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1. Introduction

1.1 Overview of the Review

The Federal Transit Administration (FTA) is responsible for ensuring compliance with the Americans with Disabilities Act of 1990 (ADA) and the U.S. Department of Transportation (DOT) regulations (49 CFR Parts 27, 37, and 38) that implement this civil rights law.  As part of its compliance efforts, FTA, through its Office of Civil Rights, conducts periodic reviews of fixed route transit services operated by grantees.  In a letter dated March 3, 2008, FTA notified Kitsap Transit that a fixed route review had been scheduled and would be conducted within 120 days of the date of the letter.  The FTA notification letter also explained that the review would consider:

· On-board stop announcements

· Route identification efforts

The requirements for stop announcements and route identification are set forth in 49 CFR §37.167:

(b) On fixed route systems, the entity shall announce stops as follows:

(1) The entity shall announce at least transfer points with other fixed routes, other major intersections and destination points, and intervals along a route sufficient to permit individuals with visual disabilities to be oriented to their location.

(2) The entity shall announce any stop on request of an individual with a disability.

(c) Where vehicles or other conveyances for more than one route serve the same stop, the entity shall provide a means by which an individual with a visual impairment or other disability can identify the proper vehicle to enter or be identified to the vehicle operator as a person seeking to ride on a particular route.

Planners Collaborative, Inc. of Boston, MA and TranSystems of Medford, MA conducted the review.  Russell Thatcher of TranSystems served as the review team leader.  David Chia of Planners Collaborative served as a second review team member.  Monica McCallum, the FTA Civil Rights Officer in the Region X Office, also assisted with the review.
The stop announcement and route identification field work began Monday, April 21, 2008, and continued on Tuesday, April 22.  The opening conference took place on Wednesday, April 23, 2008.  The following individuals attended the opening conference:

Richard Hayes

Executive Director, Kitsap Transit
Jeff Cartwright
Human Resources Director, Kitsap Transit

Trudy Stacy

Customer Service Manager, Kitsap Transit

Colby Swanson
Vehicle and Facility Maintenance Director, Kitsap Transit

Rob Riner

Training and Education Coordinator, Kitsap Transit

Jeff McGarvey

Training Specialist, Kitsap Transit

Ellen Gustafson
Director of Access, Kitsap Transit

Monica McCallum
Civil Rights Officer, FTA Region X Office
Russell Thatcher
TranSystems Corp.
David Chia

Planners Collaborative

David Knight of the FTA Office of Civil Rights in Washington, D.C. participated in the opening conference via telephone.
Mr. Knight opened the meeting by thanking Kitsap Transit for being available on short notice to assist with the review.  He noted that the review team had been on site since Monday, April 21.  He explained that reviews of on-board stop announcements were conducted by providing a general timeframe for the review, having the review team make initial observations, and then notifying the agency and requesting an opening conference.  This process was used to ensure that the patterns of stop announcements would not be influenced by the transit provider knowing when the FTA review team was on site.

Mr. Knight summarized the purpose of the review.  He noted that the review team would make every effort to not disrupt Kitsap Transit’s services and invited Kitsap Transit staff to contact him directly if there were any questions or concerns.
Mr. Knight noted that FTA viewed the review not just as part of its overall ADA compliance effort but also as a chance to provide technical assistance on ADA issues.  He indicated that the on-site team had significant experience with the implementation of ADA transportation requirements and was available to answer any questions from Kitsap Transit staff or to offer suggestions on addressing any issues that Kitsap Transit might have.

Mr. Thatcher summarized the activities of the review team for the previous two days.  These activities consisted of field observations of stop announcements on Kitsap Transit bus routes.  Activities also included waiting at stops used by multiple bus routes and observing route identification efforts.  Mr. Thatcher then presented a proposed schedule of meetings with Kitsap Transit staff for Wednesday and Thursday, April 23 and 24.  Attachment A includes a copy of the review team’s on-site schedule.

During the remainder of that day and the following morning, review team members met with various Kitsap Transit senior staff to gather information about Kitsap Transit policies and procedures for stop announcements and route identification.  They interviewed staff regarding operator training, operator performance monitoring, and operator discipline.  They reviewed procedures for maintaining public address and stop announcement equipment.  They interviewed staff about the process used by Kitsap Transit to record rider comments and complaints and examined recent comments and complaints regarding stop announcements and route identification.  They also interviewed 10 Kitsap Transit bus operators.

On April 24, review team members finished compiling the data from their field observations and prepared preliminary findings for presentation at the exit conference that afternoon.  Those present at the exit conference were:

Richard Hayes

Executive Director, Kitsap Transit
Jeff Cartwright
Human Resources Director, Kitsap Transit

Trudy Stacy

Customer Service Manager, Kitsap Transit

Colby Swanson
Vehicle and Facility Maintenance Director, Kitsap Transit

Rob Riner

Training and Education Coordinator, Kitsap Transit

Ellen Gustafson
Director of Access, Kitsap Transit

Monica McCallum
Civil Rights Officer, FTA Region X Office

Russell Thatcher
TranSystems Corp.

David Chia

Planners Collaborative

David Knight of the FTA Office of Civil Rights participated in the exit conference via telephone.  Mr. Knight began the exit conference by thanking Kitsap Transit staff members for their cooperation and assistance with the review.  He indicated that a draft report would be prepared and forwarded to Kitsap Transit for review and comment.  Kitsap Transit would have 30 days to comment on the draft report.  Kitsap Transit’s comments on the draft would then be incorporated into a final report.  Mr. Knight noted that once the report became a final document, it would be subject to release in response to Freedom of Information Act (FOIA) requests and posted on FTA’s web site.
Mr. Knight noted that the draft report would contain findings as well as recommendations.  The findings would need to be addressed by Kitsap Transit.  The recommendations would be included for Kitsap Transit’s consideration in addressing the findings.  Since the process of finalizing the report would take several months, Mr. Knight encouraged Kitsap Transit to begin addressing findings that were presented at the exit conference.
The review team then presented the preliminary findings and recommendations from the on-site visit.  Section 2 of this report summarizes the review team’s findings and recommendations.  Section 3 describes Kitsap Transit’s efforts to comply with the regulations, including written policies and procedures, operator training, compliance-monitoring efforts, and equipment and equipment maintenance procedures.  Section 4 presents the review team’s observations, analysis, and findings related to on-board stop announcement performance.  Section 5 includes observations, analysis, and findings regarding route identification performance.

