent to 76 percent.  The number of staff on duty was decreased during this period due to lunch breaks.  The worst 15-minute period during which SAF accepted reservations was 4:15 to 4:30 p.m., when only 18 percent of calls were answered within 2 minutes.

4. During the sample week, 18 percent of all incoming calls were abandoned.  Since the majority of time periods where there were abandoned calls were also periods when there were multiple calls on hold for longer than 5 minutes, it is likely that many of the abandoned calls were discontinued due to long hold times, which could indicate the existence of capacity constraints in reservation phone call access.
5. The telephone system that SAF uses appears to have sufficient capacity to handle the incoming calls for trip requests.

6. The staffing levels for SAF coordinators do not appear sufficient to match the volume of incoming calls.  Although performance is not consistently good, even during time periods where they have their highest staffing levels, coordinator breaks are poorly scheduled (concurrent lunch breaks results in a drop in staffing from 6.2 to 3.2 FTEs between 11:45 a.m. and 12:45 p.m.) and result in consistently poor performance during lunchtime.

7. KCATA had no standards for SAF phone service.

8. KCATA written materials suggest that some callers experience busy signals.
7.4 Recommendations

1. KCATA should accept calls for trips requests on all days prior to a day when it provides ADA SAF service.  The hours that it accepts calls should be, at minimum, KCATA’s regular weekday business hours.  KCATA may choose to have coordinators accept these trip requests, or it may accept trip requests via voicemail or answering machines.  As a practical matter, if KCATA chooses to use an answering machine, it will have to honor all recorded trip requests, without the benefit of negotiation.
2. Since long queue times are currently experienced throughout the day, even when coordinator staffing levels peak, KCATA should increase its coordinator staff to meet this current call volumes.  To do so, KCATA will also need to create additional coordinator stations as there are not currently any open stations during the peak. Efforts should also be made to spread lunch breaks so that there is not as much of a drop off in staffing during the middle of the day.

3. In consultation with the disabled community KCATA should consider adopting performance standards that measure the percent of SAF calls in queue by time increments, that is: X percent of calls answered within one minute, Y percent in two minutes, etc.  The upper bound should be set to avoid significantly long hold times.

4. Once KCATA establishes performance standards for phone performance, it should regularly monitor performance and adjust coordinator staffing and/or phone system hardware and software to continue to meet its standards.

8 Trip Reservations and Scheduling

The review team reviewed scheduling of trip requests for KCATA’s ADA SAF service.  The purpose of this portion of the review was to identify procedures or practices that might limit service performance.  Information reviewed and observations on scheduling included:

· consumer interviews
· complaints filed with KCATA

· KCATA policies and procedures
· scheduling software
· interviews with KCATA managers, schedulers, reservationists, and dispatchers
8.1 Consumer Comments

In the 2005 written complaint filed with FTA concerning SAF service, one of the issues that concerned the complainants were trip offers that were not responsive to the trip requests.

In the nine telephone interviews conducted by review team members with SAF riders, all riders said that they got reservations on the first call and that they were never placed on a waiting list.  Seven of nine said they got the pickup time they wanted and did not need to negotiate a time; one said he had to recently negotiate for the first time; and another said he has had 15 to 30-minute adjustments made.

In the five-month sample of consumer comments received by KCATA provided analyzed by the review team, “refusal of service” was the third most common complaint: 36 of the 344 total complaints.

8.2 Policies and Procedures

KCATA staff accept all requests for SAF trips.  They use the NaviTrans “Navigator” software to make the initial assignment of trips to specific vehicle runs of KC Taxi and Checker Services.  KCATA stops accepting trip requests at 4:45 p.m.  After KCATA coordinators do a final “batch” (optimizing the efficiency of the vehicle schedules) of the trip requests for the following day, the schedules are made available to KC Taxi and Checker for their revisions and creation of the final vehicle runs.

8.3 Trip Reservations

KCATA uses Navigator software to record reservations and schedule all SAF trips.  When KCATA trip coordinators receive calls from riders requesting trips, they enter the trip information into Navigator.  Information entered included trip type (departure, return or will-call), pickup and drop-off addresses, date or period of travel, requested pickup or drop-off time, scheduled pickup and drop-off times, fare type, service provider, trip purpose, number of attendants and companions, and passenger type (person uses a wheelchair; uses another mobility aid and needs a lift; or is ambulatory and does not need a lift).

For all trips, the trip coordinators enter a requested and scheduled pickup time.  If the rider requests a drop-off or appointment time, the coordinator enters the requested drop-off time and then enters a scheduled pickup time 1 hour before the requested drop-off time.

Navigator assigns trips to specific vehicle runs.  As discussed earlier, KC Taxi provides trips to ambulatory passengers and passengers who use a wheelchair, while Checker provides service for ambulatory riders only.  Therefore, all trips of individuals who use wheelchairs are assigned to KC Taxi.  Ambulatory trips are assigned based on the home address of the rider.  The respective contracts of KC Taxi and Checker assign geographic zones to each vendor for their pickups.

SAF accepts will-call requests for return trips from medical appointments or court visits.  Coordinators entered such requests as will-calls and entered no time in the requested pickup time.  In addition, if a rider was not ready to be picked up for a scheduled return trip, the coordinator canceled the trip as a “customer cancel” and scheduled a new will-call trip.

The software has a programmed limit to the number of trips that can be scheduled in each 15-minute increment of the day.  This number corresponds to the number of runs or drivers that are available for that time period.  When the trip limit is reached, the software closes the 15-minute period for accepting additional trip requests.  If a coordinator attempts to schedule another trip in the closed period, the software would respond with a message that there is nothing available.  In this situation, the coordinator would then offer the caller a trip time before or after the closed 15-minute period.  If adjacent periods are also closed, the coordinator would continue to the next 15-minute period up to 1 hour from the originally requested time.  In practice, team members did not observe coordinators having to offer alternate times to callers.
KCATA accepts requests for subscription service.  To qualify for subscription service, a rider must make the same trip (same origin and destination, same time) at least three times a week for at least one month.  Riders who have a regular weekly schedule that does not meet these conditions (e.g., trip to church once a week, trips to school with different class schedule on different days) do not receive subscription service.  They must call in their trips as demand trips.

KCATA also accepts trip requests by fax for SAF service.  Dialysis centers, other medical facilities, and social service agencies made use of this option.  They would also send trip cancellations by fax.