A draft report was sent to Kitsap Transit on January 15, 2009.  Kitsap Transit responded with proposed corrective actions on February 13, 2009 and did not have any comments on the draft report.
1.2 Overview of Kitsap Transit
Kitsap Transit is a Public Transportation Benefit Area Authority (PTBAA) established by the voters in 1982.  Kitsap Transit’s initial mission was to provide public transportation services in the greater Bremerton and greater Port Orchard areas of Kitsap County.  Since its formation, Kitsap Transit has expanded through a number of annexations to cover the entire county.  Included in the service area are the communities of Bremerton, Port Orchard, Silverdale, Poulsbo, Suquamish, Indianola, and Kingston, as well as Bainbridge Island.  The National Transit Database (NTD) profile for Kitsap Transit shows that the service area is 396 square miles with a population of 237,000 people.
Kitsap Transit provides a variety of transit services.  These include:

· Fixed route bus service that operates on 44 routes

· Paratransit service (known as ACCESS)
· A Rideshare program composed of worker/driver buses (subscription or bus pool service), vanpools, a county-wide Rideshare vehicle registration service and participation in the Regional Ridematch Program
· A park-and-ride lot system with approximately 2,459 spaces
· A passenger-only ferry (“foot ferry”) service between Bremerton and Port Orchard
· Transit-oriented developments to produce the best and highest transit use of real property and to contribute to the smart-growth development of Kitsap County, especially the urban areas
Kitsap Transit, as the Transit Demand Management lead for Kitsap County, also works actively with local governments and state agencies to promote its service and other alternatives to the single occupancy vehicle, including pedestrian/bicycle facilities, transit-preference signal pre-emption and land-use patterns that support non-motorized travel and transit.
The agency is governed by a Board of Directors whose members include three County Commissioners (one from the north part of the county, one from the central, and one from the south), the mayors of Bremerton, Port Orchard, Bainbridge Island or Poulsbo, and two members of the Bremerton City Council.

Kitsap Transit is funded primarily by a local sales tax, which made up 83 percent of funding in 2006.  Farebox revenues accounted for 11 percent of funding.  Other income accounted for the remaining 6 percent.
The fixed route bus service is directly operated by Kitsap Transit.  Kitsap Transit maintains three garages—Poulsbo in the north, Bremerton in the central county, and Port Orchard in the south.  The agency’s headquarters are at 60 Washington Avenue in Bremerton.
The fixed route bus system is divided into four operating areas—the South County area, which includes Port Orchard, Manchester and Southworth; the Central County area which includes Bremerton and Silverdale; the North County area, which includes Poulsbo, Suquamish, Indianola and Kingston; and Bainbridge Island.  The fixed route bus system connects the major communities in the county and also links the communities to five ferry boat terminals.

Kitsap Transit’s fixed route bus service has 10 transfer centers.  This includes the Bremerton Transportation Center (BTC), East Bremerton Transfer Center (EBTC), West Bremerton Transfer Center (WBTC), and Kitsap Mall in the Central County area.  In the South County, the transfer centers include the Port Orchard Ferry Dock, Town Square Mall, and Southworth Ferry Terminal.  In the North County area, there is the Poulsbo Transfer Center and the Kingston Ferry Terminal.  And on Bainbridge Island there is the Bainbridge Island Ferry Terminal.
The fixed route system also includes seven advertised transfer points.  These are at the Annapolis Ferry Dock in Port Orchard, the Port Orchard Wal-Mart, the Agate Pass Park and Ride and the Suquamish Park and Ride in Suquamish, the McWilliams Park and Ride in Bremerton, the George’s Corner Park and Ride on Hansville Road near Kingston, and the Christ Memorial Park and Ride in Poulsbo.
Kitsap Transit operates a fleet of 93 fixed route buses.  A total of 3,496,659 unlinked passenger trips were provided on fixed route buses in 2006.  The Rideshare program, which includes 116 active vanpools, 41 active VanLink vans, with 199 vans in the fleet, carried 303,971 passengers in 2006.  Another 26 Worker/Driver routes, subscription bus service with 32 buses, carried 362,080 in 2006.  The contracted ferry boat service operates with two boats and transported 453,462 passengers in 2006.
1.3 Consumer Input

In the experience of the FTA Office of Civil Rights, input from people who use transit, such as riders of Kitsap Transit’s services, and particularly those who rely on stop announcements and route identification, can be helpful in conducting reviews.  The input assists the reviewers in identifying specific problem areas to be addressed during the course of the review.  In addition, the input provides anecdotal support for observations made by the reviewers and conclusions drawn from the reviewers’ analyses.  The review team gathered consumer input from three sources: (1) formal complaints on file with FTA, (2) consumer and agency representative interviews, and (3) Kitsap Transit’s customer comment/complaint records.
Formal Complaints
There were no formal ADA complaints on file at FTA regarding the fixed route service operated by Kitsap Transit.

Agency and Rider Comments

Prior to the on-site visit, review team members conducted telephone interviews with 10 individuals who use the Kitsap Transit service or who work for agencies that serve persons with disabilities who use the service.  This included five persons with vision disabilities who ride the system and five representatives of agencies that serve persons with vision, cognitive or other disabilities.
The input received regarding on-board stop announcements is detailed in Section 4.1.  Input on vehicle/route identification is provided in Section 5.1.

Kitsap Transit Complaint Process and Complaint Review

Customers wishing to file a comment or complaint can call one of Kitsap Transit’s Customer Service Offices.  One office is located in Bremerton and the other is in Port Orchard.  Customers can also file a comment or complaint by filling out a Customer Comment Form through the Kitsap Transit website.  They can also send an e-mail to the Customer Service Office.  Comments and complaints are also sometimes received by staff in other departments.

All comments and complaints received through the Customer Service Offices or filed online are forwarded to the customer service manager.  She reviews them and then forwards them to the appropriate departments for investigation and handling.  It was noted that comments and complaints regarding stop announcements are typically forwarded to the Operations Department.

Kitsap Transit’s goal is to perform an initial review of all complaints within five to seven days and to make initial contact with complainants within a week.  A further goal is to investigate and develop a final resolution to each complaint within 15 working days.

When complaints are forwarded to departments, they are first reviewed by administrative staff.  A staff member checks route, bus, time, or other information that allows for identification of employees involved.  This then allows the correct supervisor to be identified: one of the three area managers (North—Poulsbo, Bainbridge Silverdale; Central—Bremerton, Silverdale; or South—Port Orchard, Manchester).  The complaint is then forwarded to the appropriate supervisor to be handled.  Supervisors have discretion to investigate and handle complaints as they deem most appropriate.  Supervisors typically re-check the time, route, and bus information to be sure that the correct employee (if applicable) has been identified and typically speak with the vehicle operator involved and review agency policies regarding stop announcements.  The receipt of complaints might also trigger monitoring of an operator’s performance.  If necessary, the supervisor contacts the training staff to arrange for appropriate retraining.  Retraining might involve take home exams about specific policies or one-on-one reviews of policies and procedures.  Issues raised frequently are also made a part of “Advanced Driver Training” or other retraining efforts.