8.4 Scheduling

KC Taxi and Checker have similar procedures for creating their vehicle schedules.  The following paragraphs describe their regular routines for scheduling.
KC Taxi.  Each day at about 5:30 p.m., KC Taxi routers—who are also dispatchers—are given access to the Navigator schedules for their trips.  At the same time that they get access to Navigator schedules, they also receive a trip list on a spreadsheet from KCATA.  KC Taxi uploads the spreadsheet file into a database and uses the data to create a master manifest and a billing list.  KC Taxi had about 600 trips assigned to them per weekday; the actual number of trips provided was lower after accounting for cancellations and no-shows.  Between 5:30 and 10 p.m. the routers review and reassign trips in NaviTrans as needed. Adjustments are made for the following:

· illogical routing directing many vehicles to the same area

· confusion with overlapping pickup times

· placement of subscription trips onto run templates

· anchor runs geographically by reassigning trips to keep a vehicle in one area

· assigning passengers who use wheelchairs to accessible vehicles

· adjusting for other customer special requests—such as riding in the front seat of a sedan or riding with a specific driver.  Accommodating riders in this way adds one additional constraint to scheduling, which can adversely affect service levels to all riders

· creating or extending runs to cover peak periods by recruiting operators to work additional hours

The router assigns all trips to vehicle runs, with none left unassigned.  This practice may leads to some trips “forced” onto runs that do not fit well with the rest of the itinerary.  KC Taxi may consider leaving some trips unassigned into the day of service, particularly some shorter trips.  As capacity develops due to no-shows and cancellations, the dispatchers can assign these trips to runs.

KC Taxi’s router tries to keep three unassigned runs or “floaters.”  The floaters are held for the dispatcher to use in the case of absences or service problems during the day.

At 10 p.m. manifests are printed for the next day.  If any of the vehicle runs have been modified so that they begin before the scheduled time, the router calls the drivers to advise them of their earlier start time.

Checker.  Checker has one individual who is the primary scheduler (“router”) for SAF service.  Similar to KC Taxi, the final batch vehicle runs from KCATA for the following day’s service is available to her at about 5:30 p.m.  As of the time of the review team’s site visit, Checker was assigned about 700 trips per weekday; the actual number of trips provided was lower after accounting for cancellations and no-shows.  The router estimated that about one-third of the trips assigned to Checker were subscription.

The router downloads the Navigator database of assigned trips to a formatted spreadsheet to manipulate.  She also looks at the schedules created in Navigator sent from KCATA.  She said that the schedules are “reasonable to work with.”  She estimated that she would adjust about 100 trips each day—adjusting the pickup time and/or moving to another vehicle run.  She pays special attention to the trips that appear in red in Navigator.  Some may still be feasible, while others require changes.

To create additional capacity, the router has the authority to add more vehicle runs.  She can also extend the runs—start earlier or end later—to create more capacity.  Like KC Taxi, Checker assigns all trips to vehicle runs the night before service.

The router has usually completes her adjustments by 10 p.m.  The printing of the schedules for use by drivers and dispatchers takes an additional hour.

Drivers are expected to review their manifests before going on the road.  If they see something that they believe is problematic, they are supposed to tell the dispatcher, who may make further adjustments on the day of service.

KCATA can view the final vehicle runs of both KC Taxi and Checker through Navigator.
8.5 Other Observations

The review team observed SAF coordinators accept trip reservations on September 17 and 18 during the morning and late afternoon.  Over a total of 6 hours of observations, review team members observed requests for 114 trips.  These included requests for ADA SAF and non-ADA SAF trips, as well as trips for other paratransit programs provided by KCATA: “swing shift” (late night work trip funded by the federal job access program) and “MARC” trips (Mid-America Regional Council, the regional planning agency).  Review team members did not observe any denials for requests for ADA SAF service.

Of the observed 114 trip requests, 59 percent (67) were for the next day.  This indicates that SAF riders are not concerned about waiting to make their reservations and do not perceive that there is a capacity constraint.  In fact, nearly all requests for trips two or more days in advance came from callers who were making reservations for a series of trips in a single call, e.g., a caller on Monday afternoon was reserving the same round trip for Tuesday to Friday of that week.  Table 8.1 presents the distribution of trip requests by the number of days ahead.  The requests compiled in the table do not include riders who had previously requested will-call trips and were calling to ask for their pickup.

Table 8.1 – SAF Trip Requests by Days Ahead
(Sample of Calls, September 17 to 18, 2007)
	Days Ahead
	Trips Requested
	%

	0 (same day)
	1
	0.9

	1
	67
	58.8

	2
	14
	12.3

	3
	10
	8.8

	4
	10
	8.8

	5
	6
	5.3

	6
	1
	0.9

	7+
	5
	4.4

	Total
	114
	100.0


Coordinators also handled “Where’s my ride?” calls, along with calls for trip cancellations and changes.  As mentioned earlier, KCATA allows trips cancelled at least 1 hour before the scheduled pickup time.  For all trips cancelled on the same day, the coordinator is responsible for calling the vendor to notify them of the trip cancellation.

Review team members also observed the following practices of SAF coordinators:

· coordinators usually asked for the purpose of all trips (if not apparent by the destination)

· KCATA requires consecutive trips to have at least 90 minutes between the requested pickup times: 60 minutes for travel time plus 30 minutes for the pickup window of the first trip

· if a rider called to change a pickup time of a previously booked trip, coordinators did not allow a change of less than 15 minutes; however, a coordinator told a rider that he could cancel the previous request and book a new trip

· at shopping malls, medical centers, and other destinations, there are no designated SAF pickup and drop-off points; the rider may request a pickup and drop-off at any location

· Navigator does not have a directory of common addresses; this would reduce keystrokes as well as typing errors

· for rider trips with more than two legs, Navigator allows input of two legs; then the coordinator must separately book additional legs

· during slower times, some coordinators had the additional task of reconciling manifests for KC Taxi and Checker
The coordinators were very consistent in confirming trip information with customers, such as: pickup time, date, and window; pickup and drop-off addresses; need for mobility aids and/or PCA; and specific entrances for pickup and drop-off.  The coordinators also confirmed current emergency contact information.  Overall, they were very professional in their communication with customers.
8.6 Findings

1. Review team members did not observe any denials for trips requests for ADA SAF service.

2. KCATA uses Navigator software to enter trip requests and schedule trips.  KCATA accepts requests based on either pickup time or drop-off (appointment) time.

3. Navigator has a programmed limit to the number of trips that can be scheduled in each 15-minute increment of the day.  When the trip limit is reached, the software closes the 15-minute period for accepting additional trip requests and the coordinator offers the caller a trip time before or after the closed 15-minute period.

4. Both KC Taxi and Checker assign all trips to vehicle runs on the night before service.  This may lead to the “forcing” of trips onto runs that do not fit well with the rest of the itinerary.

5. Of the 114 trip requests observed by review team members, 59 percent were for the next day.  This indicates that SAF riders are not concerned about waiting to make their reservations and do not perceive that there is a capacity constraint.

8.7 Recommendations

1. KCATA should consider allowing riders to receive subscription service if they have one or two regular trips each week.  Allowing such trips to be subscription trips eliminates the need for these riders to call to make the trip requests, thus reducing call volume.  These trips do not have to be anchored to a particular vehicle run, but the vendors would still have a higher proportion of pre-requested trips.

2. KC Taxi and Checker may consider leaving a small proportion of trips unassigned to vehicle runs on the night before service, if the alternative is “forcing” trips onto runs that would likely cause problems for other trips on the runs.  In practice, capacity typically develops due to no-shows and cancellations throughout the day.  Dispatchers can use that capacity for unassigned trips.

9 Service Performance

This section of the report addresses provision of ADA SAF service by KCATA.

Section 37.131(f) of the DOT ADA regulations prohibits transit entities, such as KCATA, from operational patterns or practices that significantly limit the availability of complementary paratransit service to ADA paratransit eligible individuals including:

· substantial numbers of trip denials or missed trips

· substantial numbers of untimely pickups

· substantial numbers of trips with excessive trip lengths

This section of the report addresses: SAF service performance policies as expressed in service criteria and standards; service procedures and practices that may contribute to service performance including scheduling, assignment of operators and equipment, dispatch and driver operations; and measurement of performance in serving requested trips both on time and with a reasonable trip duration.

9.1 Consumer Comments

The 2005 written complaint filed with FTA concerning SAF service addressed several; aspects of service performance:

· driver sensitivity and training

· improper securement use

· crowded vehicles

· untimely pickups

· long travel times

In the telephone interviews conducted by review team members with SAF riders, only two of the respondents identified on-time pickups a major problem.  All nine suggested that at least 5 percent of their trips were late (outside the pickup window) and six of these said at least 15 percent of their trips were late.  Respondents were more positive about on-time drop-offs, with only one identifying late drop-offs as a serious issue.  Six of the nine said trips were never or rarely longer than one hour, with the other three saying that trips were occasionally just longer than an hour.

In the telephone interviews, three respondents said that some drivers, particularly new drivers, need help from either the passenger or dispatch to find an address.  Respondents were about evenly split on the courteousness of drivers, and three made comments about the poor conditions of the vehicles.

In the sample of consumer comments analyzed by the review team, late trips (124 claims) and no-shows (101) were the two most common complaints received through KCATA’s hotline.  There were also complaints about early trips (13), late will-call trips (9), driver abuse (7), rides over one hour (8), and accidents or incidents (3).

9.2 Service Policies

Denials.  It is KCATA’s practice to accept all trip requests.  The Navigator software used by SAF to schedule trips has a routine that notifies trip coordinators when the requested trip will cause the number of trips to exceed the available runs (drivers and vehicles) available during the 15-minute period in which the requested trip falls.  According to the Share-A-Ride Director, upon receiving this message from Navigator, the trip coordinator is to negotiate a scheduled pick-up time during the next available 15-minute period within one hour of the pick-up time requested by the customer.  
No-Show.  For purposes of this review, a no-show is an event in which the rider fails to appear and board the service provider’s vehicle within the agreed-upon period, or pickup window.  It is SAF policy to allow riders to cancel trips up to 1 hour before the scheduled time.  As described in Section 6, by the terms of the Rider Guide, a rider may be suspended for six unexcused cancellations, including cancellations when the service provider arrives at the customer’s door (cancel at door).  This threshold differs from the one described in KCATA’s internal policy memorandum concerning cancellations and no-shows, which specifies 12 unexcused no-shows or cancellations in a 3 month period. 
Missed Trips.  For purposes of this review, a missed trip is an event in which the service provider fails to arrive to pick up the customer within the pickup window, and the trip is not completed.  According to contracts between KCATA and its SAF service providers, any complaint by a customer for a trip more than 90 minutes late is considered a no-show and is subject to a contract penalty.
On Time.  KCATA considers a trip to be on time if the vehicle arrives during the period from the pick-up time scheduled with the customer until 30 minutes after the scheduled time for a pick up window of (0/+30).  According to contracts between KCATA and its SAF service providers, KCATA assesses progressive penalties for customer complaints for trips that are 31 to 45, 46 to 60, and 61 to 90 minutes late.  There is also a contract penalty for attempting to pick up a client prior to the scheduled pickup time.
Will-Call.  KCATA accepts requests for and schedules will-call returns for return trips from medical or court appointments.  KCATA has a standard for will-call returns to pick up customers within 1 hour of the requested time.  The SAF brochure What Is Share-A-Fare, advises customers that, “on will-call returns you may expect the carrier to respond in 60 minutes or less.”  According to contracts between KCATA and its SAF service providers, the service provider will be assessed a penalty for arriving more than 60 minutes after a client request for a Will-Call Return.”
KCATA does not have a standard for on-time drop-offs, nor does it track the timeliness of drop-offs.
Long Trips.  KCATA’s standard is that no trip times will be greater than 1 hour.  According to contracts between KCATA and its SAF service providers, the service provider will be assessed a penalty for scheduling a participant to ride in a vehicle for more than 60 minutes.
9.3 Service Procedures and Practices

Driver Interviews.  Review team members interviewed ten drivers representing both KC Taxi and Checker.  The interviews focused on training, vehicles, schedules, and operating procedures.  Drivers were all knowledgeable about the pick-up window, the procedure for dealing with early arrivals, and the no-show procedure.  All drivers interviewed came across as satisfied with the training they received and suggested that they had access to all the resources necessary to effectively do their job.
9.4 Trip Disposition

Denials.  KCATA reports no denials of SAF trip requests.  Although the SAF procedure is to limit the number of trips scheduled by 15-minute increments, this procedure was not observed in practice.  When trip coordinators received notification from the software that there are no available schedule openings for the requested trip, the coordinators were consistently observed scheduling the trip as requested by the customers.  Trip coordinators were observed scheduling all trips in response to a customer’s request without negotiation.  Pickups for requests for appointments were scheduled 1 hour before the appointment time.

In addition, all 3,122 ADA scheduled trips that were performed during the week of June 17 to 23, 2007, were scheduled at the requested time or, for appointments, 1 hour before the requested time.  
Since all requested pickup times were honored, there were no denials of service to customers.
Refusals.  Since the SAF coordinators did not have to offer alternative pickup times to customers, there was no reason for a customer to refuse a trip offer.
Trip Cancellations and Missed Trips.  To assess performance relative to missed trips, reviewers attempt to analyze trip records for trips not completed.  The analysis includes comparisons of requested travel times to scheduled times to determine if offered times are within 1 hour of the requested times and thus responsive to customers needs.  Reviewers also compare vehicle actual arrival times against scheduled times to determine if trips are missed due to the operator’s failure to arrive at the pick-up location within the agreed-upon pick-up window.  The data KCATA provided from Navigator was only for trips completed.  As a result, reviewers were unable to assess trip denials or missed trips using Navigator data.

Review team members analyzed manifests and summary data provided by the operators for Wednesday, June 20, 2007.  The purpose of this review was to identify operator missed trips.  As part of the analysis, reviewers also identified customer no shows, late cancellations, and early cancellations.

The review was based on the Navigator records of completed trips for the survey day.  Trips identified as not completed on the manifests were added by the review team.  Trips were categorized as no shows, cancel at door, late cancel, or transfer.  A transfer is a trip transferred from one route to another route.  The receiving route identifies the trip as an “add-on.”  To determine whether transfer trips were completed, each add-on was reconciled against transferred trips.  The list of trips not completed was supplemented and reconciled with summary data provided by the two operators.  KC Taxi provided a list of billable cancels and Checkers provided a list of all trips not completed including the time that trips were cancelled.

The records reviewed for June 20 included all trip types, not just ADA trips.  Reviewers were unable to readily determine the trip type (ADA vs. non-ADA) from the information on the manifests.  As a result the results are for all trips including ADA trips.  This is summarized in Table 9.1.