A cover sheet is attached to all complaints received.  This cover sheet indicates the date received, the deadline by which it is to be handled, and the date that contact is made with the complainant.  At the time of the on site review, Kitsap Transit staff noted that they were working on linking databases in the Customer Service Office and in other departments to better track all complaints from receipt to final resolution.
Responses can be by phone or in writing.  Typically, personal responses by phone are made.  The staff person who contacts the customer typically apologizes for the problem encountered, notes what has been done to address the problem, and indicates that the agency will try to do better in the future.  Discounts on the next monthly pass are also sometimes offered.
Kitsap Transit received a total of 338 complaints in calendar year 2006 and 377 complaints in 2007.  It also received about 150 commendations each year.  Since 2006, two of these complaints have been related to stop announcements or route identification:

In January 2007, a rider called with a concern “that some drivers do not call out stops at all when driving a route, especially when it is dark or the windows are foggy and hard to see where you are.”  According to Kitsap Transit records, the area manager called this rider to confirm that operators are required to call stops.  He also told her that he would place a note about calling stops in the weekly Operations Bulletin.  As noted above, this rider was contacted and interviewed by the review team, and she indicated that stop announcements improved after she filed her complaint.
In November 2006, a rider e-mailed Kitsap Transit: “Only sometimes do the bus drivers at night on route #90 say the name of the stops on Bainbridge Island.  The bus driver on 11/6 did not and a handful of people almost missed their stop.  This is ridiculous considering that it is pitch black outside and Bainbridge has such poor lighting on 305…”  The area manager responded by e-mail: “I would like to thank you for bringing to our attention that the drivers are not calling stops on Hwy 305.  This is a requirement of the drivers and I have taken steps to correct the problem.  When a supervisor is on the bus they always call the stops and there is no way of knowing if they comply with this requirement without this type of input.  If this is still not being done or if it is not consistent, please contact me directly…”
The review of the process and relevant complaints indicated that Kitsap Transit tracks, investigates and responds to rider complaints in an appropriate and timely way.  It also indicated relatively few complaints regarding stop announcements or external route identification.
2.
Summary of Findings

This following summarizes the findings from this review with details provided in the subsequent chapters. Findings should be used as the basis for any corrective actions proposed by Kitsap Transit.  Recommendations (also in subsequent chapters) are provided for Kitsap Transit’s consideration in developing corrective actions.

A.
Stop Announcement and Route Identification Requirements
1. For some routes, the “Called Stops Lists” that list the minimum set of stops to be announced by bus operators do not appear to include important major intersections, destination points, or stops at intervals sufficient to permit individuals to be oriented to their location. 

2. Kitsap Transit’s policy and training regarding route identification is inconsistent and does not fully address the DOT regulatory requirements.  The written policy focuses on alerting waiting passengers at transfer centers that all buses are about to depart and on informing riders already on buses of the route and destination.  The written policy does not clearly indicate that bus operators should make external announcements of route and destination information to waiting passengers at transfer centers who are outside of the vehicles, as well as at all other stops that serve more than one route.  The training materials are more consistent with the regulatory requirement, but interviews with bus operators indicated that they tend to follow the written policy rather than the training materials.

3. Bus operators appear to need additional training in using the external speakers for external route announcements.

4. Kitsap Transit has a very active and extensive program for monitoring stop announcement compliance.  The guest rider monitoring arranged through WSTA is, in particular, innovative and an industry best practice.

5. Additional monitoring is needed for external route identification compliance (for benefit of people waiting at the bus stop).  The current monitoring efforts appear to focus largely on internal on-board stop announcements.  The WSTA guest rider monitoring addresses both on-board stop announcements and external route identification compliance, but other Kitsap Transit monitoring efforts do not.

6. Kitsap Transit started using its Positive Performance Counseling System (PPCS) in early 2008 to encourage compliance with stop announcement policies.

7. Equipment on newer buses allows bus operators to operate PA microphones with a foot pedal, which provides for hands-free microphone operation.  This equipment is planned for all future bus purchases.

8. Kitsap Transit does a very good job of maintaining PA systems in working condition.  The PA systems are included on Schedule A maintenance work orders and are checked and serviced regularly.

9. While bus operators are required to inspect PA systems as part of the pre-trip inspection process, the PA system is not included on the Pre-Trip Inspections Report form.
B.
Stop Announcements

1. The review team’s observations of on-board stop announcements found that announcements complied with the DOT regulatory requirement on 23 of the 39 route segments observed (59 percent).

2. In the North County operating area, on-board stop announcements were found to comply with DOT regulatory requirements on only four of the nine route segments observed (44 percent).  In the Central County and South County areas, on-board stop announcements were in compliance with DOT regulations on 19 of the 30 route segments monitored (63 percent).

3. PA systems were used to announce only 28 percent of the stops announced by vehicle operators driving larger (35' and 40') buses.  When PA systems were used, stop announcements were audible 92 percent of the time.  When they were not used, stop announcements were audible only 87 percent of the time.

4. All on-board stop announcements observed on smaller (shorter than 35') buses were made without the PA systems.  Still, 95 percent of these announcements were audible.  Voice (non-PA) announcements seemed appropriate for these smaller vehicles.

5. Kitsap Transit bus operators were observed to announce all stops requested by riders.

6. Kitsap Transit bus operators often announced stops that were not on the required lists.  In some cases, they announced other stops instead of the ones on the required lists.

7. As noted in Section 3, the Kitsap Transit required stop announcement lists for some routes do not appear to include important major intersections, destination points, or stops at intervals sufficient to permit individuals to be oriented to their location.

8. Kitsap Transit bus operators were observed to make on-board stop announcements in a timely way, typically about one-half to one block before the stops.

9. According to Kitsap Transit management staff, some vehicle operators in the North County area report that, because they often know all of the riders on-board, they tend to only announce stops upon request or if they notice a rider who has a very apparent vision disability.
C.
Route Identification
1. The review team observed only four route identification announcements in 108 observations, meaning that only 4 percent of observed instances complied with DOT ADA regulatory requirements for making route identification announcements.

2. Bus operators made other announcements concerning bus routes.  Several times at the West Bremerton Transfer Center, an operator stood at the platform and announced that all buses were about to leave.  On several buses, the operators announced the route number to passengers already inside the bus—sometimes before leaving a transfer center, sometimes shortly after leaving the transfer center.  While these announcements could be helpful to some passengers, they do not meet the requirements of Section 37.167(c) of the DOT ADA regulations.
3.
Stop Announcement and Route Identification Compliance Efforts

The DOT ADA regulations require announcement of stops to passengers on transit vehicles and identification of transit routes to people waiting at stops.  Specifically, the regulations state:

Stop Announcements, 49 CFR §37.167(b):

On fixed route systems, the entity shall announce stops as follows:

(1) The entity shall announce at least at transfer points with other fixed routes, other major intersections and destination points, and intervals along a route sufficient to permit individuals with visual impairments or other disabilities to be oriented to their location.

(2) The entity shall announce any stop on request of an individual with a disability.

Identifying Vehicles and/or Passengers, 49 CFR §37.167(c):

Where vehicles or other conveyances for more than one route serve the same stop, the entity shall provide a means by which an individual with a visual impairment or other disability can identify the proper vehicle to enter or be identified to the vehicle operator as a person seeking a ride on a particular route.

This section of the report presents information about Kitsap Transit’s efforts to comply with the regulations requiring that operators announce stops and identify routes to fixed route bus customers.  The review examined:
· Kitsap Transit policies and procedures

· Kitsap Transit operator training practices and written materials
· Kitsap Transit monitoring and disciplinary procedures

Prior to the site visit, review team members received written information from Kitsap Transit on its policies and procedures for stop announcements and route identification as well as copies of completed monitoring reports.  Kitsap Transit also provided copies of its operator bulletins.
While on site, review team members interviewed Kitsap Transit managers, supervisors and bus operators about training, monitoring, and stop announcement and route identification efforts.
3.1
Policies and Procedures 

Kitsap Transit Stop Announcement Policies and Procedures

Kitsap Transit’s policy regarding on-board stop announcements is detailed in the Kitsap Transit Operator Handbook, Revised: August 8, 2004 (also known as The Greenbook).  In a section titled “Calling Stops” on page 4-2 of The Greenbook, it states that:
In accordance with the Americans with Disabilities Act (ADA), operators are required to call out all major intersections, frequently used bus stops, requested bus stops, and points of interest along each route.  Points of interest could include time points, popular stores, hospitals, churches, or natural landmarks.  Refer to the Called-Stops List in Appendix E.  These are the minimum number of stops to be called out.  Operators with superior customer service skills will identify other locations that would be helpful to passengers.  A good rule of thumb:  When In Doubt, Call It Out.