Table 9.1 – Review of Trips Not Completed on June20, 2007
	Number
	Percent
	Trip Disposition
	Comments

	1,108
	
	Trip records
	Includes non-ADA trips

	50
	4.5%
	Early cancellations 
	Does not include all KC Taxi early cancellations

	29
	2.6%
	Late cancellations 
	1 trip on KC Taxi list appears to have been completed and is not included two KC Taxi late cancellations were not on manifests and therefore could be early cancellations

	15
	1.4%
	Cancel at door
	

	22
	2.0%
	Customer no shows
	

	2
	0.2%
	Trip completion status not verified
	

	990
	89.4%
	Trips completed
	


With one or two exceptions, information on the manifests was consistent with the data in the Navigator data set and with reconciliation summaries provided by the operators.  Accordingly, the performance information reported by KCATA appears to be consistent with what is recorded by operators on manifests and appears to be representative of service provided by KCATA.

Time of cancellation was available for nine late cancellations of Checker trips.  In each instance, the trip was cancelled less than 1 hour from the scheduled time and was appropriately classified as a late cancellation in accordance with KCATA procedures.

For no-shows, the time of the operator’s arrival and departure relative to the scheduled time was reviewed.  In one instance, the operator departed at the scheduled time and did not wait for the customer to appear within the pickup window.  In another case the operator waited for only 2 minutes for the customer to appear.  For all other no-shows the operator waited for at least 5 minutes within the agreed-upon pickup window for the customer to appear.  In each of the two cases cited above, the customer could have been available to travel but unable to respond quickly enough to the operator’s arrival to appear for the trip.  These trips may be inappropriately being categorized as no-shows.  A commonly used procedure to avoid inappropriate no-shows is to wait for the customer for a minimum of 5 minutes within the pickup window and attempt to contact the customer by telephone (through the dispatcher or call center) in order to ensure that there is no misunderstanding as to the pickup location.

As noted from review of the trip records, there were no confirmed missed trips and nothing in the available data that would indicate that SAF has missed trips.
SAF provides reports on trips performed (or completed) as a percentage of trips scheduled (or manifested).  The monthly percentage of trips performed between January and August 2007 ranged from 82.8 percent to 87.2 percent.  This is below, but not inconsistent with, the 89.4 percent performance level on the sample day of June 20. 

SAF does not compile reports that identify the number of cancellations (early, same day and late), the number of customer no shows, or the number of operator missed trips.  This information can be helpful not only for monitoring compliance with the DOT ADA regulations with respect to missed trips, but also in identifying issues with customer compliance with service rules.

9.5 On-Time Performance

On-Time Performance.  SAF regularly measures on-time performance for pick ups with Navigator using reconciled data from operator manifests.  SAF does not measure on-time performance for drop offs.  Monthly totals for each operation for the months of February to April 2007 are presented in Table 9.2.  As indicated, approximately 65 to 72 percent of trips were on time; 6 to 13 percent were late, and about 17 to 27 percent were early.  Approximately 87 to 94 percent of trips served were either early or on time.

Table 9.2 - SAF On-Time Performance Reports
	Month
	Operator
	Early
	Late
	On Time
	Early/On Time

	Feb 2007
	Checker
	18%
	13%
	69%
	87%

	
	KC Wheelchair Service
	22%
	8%
	70%
	92%

	
	KC Ambulatory Service
	23%
	11%
	66%
	89%

	Mar 2007
	Checker
	19%
	10%
	71%
	90%

	
	KC Wheelchair Service
	27%
	8%
	65%
	92%

	
	KC Ambulatory Service
	26%
	6%
	68%
	94%

	Apr 2007
	Checker
	17%
	11%
	72%
	89%

	
	KC Wheelchair Service
	26%
	8%
	66%
	92%

	
	KC Ambulatory Service
	25%
	6%
	69%
	94%


The review team reviewed SAF travel data for the week of June 17 to 23, 2007.  During that period 5,269 passenger trips were completed serving all SAF customers.  Of that number 3,170 were trips serving ADA complementary paratransit eligible individuals as presented in Table 9.3.

Table 9.3 – SAF Passenger Trips by Type: June 17 to 23, 2007
	Trip Type
	Number
	Percent

	ADA
	2,922
	92.2%

	ADA - Independence, MO
	248
	7.8%

	Total ADA
	3,170
	60.1%

	SS
	515
	9.8%

	Share-A-Fare - Other
	320
	6.1%

	Medicaid
	1,264
	24.0%

	Total
	5,269
	


The ADA trips were further analyzed to assess on-time performance.  The operator records both the arrival and departure times at pickup and drop-off locations.  The pickup and departure information at the pickup location provides data to assess on-time performance and missed trips and whether or not procedures are being followed for missed trips.  The arrival time at the drop-off location provides data to assess on-time performance for drop-offs and measurement of trip duration (trip length).  The pickup times are entered into the Navigator database.  For drop-offs only, one time is entered into the database.  The departure time is entered into the field entitled “drop arrive time.”  The drop arrive time, which is more valuable for performance measurement as discussed above, is not entered into the Navigator database.
Of the 3,170 ADA trips completed, 687 were scheduled to meet appointments and 48 were will-calls.
To confirm that the Navigator data is consistent with the data entered onto manifests by operators and representative of actual service performance, reviewers confirmed the Navigator data against 23 randomly selected trip records on manifests.

Late trips were reviewed to determine whether there are a substantial number of significantly late trips.  The analysis identified the number and percentage of late trips by minutes late, as summarized in Table 9.4.

Table 9.4 – Late Pickups by Minutes after Scheduled Time

	
	On Time or Early
	Late

	Minutes
	0-20
	0-30
	31-45
	46-60
	61-120
	More than 120

	Trips
	2716
	2990
	104
	28
	19
	4

	Percentage
	87.0%
	95.8%
	3.3%
	0.9%
	0.6%
	0.1%


The results of this analysis indicate that 95.8 percent of completed pickups were early or on-time.  This performance is slightly better but not inconsistent with that reported by KCATA.  The analysis also considered on-time performance for pickups made within 20 minutes of the scheduled time.  Transit properties typically tailor pickup windows to fit local conditions.  Pickup windows might be larger in cities with a high unpredictability of travel times associated with traffic conditions and lower in cities with more predictable travel times.  Although a 30-minute pickup window is not uncommon, a pickup window of 0/+20 minutes may be more appropriate for the SAF service area.
Drop-Offs.  SAF schedules trips for requested drop-offs or appointments by scheduling pick-up times 1 hour before the requested drop-off time.  As seen in Table 9.5, of the 687 trips scheduled to appointment times, 89.7 percent were dropped off early or on-time.  An additional 4.8 percent of trips (94.5 percent cumulative) were dropped off within 10 minutes of the requested drop-off time.  1.7 percent of drop-offs were more than 30 minutes late, with 5.5 percent of drop-offs more than 10 minutes late.  Late drop-offs can be very important for people who are going to activities that require be on-time arrivals to effectively participate.  These activities may include work, medical appointments, or classes.  Being more than 10 minutes late once in every 20 trips (5.5 percent) could be considered cause for concern.

Table 9.5 – Late Drop-offs by Minutes Late
	
	On Time
	Late

	Minutes Late
	0
	1-10
	11-30
	31-60
	> 60

	Trips
	616
	33
	26
	10
	2

	Percentage
	89.7%
	4.8%
	3.8%
	1.4%
	0.3%

	Cumulative Percentage
	100.0%
	10.3%
	5.5%
	1.7%
	


SAF does not monitor on-time performance for drop-offs.  Also, requested drop-off times do not appear on operators’ manifests and contractors are not required to complete drop-offs on time.  Drop-off performance can be improved by requiring contractors to complete drop-offs on time, including drop-off times on operator manifests so that schedulers, dispatchers and operators can assign reassign and run trips to better meet appointment times.  Lastly, regular monitoring of on-time performance for drop-offs can help to identify performance problems and appropriate actions to improve on-time performance.

The review team also analyzed the timeliness of responses to ADA will–call trips.  Will-calls are effectively same-day trip requests.  SAF provides this service beyond the requirements of the DOT ADA regulations, for return trips from medical and court appointments.  SAF thereby serves customers who might otherwise miss their trip so that they will not be stranded.  Will-calls provide customers, who are uncertain when they will be able to return from their appointment, flexibility in scheduling their trip.  Use of will-calls for such trips also avoids inefficiency associated with dispatching operators to locations when customers are not ready and avoids cancelling and rescheduling of trips.

Of the 48 will-calls reviewed there were scheduled times for 29.  The scheduled time is the time that the customer indicates that they are ready to be picked up.  There were no scheduled times for the other 19 will-calls.  As can be seen in Table 9.6, 82.8 percent of the 29 will calls were served within KCATA’s standard of 1 hour with 93.1 percent served within 1.5 hours.

Table 9.6 – SAF On-Time performance for Will-Calls
	
	On Time
	Late

	Minutes After Scheduled Time
	0-60
	61-90
	More than 90

	Number
	24
	3
	2

	Percentage
	82.8%
	10.3%
	6.9%


There were no reports available documenting will-call trips not completed.
9.6 Trip Duration

The review team analyzed KCATA SAF data on the length of ADA complementary paratransit trips to determine if there was a substantial number of significantly long trips relative to trips made on KCATA’s fixed route system (49 CFR §37.131(f)(3)(i)(C)).  KCATA has a standard that SAF passengers should not be on board a vehicle for longer than 1 hour.  KCATA, however, does not regularly analyze its SAF service to determine if trips are longer than their comparable fixed route trips.
First, the review team analyzed the full set of completed trips from sample week, June 17 to 23, 2007.  Of the 3,170 completed trips during that week, 115 passenger trips featured on-vehicle times longer than 1 hour.  The 54 longest trips (those with passenger on-vehicle times of 1 hour and 10 minutes or longer) were selected for comparison with fixed route trips with the same origin, destination, and start time.  Because only these 54 trips were subjected to further analysis to determine whether they were significantly long, it is likely that the analysis below could understate the actual number of significantly long trips during the week of June 17 to 23.  On the other hand, in the review team’s experience, this analysis will nonetheless provide an indication of whether there are a substantial number of significantly long trips
.

The review team relied on KCATA’s on-line trip planner (www.kcata.org) to make comparisons between the length of these long SAF trips and that of a comparable fixed route trip.  The departure time for each pickup trip was taken directly from the vendor manifests and entered into the KCATA trip planner as the departure time.  The trip planner calculated walk times to and from bus stops (based on a three miles per hour pace) to destinations as well as the amount of time required to wait for a connecting route.  The amount of time between the SAF pickup time and the time a fixed route passenger would need to begin walking from his or her origin to the bus stop for the next departing bus on the relevant route would be included in the fixed route travel time. 

Of the 54 long trips analyzed, comparable fixed route trips could not be found for eight of them, due to the trip being made outside of the service hours for the local fixed route service, or because the addresses were not recognized by the trip planner or an error on the manifest.  A comparison of paratransit and fixed route travel times for comparable trips for the remaining 46 comparable long trips appears in Table 9.7.  A time with a (+) in the right-hand column indicates that the fixed route trip is longer; a time with a (-) indicates that the paratransit trip is longer.

For purposes of the analysis, SAF trips that were more than 30 minutes longer than the comparable fixed route trips were treated as significantly longer trips.  The 30-minute premium is intended to result in a fairer comparison by accounting for the door-to-door service provided by paratransit.  The comparison of travel times showed that after adding the additional 30 minutes to determine the comparable fixed route trip travel times, 13 of 46 comparable long trips in the sample were identified as potentially significantly longer than the comparable fixed route trips (bold figures in far right column of Table 9.7). 

The 13 trips with potentially significantly longer travel times are below 1 percent of the 3,170 trips for the week of June 17 to 23 that the review team was able to analyze; the 13 trips would likely not, therefore, constitute a “substantial number” of significantly longer trips.  

The review team also analyzed the long trip results to identify possible patterns of long trips that would suggest that a particular group is being disadvantaged. Of the 13 trips with potentially significantly longer travel times, there were two with pickups at the same address on West Pershing Road at the same time of day. Two others had pickups at the same address on East Linwood Boulevard, at different times of the day. 

Although three of the 13 trips originated or ended at addresses on Prospect Avenue, this densely populated corridor was well represented in samples of trips using other trip duration ranges. 
Table 9.7 – Comparison of Travel Times of SAF Trips with Comparable Fixed Route Trips (June 17 to 23, 2007)
	Pickup Address

Drop-Off Address
	Pick-up

Time
	Drop-Off

Time
	Comparable Fixed Route Trip 
	Travel Time

	
	
	
	
	SAF
	Fixed Route
	(SAF) – (Fixed Route)

	3300 Prospect Avenue

700 Grand Boulevard
	3:58 p.m.
	7:01 p.m.
	Wait 9 min, walk 1 min, Bus # 71, walk 2 min 
	3:03
	0:33
	+2:30

	300 W Pershing Road

3500 Paseo Boulevard
	3:30 p.m.
	5:40 p.m.
	Wait 1 min, walk 9 min, Bus #53, walk 1 min
	2:10
	0:19
	+1:51

	5400 Blue Ridge Cutoff

2500 E 9th Street
	7:40 a.m.
	9:56 a.m.
	Wait 8 min, walk 2 min, Bus #28X, wait 3 min, Bus #109, walk 2 min
	2:16
	0:49
	+1:27

	300 W Pershing Road

1800 E 89th Terrace
	3:30 p.m.
	6:06 p.m.
	Wait 11 min, walk 9 min, Bus #54, walk 20 min
	2:36
	1:11
	+1:25

	3000 Baltimore Avenue

5700 Harrison
	1:20 p.m.
	3:13 p.m.
	Walk 5 min, MAX, wait 4 min, Bus #155, walk 8 min
	1:53
	0:34
	+1:19

	2000 E 12th Street

5200 Prospect Avenue
	1:46 p.m.
	3:35 p.m.
	Wait 4 min, walk 1 min, Bus #12, wait 7 min, Bus #71, walk 2 min
	1:49
	0:40
	+1:09