A copy of page 4-2 of The Greenbook, which details the stop announcement policy, is provided in Attachment B.  This policy is generally consistent with the DOT ADA requirement that requires stops to be announced at transfer points, major intersections, destination points, intervals along the route sufficient to allow riders to be oriented to their location, and when requested.

The “Called Stops List,” provided in an appendix of The Greenbook, lists the stops that are to be called, at a minimum, on each route.
A review of the Called-Stops List indicated that on some routes only a few stops are listed.  In some cases, there are several miles between the listed stops to be called.  In other cases, major intersections or more important points of interest are omitted.  For example, on Route #23, the bus travels about three miles and makes several turns on major streets between the East Bremerton Transfer Center and the Tracyton Store without any announcements.  The Tracyton Store is the first announcement on this route.  On this same route, there is also a distance of about two-and-a-half miles and several turns between the last scheduled announcement at the Safeway on McWilliams Rd. and the end of the route.  On Route #12, it is about three miles from the West Bremerton Transfer Center to the Naval Hospital, the first scheduled announcement on the route.  While some of this distance is on limited access roadway, the bus makes turns on and off the highway as well as in the neighborhood of the Naval Hospital.  These and other routes were discussed with Kitsap Transit staff.  They noted that the Called-Stops List was developed several years ago with vehicle operator input.  They agreed that it was probably time to review and update the lists.  It was suggested that the review and update be done with input from riders with disabilities as well as vehicle operators.

Kitsap Transit also provided documentation of two recent operator reminder notices of the stop announcement policy.  In the June 2007 edition of the agency’s Operations Bulletin, the operations director noted that his recent, personal observations of fixed route service indicated that vehicle operators only were calling out about half of the stops required in The Greenbook.  The bulletin then goes on to say “Please remember that calling out stops is not an option, but a requirement— even on FTH routes” [emphasis included].  Also, a memorandum sent by the Human Resources Director to all fixed route vehicle operators on January 28, 2008 reminded operators to call stops in accordance with The Greenbook instructions and the Called Stops List.  The memo also asked all operators to sign a “Receipt of Handbook Form” acknowledging that they had received the latest version of the Operator Handbook.  The memorandum also noted that “Kitsap Transit continues to reserve the right to ensure compliance with federal law by using various measures, including, but not limited to, internal supervisor ride-checks, secret shoppers and surveillance ride checks.  Operators who fail to comply with the ADA may be subject to Kitsap Transit’s current discipline system.”  (See Section 3.3 for a discussion of the various types of monitoring conducted by Kitsap Transit).
Kitsap Transit Route Identification Policies and Procedures

Kitsap Transit’s policy regarding route identification is detailed on page 4-1 of The Greenbook, in the “Calling Departures” section, which states:

Operators will call out departures from transfer centers, using the following guidelines:
1. At WBTC, the #26 Westpark operator will announce the departure of all coaches, using the external PA system.  Operators will say “Kitsap Transit departing West Bremerton Transfer Center immediately.”
2. At EBTC, the #25 Eastpark operator will announce the departure of all coaches, using the external PA system.  Operators will say “Kitsap Transit departing Wheaton Mall Transfer Center immediately.”
3. At BTC, the #11 Express, the #26 Westpark, and the #25 Eastpark operators will announce the departure of all coaches, using the external PA system.  Operators will say “Kitsap Transit departing Downtown Transfer Center immediately.”
4. At Kitsap Mall, the #34 will announce the departure of all coaches, using the external PA system.  Operators will say “Kitsap Transit departing the Kitsap Mall immediately.”
Operators at all Transfer Centers will give passengers ample time (30 seconds prior to scheduled departure time) to get to their buses and will call the name of the route their bus is serving as they depart each transfer point.  This is especially important if you are changing from one route to another.

The first part of this policy is intended to provide a general alert to all persons who may be at the transfer centers that buses are about to depart.  The second part of the policy, which requires operators to call out the name of their route as they are departing, addresses the regulatory requirement to have a system that permits riders to identify the vehicle and route they want to use.  This second part of the policy does not fully address the intent of the regulations in two important ways.

First, the policy is written to require route identification announcements only at transfer centers.  While most transfers between routes in the Kitsap Transit system occur at transfer centers, there are other transfer points and stops that serve more than one route.  The policy should be expanded to require operators to call out the name of the route not only at transfer centers but to any individuals who may be waiting at stops that serve more than one route.

Second, while Kitsap Transit staff indicated that the policy is meant to require external announcements to riders waiting at the transfer centers, it appears to have been interpreted by operators to confirm the route information with riders who are already on the bus just before departure.  As noted later in this report, operators who made these route identification announcements typically did so only to riders on the bus as they were closing the door and departing.  Route information was not announced externally to riders waiting on the platforms of the transfer centers to assist them in getting to the buses they needed to use.  The policy should therefore be amended to require that operators also provide route information to individuals waiting at transfer centers or other stops that serve more than one route to assist them in finding the buses that they need to board.
3.2
Operator Training

A member of the review team met with Kitsap Transit’s training staff to discuss how stop announcement and route identification information is incorporated into operator training.  Copies of training materials and the training syllabus were also obtained and examined.

All new fixed route vehicle operators at Kitsap Transit receive at least four weeks of training.  One full day of this training is dedicated to customer service and ADA issues.  This includes general customer service skills, ADA requirements, and disability awareness.  Requirements related to stop announcements and route identification, and instructions for meeting these requirements, are covered in this portion of the training.

Stop announcement and route identification requirements and procedures are covered in a module titled “Elderly Customers and Customers With Disabilities.”  This module and other training materials were obtained by Kitsap Transit from the Transportation Safety Institute.  Relevant pages of this module are provided in Attachment C.  Page 3-64 of this module notes that “Bus operators are required under the ADA regulation to announce stops.”  The material indicates that operators should announce:

· Bus and route number to customers standing outside of the bus

· Stops

· Transfer points

· Points of interest

· Route and direction of travel at intervals

· Stops requested by customers.

It also reminds operators to:

· Announce stops loudly and clearly

· Check PA during your pre-trip inspection
· Announce stops, transfer points, landmarks, and major intersections 

Page 3-72 of the “Elderly Customers and Customers With Disabilities” module tells operators:

If you see a person with a white cane or service animal, or suspect that a person waiting at a bus stop has a sight impairment, follow these tips:
· Guide the bus slowly and properly into the bus stop
· Park close to the curb and look for hazards

· Announce your route and destination to customers outside

· Use your voice to help guide the customer to the door

· Ask passengers without disabilities to move from priority seating

· Verbally guide a customer with sight impairments to an empty seat

· Ask them where they would like to get off the bus

· Announce stops

· Be sure to tell boarding customers who have a service animal if another animal is already on board.  Let them decide whether they wish to board.