	3000 Main Street

600 W 87th Terrace
	1:30 p.m.
	3:29 p.m.
	Wait 6 min, walk 3 min, MAX, wait 5 min, Bus #156, walk 6 min
	1:59
	0:53
	+1:03

	6700 Booth Street

5200 Rockhill Road
	1:23 p.m.
	2:58 p.m.
	Wait 6 min, walk 1 min, Bus #163, wait 10 min, Bus #25, walk 4 min
	1:35
	0:46
	+0:49

	800 E 73rd Street

8300 E 99th Street
	1:12 p.m.
	2:45 p.m.
	Wait 16 min, walk 8 min, Bus #175, wait 2 min, Bus #258,  walk 2 min
	1:33
	0:48
	+0:45

	4800 E Linwood Blvd

500 W 46th Street
	5:25 p.m.
	6:57 p.m.
	Wait 2 min, walk 7 min, Bus #35, wait 9 min, Bus #39, walk 5 min
	1:32
	0:47
	+0:45

	4800 E Linwood Blvd

200 W 38th Street
	10:18 p.m.
	11:34 p.m.
	Wait 5 min, walk 9 min, Bus #35, walk 4 min
	1:16
	0:34
	+0:42

	6700 E 87th Street

1000 E 12th Street
	7:06 a.m.
	8:31 a.m.
	Walk 12 min, Bus #28X, walk 8 min
	1:25
	0:48
	+0:37

	500 W 89th Street

7500 Prospect Avenue
	8:30 a.m.
	9:45 a.m.
	Wait 5 min, walk 3 min, Bus #156, wait 18 min, Bus #175, walk 1 min
	1:15
	0:41
	+0:34

	6400 Prospect Avenue

800 Garfield 
	3:13 p.m.
	4:34 p.m.
	Wait 12 min, walk 4 min, Bus #163, wait 12 min, Bus #25, walk 2 min
	1:21
	0:53
	+0:28

	3000 Main Street

200 S Pleasant Street
	2:45 p.m.
	4:22 p.m.
	Walk 1 min, Bus #57, wait 10 min, Bus #24, walk 3 min
	1:37
	1:11
	+0:26

	3000 Main Street

600 W 87th Terrace
	1:45 p.m.
	2:57 p.m.
	Wait 7 min, walk 3 min, MAX, wait 2 min, Bus #156, walk 6 min
	1:12
	0:48
	+0:24

	6700 E 87th Street

1000 E 12th Street
	7:26 a.m.
	8:36 a.m.
	Wait 1 min, walk 12 min, Bus #28X, walk 8 min
	1:10
	0:49
	+0:21

	300 W Pershing Road

1800 E 89th Terrace
	3:50 p.m.
	5:17 p.m.
	Wait 11 min, walk 9 min, Bus #54, walk 20 min
	1:27
	1:11
	+0:16

	2400 NE 43rd Street

7500 Prospect Avenue
	6:12 a.m.
	7:45 a.m.
	Wait 7 min, walk 3 min, Bus #133, wait 7 min, Bus #71, walk 1 min
	1:33
	1:18
	+0:15

	2300 Holmes Street

8700 James A Reed Road
	3:35 p.m.
	5:05 p.m.
	Wait 20 min, walk 2 min, Bus #25, wait 10 min, Bus #28X, walk 9 min
	1:30
	1:25
	+0:05

	6700 Booth Street

3000 Chestnut
	2:15 p.m.
	3:30 p.m.
	Wait 24 min, walk 1 min, Bus #163, wait 9 min, Bus #71, walk 5 mini
	1:15
	1:10
	+0:05

	3000 Main Street

200 S Pleasant Street
	2:26 p.m.
	3:57 p.m.
	Wait 19 min, walk 1 min, Bus #57, wait 10 min, Bus #24, walk 3 min
	1:31
	1:30
	+0:01

	4300 Madison Avenue

10900 Fuller Avenue
	4:44 p.m.
	6:09 p.m.
	Wait 5 min, walk 1 min, Bus #51, wait 2 min, Bus #28X, walk 15 min
	1:25
	1:24
	+0:01

	1600 Prospect Avenue

7200 E 107th Terrace
	2:53 p.m.
	4:04 p.m.
	Wait 2 min, walk 1 min, Bus #71, wait 9 min, Bus #28X, walk 5 min
	1:11
	1:12
	- 0:01

	1800 E Front Street

1900 Hardesty Avenue
	12:22 p.m.
	1:41 p.m.
	Wait 31 min, walk 1 min, Bus #173, wait 15 min, Bus #12, walk 3 min
	1:19
	1:25
	- 0:06

	4800 N Tullis Avenue

7500 Prospect Avenue
	6:21 a.m.
	7:45 a.m.
	Wait 12 min, walk 7 min, Bus #132, wait 4 min, Bus #71s, walk 1 min
	1:24
	1:31
	- 0:07

	11800 Beacon Avenue

300 W Pershing Road
	5:38 a.m.
	6:55 a.m.
	Wait 15 min, walk 4 min, Bus #28X, wait 5 min, MAX, walk 6 min
	1:17
	1:27
	- 0:10

	1600 Orleans Circle

7500 Prospect Avenue
	6:06 a.m.
	7:45 a.m.
	Wait 55 min, walk 9 min, Bus #135, wait 2 min, Bus #71, walk 1 min
	1:39
	1:56
	- 0:17

	10000  Holmes Road

2400  Burlington Street
	3:15 p.m.
	4:35 p.m.
	Wait 35 min, walk 6 min, Bus #55, wait 2 min, Bus #142, walk 2 min
	1:20
	1:37
	- 0:17

	2900 NE Kendallwood Rd

4300 Madison Avenue
	9:45 a.m.
	11:40 a.m.
	Wait 32 min, walk 7 min, Bus #137, wait 34 min, Bus #121, wait 7 min, Bus #47, walk 9 min
	1:55
	2:25
	- 0:30

	7500 Prospect Avenue

16200 E 48th Terrace
	3:14 p.m.
	4:33 p.m.
	Wait 22 min, walk 1 min, Bus #71, wait 7 min, Bus #47, wait 9 min, Bus #251, walk 23 min 
	
	
	- 0:31

	5400 NW Barry Road

9500 Holmes Road
	3:10 p.m.
	4:33 p.m.
	Wait 8 min, walk 3 min, Bus #142, wait 3 min, Bus #25, walk 2 min
	1:23
	1:56
	- 0:33

	3300 S Sterling Avenue

8600 Ward Parkway
	10:18 a.m.
	11:41 a.m.
	Wait 34 min, walk 22 min, Bus #47, wait 11 min, Bus #51, walk 1 min
	1:23
	1:58
	- 0:35

	120 W Walnut Street

5700 N Brooklyn Avenue
	2:51 p.m.
	4:21 p.m.
	Wait 68 min, walk 13 min, Bus #71, wait 2 min, Bus #38, walk 10 min
	1:21
	2:00
	- 0:39

	9400 E 69th Street

15600 Woods Chapel Rd
	7:15 a.m.
	8:30 a.m.
	Wait 17 min, walk 18 min, Bus #28, wait 20 min, Bus #251, walk 19 min
	1:15
	1:56
	- 0:41

	11600 Holiday Drive

3300 Prospect Avenue
	6:35 a.m.
	7:48 a.m.
	Wait 50 min, walk 4 min, Bus #28, walk 4 min
	1:13
	1:58
	- 0:45

	1400 S Lees Summit Road

1600 Prospect Avenue
	7:55 a.m.
	9:18 a.m.
	Wait 51, walk 5 min, Bus #293, wait 8 min, Bus #24, wait 2 min, Bus #71, walk 1 min
	1:23
	2:09
	- 0:46

	1400 S Lees Summit Road

1600 Prospect Avenue
	7:56 a.m.
	9:12 a.m.
	Wait 50, walk 5 min, Bus #293, wait 8 min, Bus #24, wait 2 min, Bus #71, walk 1 min
	1:16
	2:08
	- 0:52

	1400 S Lees Summit Road

1600 Prospect Avenue
	7:54 a.m.
	9:10 a.m.
	Wait 52, walk 5 min, Bus #293, wait 8 min, Bus #24, wait 2 min, Bus #71, walk 1 min
	1:16
	2:10
	- 0:54

	2000 Poplar Avenue

15600 Woods Chapel Rd
	6:50 a.m.
	8:15 a.m.
	Wait 26 min, walk 8 min, Bus #12J, wait 4 min, Bus #121, wait 2 min, Bus #47, walk 17 min, Bus #251, walk 19 min
	1:25
	2:21
	- 0:56

	2000 Poplar Avenue

15600 Woods Chapel Rd
	6:50 a.m.
	8:15 a.m.
	Wait 26 min, walk 8 min, Bus #12J, wait 4 min, Bus #121, wait 2 min, Bus #47, walk 17 min, Bus #251, walk 19 min
	1:25
	2:21
	- 0:56

	1400 S Lees Summit Road

1600 Prospect Avenue
	7:55 a.m.
	9:08 a.m.
	Wait 51, walk 5 min, Bus #293, wait 8 min, Bus #24, wait 2 min, Bus #71, walk 1 min
	1:13
	2:09
	- 0:56

	9400 E 69th Street

15600 Woods Chapel Rd
	7:40 a.m.
	8:50 a.m.
	Wait 15 min, walk 18 min, Bus #28, wait 31 min, Bus #251, walk 19 min
	1:10
	2:06
	- 0:56

	2000 Poplar Avenue

15600 Woods Chapel Rd
	6:55 a.m.
	8:10 a.m.
	Wait 21 min, walk 8 min, Bus #12J, wait 4 min, Bus #121, wait 2 min, Bus #47, walk 17 min, Bus #251, walk 19 min
	1:15
	2:16
	- 1:01

	1000 Waverly

4200 S Noland Road
	9:43 a.m.
	10:56 a.m.
	Wait 30 min, walk 6 min, Bus #106, wait 2 min, Bus #28, wait 8 min, Bus #251, walk 19 min
	1:13
	2:17
	- 1:04

	15600 Woods Chapel Rd

7200 Lydia Avenue
	4:05 p.m.
	5:15 p.m.
	Wait 38 min, walk 19 min, Bus #251, wait 24 min, Bus #28, wait 7 min, Bus #171, walk 9 min
	1:10
	2:43
	- 1:33


Note: Street addresses rounded to nearest 100 block
Note: Fixed route travel time includes walking time at both ends of trip (measured at a 20 minute mile pace) and wait time (the amount of time between the SAF pickup time and the time needed to leave the point of origin in time to reach the bus stop for the next fixed route trip.

9.7 Findings

1. In a sample of trips from June 17 to 23, 2007, the review team computed an on-time performance for SAF of 95.8 percent.  This performance is slightly better than that reported by KCATA.

2. KCATA does not have a standard for on-time drop-offs for SAF service.  KCATA does not track the timeliness of drop-offs.

3. In a sample of trips from June 17 to 23, 2007, with requested drop-off times, the review team computed an on-time performance of 91.3 percent.  5.5 percent of all drop-offs were more than 10 minutes late, and 1.7 percent of all drop-offs were more than 30 minutes late.

4. KCATA has an absolute standard of 60 minutes for the maximum duration of a SAF trip.
5. KCATA does not regularly analyze the duration of its SAF trips.

6. In a review of a sample of long SAF trips (lasting 70 minutes or more), 13 trips (approximately 0.41 percent of all trips) had trip durations at least 30 minutes greater than their respective comparable fixed route trips.  This does not constitute a substantial number of significantly long trips compared to all trips provided.
9.8 Recommendations

1. KCATA should develop a performance standard for on-time drop-offs for trips with a requested drop-off time.  For many people, on-time drop-offs may be more important than on-time pickups.

2. KCATA should regularly monitor the proportion of trips that are greater than 1 hour.  It should also compare the travel times of long SAF trips to their respective comparable fixed route trips.  KCATA should also monitor long trips to determine whether there is a pattern to these trips, e.g., same origin and/or destination, same time of day.

10 Resources

The review team reviewed KCATA’s equipment, staffing, and funding of SAF service to identify limits in capacity to provide ADA complementary paratransit service.

10.1 Budget Process

KCATA funds its services based on a fiscal year that is concurrent with the calendar year, ending on December 31.  The budget process for SAF and other KCATA departments begins in late July for the following fiscal year.

Preliminary sheets presenting expenditures against the budget for the first 5 months of the current year are used as a baseline for review and development of the budget for the following year.  The preliminary budget is adjusted to reflect over-runs and under-runs and is updated periodically.  Among the considerations in adjusting the budget are demand for service, per-trip operating costs, fuel costs, and management and administrative staffing.

The future year demand for service is based on a review of historic trip demand for approximately the most recent seven years.  Included in the passenger trip data are all SAF trips, including ADA complementary paratransit trips, senior trips, Medicaid trips, and other trips.  Until 2004, KCATA did not explicitly track the number of completed SAF trips.  To track trends in trips for earlier years, KCATA used trips booked by customers as a proxy for completed trips.  The travel trends are used to develop a straight line projection of passenger trips for the upcoming year.  This projection has been adjusted for a proposed fare increase, more rigorous eligibility assessments and changes in the service area created by modifications fixed routes.

Table 10.1 presents historic data and projections for 2007 based on the first five months of the year, and the working budget for 2008, as of September 2007. 