This page also reiterates the ADA stop announcement requirements, and says:

ADA law requires the operator to announce all:

· Major intersections

· Transfer points

· Time points

· Stops

· Major destinations at sufficient intervals to orient customers

· Any stop requested by the customer

Kitsap Transit has also developed an Advanced Operator Training course and materials.  This additional training was provided to all vehicle operators in February 2008 to strengthen customer service skills.  It included the same information about stop announcements and route identification described above.  All vehicle operators employed before February 2008 received instruction on stop announcements and route identification as part of their initial training as well as during this advanced course.
The training material obtained from the Transportation Safety Institute is supplemented by a Transit Operator’s Safety Guide developed by Easter Seals Project ACTION.  The Safety Guide provides a summary of ADA requirements which apply to the delivery of public transit service, including a summary of the stop announcement requirements.  It is designed in a convenient four-inch by eight-inch size so that vehicle operators can keep it with them and refer to it as needed.

This training material appears to be generally appropriate.  It covers the major requirements related to stop announcements and route identification.  It also provides some useful procedural tips.

In addition to the written material, the trainers at Kitsap Transit indicated that they provide additional instruction regarding stop announcements and route identification.  First, they go over the Called Stops Lists and let operators know that the stops on these lists are the minimum to be announced.  The trainers encourage the drivers to call additional stops, telling them, “When in doubt, call it out.”
Second, trainers familiarize operators with the PA technologies on vehicles and encourage the use of the PA system when making internal and external stop and route announcements.  Use of the PA systems is strongly encouraged on the 35-foot and 40-foot buses.  If announcements are made without PAs on the smaller vehicles, the trainers teach operators the importance of making announcements in a clear, loud voice.
Third, trainers instruct operators to make on-board stop announcements about one block before each stop.

Fourth, trainers reported that they instruct operators to make route identification announcements to riders waiting at Transfer Centers a short time before departing.  They indicated that they instruct operators to say something like “The #17 will be departing in a moment.”

In addition to classroom training, all operators spend at least eight days on-the-road with an experienced “mentor” (operator/trainer).  This portion of the training provides hands-on instruction.  Policies and procedures are reinforced by the mentors.  Kitsap Transit trainers indicated that they were working to ensure that mentors provide consistent instruction in keeping with the latest policies and procedures.  They noted that they were working on “train-the-trainer” instruction for all mentors to ensure consistency in the on-the-road portion of the training.
As noted in Section 1.1 of this report, the review team interviewed 10 Kitsap Transit fixed route bus operators.  Newer as well as more veteran operators were interviewed, with the length of service ranging from one year to 17 years.  All 10 operators said they had received training on making stop announcements and felt the training was sufficient to allow them to do the job.  Two operators mentioned that they thought the required lists did not have the right places to be announced and felt that the lists should be updated.

Nine of the 10 operators were aware of the required list of stops and knew that major destinations, transfer points and other points of interest were to be announced.  One extraboard operator seemed less familiar with the required lists and indicated that he just knew the stops that needed to be announced.
Operators seemed less familiar with the requirement to make route identification announcements to waiting passengers.  Nine said they did not make external announcements to waiting passengers.  Five operators noted that they make internal announcements when they are leaving transit centers.  Several indicated that they might ask passengers where they are going if they looked confused or if there was a group that had not boarded by the time the buses were ready to pull out.  One operator said that he waits for riders to ask if they need help.  Only one operator indicated that she makes a route announcement using the external speaker as she is leaving transfer centers.  Two other operators were aware of the external speakers, but indicated that they didn’t typically use them.  One noted that he is afraid he might leave it on and then would be making external stop announcements along the route.

3.3
Monitoring Procedures

Kitsap Transit has a very active monitoring program and uses four different kinds of monitoring to check on stop announcement compliance.  The program includes:
Annual ride checks.  These checks are performed once a year as part of the annual operator performance evaluation.  They cover performance associated with a wide variety of operating policies and procedures, including on-board stop announcements.  A standard review form is used.  A copy of the form is provided in Attachment D and, as indicated, includes as item 13(c) “calls ADA stops.”  The checks are performed internally by supervisors.
Return to work ride checks.  These checks are performed for operators who have been away from service for more than 30 days.  They address a variety of operating policies and procedures, including on-board stop announcements.  They use the same form as annual ride-checks and are performed internally by supervisors.
Internal guest rider monitoring.  This type of monitoring is performed periodically throughout the year.  It is meant to be less formal than the annual ride checks and is done as a way to build rapport between operators and supervisors.  Supervisors periodically ride as “guests” on routes and observe the performance of operators.  Helpful suggestions as well as positive reinforcement and recognition are provided.  Supervisors keep general notes and do not use a set review form.  Stop announcements are observed as part of this monitoring.  Kitsap Transit’s goal is to have supervisors perform a minimum of 30 guest rider ride checks each week.  Sometimes, if one or more supervisors are on vacation or are assigned to other duties, a lesser number of checks might be performed.

Records of internal guest rider monitoring activities for the six weeks prior to the on-site review, from March 16, 2008 through April 21, 2008, were obtained and examined as part of the review.  A copy of the records is presented in AttachmentE.  As shown, ADA stop announcements were cited in many of the ride-alongs.  In most cases, supervisors noted good stop announcement performance.  In a couple of cases, supervisors noted that voice announcements were not audible and operators were encouraged to use the PA system.  In another few instances, it was noted that the stops on the required Call Stops Lists needed to be revised.
External guest rider checks.  This innovative program is arranged through the Washington State Transit Association (WSTA).  As a member of WSTA, Kitsap Transit has arranged to periodically have supervisors from other similarly sized transit systems come on-site to do ride-checks.  Because these supervisors are from another system, they are not apparent to vehicle operators.  Kitsap Transit also noted that these supervisors are trained to perform ride checks in their own system, so can perform more accurate and reliable checks than riders in a typical “secret rider” program.  In return for having supervisors from other systems assist in Kitsap, supervisors from Kitsap Transit are sent to other systems to perform similar monitoring activities.  Kitsap Transit is currently signed-up through WSTA to have two external ride checks performed each year and has committed its supervisors to perform two checks in other systems each year.
Attachment F presents a summary of the most recent external ride check, conducted in February 2008, along with a sample of the form used.  As the summary indicates, the supervisors that performed the checks documented about 70 percent on-board stop announcement compliance.  They also noted that they did not observe any external route identification announcements.
3.4
Operator Discipline

Corrective and disciplinary actions related to failure to comply with stop announcement and route identification policies and procedures are governed by a Positive Performance Counseling System (PPCS), which Kitsap Transit has used since 1987.  An overview indicates that “The PPCS emphasizes good performance as a condition of continued employment.  