Table 10.1 – SAF Travel Demand and Budget History
	Year
	Passenger Trips
	Budget

	
	Booked Trips
	Completed Trips
	Change
	Cum Change
	Budget
	Change
	Expended
	Change

	2003
	
	
	
	
	$5,329,647
	3.3%
	$4,091,208
	-6.3%

	2004
	214,176 
	
	
	
	$4,505,737
	-15.5%
	$4,298,755
	5.1%

	2005
	236,375 
	
	10.4%
	10.4%
	$5,263,258
	16.8%
	$4,762,363
	10.8%

	2006
	259,939 
	252,606
	10.0%
	21.4%
	$5,709,585
	8.5%
	$5,643,637
	18.5%

	2007
	
	264,322
	4.6%
	27.0%
	$5,958,565
	4.4%
	$5,940,554
	5.3%

	2008
	
	262,000
	-0.9%
	25.9%
	$6,834,713
	14.7%
	
	


      2007: Projected based on data for 5 of 12 months

      2008: Working Estimates

At the time of the onsite review, KCATA was proposing an increase in SAF fares from $2.00 to $2.25 in 2008.  The then-current full fixed route fare was $1.25.  Additionally, KCATA planned to introduce functional assessments in 2008 for new applicants and for recertification of currently eligible ADA complementary paratransit customers.  KCATA plans to recertify currently eligible customers every three years with one-third of customers recertified during each year during a three-year transition period.  KCATA attributed an $824,000 reduction in the SAF budget in 2004 to closer adherence to ADA guidelines
According to KCATA managers, current trip costs are approximately $20 per trip.  Less the $2 per trip in revenue, net costs are approximately $18 per trip.  Fuel cost adjustments are addressed through a provision in the contracts with the service operators.

The updated department budget, with justification for changes, is submitted to KCATA’s Budget Department in late August.  The departmental budgets then go through several iterations of review by the budget office and revisions by the submitting departments.  The iterations continue until the department budgets are accepted by senior management.  The budget is then approved by the budget director, deputy general manager, and the general manager.  The budget is then submitted to the Board of Commissioners for approval in November or December.  Board approval sometimes lags until January.

10.2 Operating Resources

Funding

Based on 2007 projected funding the proportionate contribution for SAF funding from the various funding sources is as presented in Table 10.2.  As indicated in the table, even with diversity in funding from a number of sources, SAF is fairly dependent on local government to finance its operations.
Table 10.2 – Distribution of SAF Funding by Source
	Funding Source
	% of Total

	Fares
	8.1%

	Medicaid
	13.7%

	Other Federal
	19.7%

	
	Preventive Maintenance       16.7%
	

	
	Job Access                             1.5%
	

	
	MARC                                   1.5%
	

	State
	1.3%

	Local
	57.2%


Staffing

Currently, the assistant to the director of ADA compliance and customer relations handles nearly all aspects of SAF’s eligibility determination process.  As discussed in Section 6 (“ADA Complementary Paratransit Eligibility”), she grants either temporary or unconditional eligibility to all who apply for ADA SAF service.  Both she and the director understand the need to start conducting functional assessments as part of the eligibility determination process.  They indicated that KCATA would conduct assessments for all new applicants.  KCATA would also recertify all existing certified individuals, of which a portion would also have functional assessments.  This would require contracting for professionals skilled in these assessments, or (less likely) hiring staff to conduct the assessments.

As discussed in Section 7 (“Telephone Access”), during the sample week analyzed by the review team, SAF coordinators answered only 64 percent of incoming calls within 4.5 minutes.  At peak times, average hold times were significantly longer.  To improve performance, KCATA would have to increase the number of coordinators.

In addition, KCATA does not have coordinators working on certain holidays and does not accept trip requests on those days.  KCATA can choose to accept trip requests by an answering machine; or it could have coordinators accepting those trip requests.  In the latter case, KCATA would need additional staffing for these days.
KC Taxi and Checker appear to have sufficient staff for their respective current SAF work.  At peak service, each vendor has over 30 SAF runs.  Generally, a skilled dispatcher can handle 20 to 25 vehicles on the road.  However, review team members observed dispatchers for both vendors and it appeared that they were able to handle the operations.

Both KC Taxi and Checker have contracts with other public and private agencies.  If requested, managers at both vendors said that they could have additional staff to accommodate additional SAF service.

Equipment and Facilities

The KCATA facility used for SAF appears appropriate for current operations.  In the SAF office, there are six workstations for coordinators.  An expansion of SAF staff, such as for additional coordinators, may require additional space and would require additional workstations.  As discussed in Section 7, the telephone system and number of phone lines are not a constraint in limiting SAF service.

The facilities of KC Taxi and Checker appeared to be sufficient for the current their respective current SAF operations.  A Checker staff member involved with SAF operations commented that the connection to the KCATA server (for the Navigator software and data) was slow and erratic.  An improvement to the connection would help both the vendors and KCATA.

The KC Taxi fleet consists of 38 wheelchair accessible vehicles and 60 vehicles that are not wheelchair accessible.  At the time of the review team’s site visit, the average (mean) age of the wheelchair-accessible vehicles was 6.2 years; five of the vehicles were 8 or more years old.  The average age of the non-accessible vehicles was 6.0 years; 18 of the vehicles were 8 or more years old.

The Checker fleet consists of 37 vehicles, none of which are accessible for use by people who use wheelchairs.  All but three of the 37 vehicles were 8 or more years old, and the average age of the Checker fleet was 9.4 years.  Both fleets, particularly the Checker fleet, are quite old for paratransit operations.  The average age for a paratransit fleet tend to be 3 to 6 years.

Both KC Taxi and Checker managers said that they could allocate additional vehicles to SAF service to handle additional ridership.

10.3 Findings

1. The methodology that KCATA uses to determine its budget for SAF service appears reasonable.  The one potential concern is the occasional lag of approval by the KCATA Board (which applies to the entire agency’s budget), sometimes into January, after the start of the fiscal year.

2. KCATA intends to include functional assessments as part of its eligibility determination process for ADA SAF service.  KCATA was also planning to recertify all of its ADA-eligible riders during calendar year 2008.  KCATA does not currently have the professional expertise to conduct these assessments.  KCATA would need to contract for professionals skilled in these assessments, or hire staff to conduct the assessments.

3. KCATA does not have sufficient SAF coordinator staff to provide acceptable service for answering phone calls in a timely manner.  To improve telephone performance, KCATA would have to increase the number of coordinators.

4. According to a Checker staff member, the connection to the KCATA server for the Navigator software and data was slow and erratic.

5. The average (mean) age of the KC Taxi fleet was 6.2 years.  The average age of the Checker fleet was 9.4 years.  These fleets are quite old for paratransit operations, which tend to have average ages of 3 to 6 years.

10.4 Recommendations
1. KCATA should develop a plan to hire or contract for professionals who would be able to conduct functional assessments as a component of future ADA SAF eligibility determinations.

2. KCATA should increase the number of coordinators.

3. KCATA should investigate the connections from its server to its SAF vendors.  It should determine whether there is an issue with the speed and reliability of the connections.  If so, it should consider remedies to improve the connections.

4. KCATA should monitor the incidence of maintenance issues with the vehicles that KC Taxi and Checker use for SAF service.  If vehicle performance or availability becomes less reliable, it should encourage the vendors to turn over their fleets with newer vehicles.  In future contracts, KCATA may consider mandating a maximum average age for the vendor fleet, as well as a maximum age for any vehicle in service.
� There are similar instances in the trip duration analysis where estimates are used, but similar explanations of the process are not provided.  Similar conclusions regarding accuracy apply to each of those steps as well.  Again, this analysis is only meant to give an indication of whether or not there are substantial numbers of significantly long trips.
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