It reflects the organization’s belief that its employees are adults who prefer successes to failures.  The approach is one of problem solving, not punishment.  The PPCS concentrates on individual responsibility and decision-making.  It also helps the Supervisor recognize and reinforce good performance on the part of the majority of employees who do well.”
PPCS has five categories for its various responsibilities and performance standards.  These are Safety, General Attendance, Excessive Absenteeism, Customer Relations, and Miscellaneous Operator Standards.  Stop announcement and route identification performance are in the Miscellaneous Operator Standards category.
PPCS has four steps for addressing performance issues.  These are:

1. A counseling session (Step 1) with a supervisor, which is documented in a memo that is kept in the supervisor’s file.

2. An oral reminder (Step 2), which is a conversation with a supervisor, documented by a memorandum that is placed in the supervisory and personnel files and sent to the operations director and the union shop steward.

3. A written reminder (Step 3), which is a more formal memorandum written to the employee stressing the seriousness of the situation and the need to improve.  Copies of the memorandum are kept in the supervisory and personnel files and copies are sent to the operations director and union shop steward.
4. Decision-Making Leave (Step 4), which includes a conversation with a supervisor followed by leave with pay to “allow the employee to decide whether or not he/she wants to continue working for Kitsap Transit, which means following procedures and performing up to Kitsap Transit standards.”  A letter is written to the employee and the employee is required to bring back a written plan for improving his or her performance, if he/she chooses to stay.  The letter and plan are then incorporated into a written contract which the employee and supervisor sign.
If the above four steps fail to correct performance issues, employees are subject to suspension without pay, which can last from one to 30 days, or termination.

All employees also go through a six-month probationary period, during which the PPCS steps do not apply.  Employees can be suspended or terminated during the probationary period without prior counseling, or oral or written reminders, depending on the seriousness of the performance violation or issue.
Kitsap Transit staff indicated that, until recently, they used only informal reminders to encourage compliance with stop announcement and route identification policies and procedures.  In early 2008, they decided to begin formally following the PPCS for announcement issues, in order to encourage compliance.  Kitsap Transit informed all employees that the PPCS process would begin to be followed and then used the observations made in the most recent external guest rider monitoring, in February 2008, to begin implementing PPCS.
As noted above, the February 2008 monitoring found that on-board stop announcements were made about 70 percent of the time.  The FTA on-site review team evaluated records from that monitoring effort and related supervisor files to verify that the PPCS system was now being used.

Records from the February 2008 external monitoring showed that five operators were found to have not made any stop announcements.  One operator was observed to have made 20 percent of the required announcements, and one operator made announcements by voice that could not be heard by the observer.  Memos documenting Step 1 counseling sessions were found in the supervisor files for all seven employees.  Another five operators were observed to not be using the PA system to make stop announcements.  In these cases, friendly reminders were issued since the use of the PA systems is encouraged but not required.
3.5
Stop Announcement and Route Identification Equipment
At the time of the review team’s site visit, Kitsap Transit operated a fleet of 93 fixed route buses.  Vehicles were equipped with a variety of PA systems and technologies.  Some had only internal speakers, while others had both internal and external speakers.  Most had “gooseneck” (or “boom”) microphone set-ups, while a few had palm-held microphones and others had both types.
Table 3.1 shows the various vehicle models and years and the types of PA technologies used on each.  As shown, all 93 buses are equipped with internal PA systems and speakers.  Fifty-three buses, including all buses purchased after 2003, are equipped with both internal and external speakers.  Five buses have palm-held microphones only, 61 have gooseneck microphones only, and 27, including most of the buses purchased since 2003, have both gooseneck and palm-held microphones.
The Kitsap Transit maintenance managers indicated that they had discussed the PA system design with operators and were moving toward a standardized design similar to what has been purchased since 2003.  The standardized design will have both a gooseneck and palm-held microphone and will have both internal and external speakers.  The standardized design also will have a floor-mounted pedal that operators can press with their left foot that will activate the gooseneck microphone and provide for hands-free operation.  The newer Gillig brand vehicles in the fleet already have foot pedals.  Older vehicles in the fleet require operators to use one hand to press or turn-on the microphone switch to operate the PA system.

The PA set-ups with both internal and external speakers have a switch that sets the speakers to either internal, external, or both.  Operators are trained to set the speaker switch to the “both” setting when making external route identification announcements, and then to re-set the switch to the “internal” setting after departing transfer centers so that subsequent on-board stop announcements are only heard inside the bus.

Table 3.1
PA System Equipment on Kitsap Transit Fixed Route Buses
	Bus Year, Size and Type
	Number
	Speakers
	Microphone

	1987 30' Orion
	8
	internal, external
	gooseneck

	1987 28' Orion
	6
	internal
	gooseneck

	1988 35' Gillig
	5
	internal
	Palm

	2000 27' Aero Elite
	23
	internal
	gooseneck

	2002 24' Eldorado 
	4
	internal
	gooseneck

	2003 26' Eldorado
	2
	internal
	gooseneck

	2003 40' Gillig
	18
	internal, external
	gooseneck

	2003 35' Gillig
	2
	internal, external
	gooseneck, palm

	2004 40' Gillig
	5
	internal, external
	gooseneck, palm

	2004 35' Gillig
	10
	internal, external
	gooseneck, palm

	2005 35' Gillig
	5
	internal, external
	gooseneck, palm

	2005 40' Gillig
	5
	internal, external
	gooseneck, palm

	Totals
	93
	93 internal, 53 external
	88 gooseneck, 32 palm


Maintenance managers also noted that they have wired the PA systems to automatically turn on when buses are started.  Operators do not need to remember to turn the systems on.
Maintenance Procedures

Vehicle operators are required to check the working condition of the PA systems as part of their daily pre-trip inspections.  The Pre-Trip Inspection Report does not, however, include the PA system as one of the items that must be checked.  Attachment G presents a copy of the Pre-Trip Inspection Report that is filled out by operators.  Operators write in any issues related to the PA system.

If the PA system is found to not be working when checked as part of the pre-trip inspection, maintenance staff either repair it or assign another bus with a working PA to the run.
If the PA system malfunctions during operation, vehicle operators note the problem on a Defect/Maintenance Repair Order and bring the issue to maintenance staff attention at the end of the shift for them to make repairs.

PA systems are also checked as part of regular preventative maintenance.  The PA system is specifically noted as an item to be checked on the Schedule A maintenance list.  Schedule A maintenance is performed every 2,000 miles on the 35- and 40-foot buses and every 6,000 miles on the smaller buses that are built on International chasses.  A copy of a Schedule A maintenance work order showing the PA systems as an item to be checked is provided as Attachment H.
Maintenance Performance

All ten of the vehicle operators interviewed as part of the review indicated that PA systems are almost always operational.  A couple of operators noted a few rare instances when the PA systems were not working, but said that the equipment is repaired promptly if it is found to not be working.  Repairs are often made before pull-out if the defect is noted as part of the pre-trip inspection process.  Repairs are typically made before the next day of service if defects are noted in service.
Nine of the ten operators interviewed said that they routinely check the PA systems as part of the pre-trip inspection process.  One operator said he does not, and noted that the PA system is not on the Pre-Trip Inspection Report form.

Kitsap Transit has automated maintenance and repair records.  As part of the review, the automated system was queried for the six-month period prior to the review for all instances where PA systems were cited as needing repair.  Only three such entries were found.  The dates when the problems were reported were compared to the dates that the repairs were completed to determine if repairs were made promptly.  Table 3.2 presents the information from these three repairs.  As shown, one repair was completed the same day it was reported, one was completed the next day, and one repair took nine days to complete.  Maintenance staff recalled the February repair that required nine days and indicated that a special part had to be ordered.
Table 3.2
Kitsap Transit Repairs to PA Systems (October 2007 to April 2008)
	Bus #
	Date Defect Noted
	Date Repair Completed

	743
	Feb. 21, 2008
	Mar. 1, 2008

	734
	Feb. 25, 2008
	Feb. 26, 2008

	774
	Apr. 9, 2008
	Apr. 9, 2008


3.6
Findings
1. For some routes, the “Called Stops Lists” that list the minimum set of stops to be announced by bus operators do not appear to include important major intersections, destination points, or stops at intervals sufficient to permit individuals to be oriented to their location. 
2. Kitsap Transit’s policy and training regarding route identification is inconsistent and does not fully address the DOT regulatory requirements.  The written policy focuses on alerting waiting passengers at transfer centers that all buses are about to depart and on informing riders already on buses of the route and destination.  The written policy does not clearly indicate that bus operators should make external announcements of route and destination information to waiting passengers at transfer centers who are outside of the vehicles, as well as at all other stops that serve more than one route.  The training materials are more consistent with the regulatory requirement, but interviews with bus operators indicated that they tend to follow the written policy rather than the training materials.

3. Bus operators appear to need additional training in using the external speakers for external route announcements.
4. Kitsap Transit has a very active and extensive program for monitoring stop announcement compliance.  The guest rider monitoring arranged through WSTA is, in particular, innovative and an industry best practice.

5. Additional monitoring is needed for external route identification compliance (for benefit of people waiting at the bus stop).  The current monitoring efforts appear to focus largely on internal on-board stop announcements.  The WSTA guest rider monitoring addresses both on-board stop announcements and external route identification compliance, but other Kitsap Transit monitoring efforts do not.

6. Kitsap Transit started using its Positive Performance Counseling System (PPCS) in early 2008 to encourage compliance with stop announcement policies.

7. Equipment on newer buses allows bus operators to operate PA microphones with a foot pedal, which provides for hands-free microphone operation.  This equipment is planned for all future bus purchases.

8. Kitsap Transit does a very good job of maintaining PA systems in working condition.  The PA systems are included on Schedule A maintenance work orders and are checked and serviced regularly.

9. While bus operators are required to inspect PA systems as part of the pre-trip inspection process, the PA system is not included on the Pre-Trip Inspections Report form.
3.7
Recommendations

1. Kitsap Transit should update and revise its Called Stops Lists to more completely include all major intersections and destination points and to include stops at sufficient intervals to permit riders to be oriented to their location.  The lists should be revised with rider as well as bus operator input.  Kitsap Transit should also have a means of ensuring that the list is kept up-to-date.
2. Kitsap Transit should revise its route identification policy to be consistent with the DOT regulatory requirement.  The policy should require route identification to passengers waiting at all stops that serve more than one route and where transfers might be made.  At transfer centers, each operator should announce the route and destination of the bus shortly after arriving and then about a minute before departing to allow waiting passengers to identify the bus they need to board and to get to the bus before it departs.

3. Kitsap Transit should provide additional training on using the external PA speakers for making external route identification announcements.  This training should stress that bus operators need to remember to switch to the external speakers after they have arrived at transfer centers and back to the internal speakers as they depart. 

4. All of Kitsap Transit’s monitoring programs should consider compliance with external route identification policies as well as on-board stop announcements.

5. Kitsap Transit should add PA systems to its Pre-Trip Inspection Report forms.

4.
On-Board Stop Announcement Performance

Section 37.167(b) of the DOT ADA regulations contains the following requirement related to the announcement of stops on fixed route systems operated by public or private entities:

On fixed route systems, the entity shall announce stops as follows:

(1) The entity shall announce at least transfer points with other fixed routes, other major intersections and destination points, and intervals along a route sufficient to permit individuals with visual disabilities to be oriented to their location.

(2) The entity shall announce any stop on request of an individual with a disability.
This section of the report focuses on Kitsap Transit’s performance in making stop announcements.  Included are:

· Summary of consumer comments from telephone interviews

· Summary of operator comments from interviews with review team members
· Description of the review team’s method for observing on-board stop announcements

· Summary of information collected and observations of stop announcement efforts

· Analysis of stops selected for announcements
· Observations regarding the timing of stop announcements
4.1
Consumer Comments

As noted in Section 1.3, the review team interviewed five riders and five local agency representatives, asking about their experiences with on-board stop announcements.  Responses varied, with some riders and agency representatives indicating relatively good experiences and others noting some issues with on-board stop announcements.  There was also a sense that stop announcement performance had improved in recent months.

One rider indicated that she used the fixed route system two or three times a week, and that stop announcements have improved in the last year.  She noted that she had experienced some problems in early 2007 and had filed a complaint with Kitsap Transit at that time.  She said that since the complaint was filed, the bus operators are doing a better job of calling stops.  She indicated that the operators are using the PA systems and are speaking clearly.  She estimated that about half of the stops are called out and that about 80 percent of operators are making stop announcements to some degree.

Two other riders indicated that whether or not announcements are made depends upon the bus operator.  They said that some operators make the internal announcements and others do not.  One rider indicated that the announcements are audible.  The other rider indicated that announcements are not audible in the middle or back of the bus. 

The other riders contacted indicated a lower rate of stop announcements.  They estimated that stops are called about 20 to 30 percent of the time.  Both indicated that some operators announce stops and others do not.  They also both indicated that major transfer centers tend to get called while stops in between are not always called out.  One of the riders indicated that she feels “it is better now than it has been,” reinforcing the comment made by the first rider contacted.  Both indicated that the PA system is not always used.  If it is used, they said that announcements can be heard throughout the bus. 

A staff member at one of the agencies contacted indicated that some clients occasionally ride fixed route buses (most clients use the ACCESS paratransit program).  She stated that the agency had received no complaints from clients about stop announcements on the fixed route system.  She added that she thought the vehicle operators did a good job serving riders with disabilities.

A second agency staff person indicated that she rode the system with clients as part of a travel training program.  In her experience, stops were announced about 90 percent of the time.  She also indicated that she could hear and understand the announcements about 80 percent of the time.  Generally she would sit with the student in the front half of the bus.  She indicated that if the buses have PA systems, they are not being used.  She also indicated that Kitsap Transit has a good reputation among local disability organizations and a close working relationship with several agencies.

A third agency representative indicated that she felt that stops were being announced most of the time.  She cited one instance where an agency client depended on stops to be announced on a particular route, and the stops were not being announced.  She said she contacted Kitsap Transit and the problem was immediately rectified.  She indicated that management is willing to meet the consumer “half way” in order to resolve any issues.

The final two agency staff contacted indicated that most of their clients use the ACCESS paratransit service.  They both said that they had received no complaints from clients about announcements on the fixed route system.

4.2
Bus Operator Interviews

A total of 10 operators were interviewed while on site.  The average length of service for these operators was eight years, ranging from one year to 17 years.  Nine of the 10 operators were aware of the required list of stops and knew that the stops on the list were to be called out, at a minimum.  Several also indicated that they typically announce stops other than those on the required lists.  Two operators said that the required lists needed to be revised and didn’t always include the most important stops.  One extraboard operator seemed less familiar with the required lists and indicated that he just knew the stops that needed to be announced.  

All 10 operators also were familiar with the requirement to announce any stops requested by riders and all indicated that they did so when requested.

All 10 operators indicated that the PA systems on vehicles were in good condition and were almost always working.  Nine of the 10 operators interviewed said that they routinely check the PA systems as part of the pre-trip inspection process.  One operator said he does not, and noted that the PA system is not on the Pre-Trip Inspection Report form.  Nine of the 10 operators said they had the proper training and adequate equipment to allow them to make stop announcements successfully.  One operator said he generally had the training and equipment to do the job, but did not like the gooseneck (boom) microphones and the placement of these microphones and felt that they hung down and were sometimes in the way.

4.3
Review Team Observations

On Monday, April 21 and Tuesday, April 22, 2008, the three review team members rode buses throughout the Kitsap Transit service area.  The purpose of these observations was to determine whether stop announcements were being made in accordance with Kitsap Transit’s policy and whether the stop announcements that were made complied with the regulatory requirement to announce at least transfer points, major intersections, destinations, and at intervals sufficient for individuals with visual impairments to orient themselves.  Review team members also noted the method of the announcements and whether the announcements were made clearly and were audible.
Review team members positioned themselves at mid-bus to make observations and recorded the results on a form (see Attachment I).  Before riding each route segment, review team members noted the required stops to be announced on the observation form.  They then noted whether these stops were announced.  They also noted any other stops announced by operators.  For each stop announced, they noted whether the announcement was made with or without the PA system and whether the announcement was clear and audible.  Attachment J displays a table containing data on the review team’s observations.
On Monday, the review team made on-board observations from 7:15 a.m. to 3:55 p.m.  On Tuesday, review team members made observations from 6:55 a.m. to 3:25 p.m.  In total, review team members made observations on 39 route segments.  Nine of the routes observed were in the North Kitsap operating area (Poulsbo, Kingston, and Bainbridge Island).  Another 12 route segments were in the South-Central County area (Bremerton, East Bremerton and West Bremerton).  Ten observations were made on route segments that went to or from the Kitsap Mall Transfer Center.  The other eight route segments were in the South County operating area (Port Orchard).  When routes were observed more than once, review team members typically observed them at different times of the day (afternoon versus morning) to avoid observing the same operators more than once.
Table 4.1 shows the review team’s observations regarding the stop announcements required by Kitsap Transit policy.  As shown, vehicle operators announced at least all of the required stops on six (15 percent) of the 39 segments observed.  Operators announced between 50 percent and 99 percent of the required stops on 18 route segments (46 percent).  At least one but less than half of the required stops were announced on nine route segments (23 percent).  And no announcements were observed on six route segments (15 percent).
On the 39 route segments observed, there were a total of 200 stops that were on Kitsap Transit’s required Called Stops lists.  In total, team members observed that vehicle operators announced 110 (55 percent) of these required stops.  They also announced another 105 stops that were not on the lists, for a total of 215 stops.
Table 4.1
Observations of Performance of Kitsap Transit Required Stop Announcements
	Observations
	Route Segments
	Route Segments Observed

	All Kitsap Transit required stops announced
	6
	15.4%

	50% to 99% of required stops announced
	18
	46.1%

	1% to 49% of required stops announced
	9
	23.1%

	No required stops announced
	6
	15.4%

	Totals
	39
	100%%


Table 4.2 shows observations on the use of PA systems and the clarity of announcements made.  The table shows observations for larger (35' and 40') buses as well as for smaller buses (under 35').  This distinction was made in the observations since announcements made on smaller vehicles seemed to be audible without the use of the PA.  Kitsap Transit’s training also strongly encourages use of the PAs on larger buses, but leaves the use of the PA to the discretion of operators on smaller vehicles.

Table 4.2
Observations of Use of PA Systems and Clarity of Stop Announcements
	
	Larger Buses (35' and 40')
	Smaller Buses (under 35')
	Total

	Total stops announced
	140
	75
	215

	
	announced using PA
	39
	0
	39

	
	audible
	36
	NA
	36

	
	not audible
	3
	NA
	3

	
	announced without PA
	101
	75
	176

	
	audible
	88
	71
	159

	
	not audible
	13
	4
	17


As shown, the PA systems were used to announce only 39 of the 140 stop announcements made on larger buses (28 percent).  Of the 101 stops announced on larger vehicles without the PA systems, 88 were deemed to be audible (87 percent) and the other 13 (13 percent) were not audible.  Of the 39 stops announced on larger vehicles with the PA systems, 36 (92 percent) were deemed to be audible and the other three (8 percent) were not audible.  Use of the PA systems on larger vehicles provided for much more audible announcements.

On smaller vehicles, all observed announcements were made without the PA systems.  Of the 75 announcements observed on smaller vehicles, 71 were deemed to be audible (95 percent), while four (5 percent) were not audible.  In most cases, non-PA voice announcements seemed adequate on the smaller buses.
Based on the Kitsap Transit required stops that were announced, other stops that were announced, and the clarity of the announcements, the review team categorized the performance on each route segment observed as either “excellent,” “good,” “partial,” or “nothing.”  A rating of “excellent” indicated that more stops than required to meet the regulatory requirements were announced and that the announcements were audible.  In these cases, operators typically announced all of the Kitsap Transit required stops, plus others they felt were helpful to riders.  A rating of “good” indicated that operators announced enough stops (including those on the Kitsap Transit required lists and others that they felt were more appropriate) to meet the regulatory requirement, and that the stop announcements were audible.  A rating of “partial” indicated that either: (1) some stops were announced but there were not enough announcements to meet the regulatory requirement, or; (2) some stops were announced, but not all were audible and the number of audible announcements did not meet the regulatory requirement.

The results of this subjective rating by the on-site review team are shown in Table 4.3.  The table also differentiates between route segments observed in the North County operating area (Poulsbo, Kingston and Bainbridge Island) and route segments observed in the Central County (including Kitsap Mall) and South County operating areas.  The performance levels in the different areas are shown since they were observed to be somewhat different.
Table 4.3

Review Team Performance Rating of Route Segments Observed

	Rating
	Central and South County Areas
	North County Area
	Total

	Excellent
(exceeds regulatory requirement)
	10
	1
	11

	Good
(meets regulatory requirement)
	9
	3
	12

	Partial
(does not meet regulatory requirement)
	10
	0
	10

	Nothing
(no stops announced)
	1
	5
	6

	Total
	30
	9
	39


Some level of stop announcements were observed on 33 of the 39 route segments observed (85 percent).  Some issues (either a lack of clarity or an insufficient number of stops announced) were observed on 10 route segments (26 percent).  Stop announcements appeared to meet or exceed regulatory requirements on 23 (59 percent) of the 39 route segments observed, slightly lower than the 70 percent compliance reported by the most recent external guest rider monitoring process.

Performance in the Central and South County areas was better than the overall system performance.  Stop announcements were made to some degree on 29 of the 30 route segments observed (97 percent).  No announcements were made on only one route segment.  There were some issues on 10 of the route segments, though, and about 19 of the 30 (63 percent) were felt to be in compliance with the regulatory requirement.
In the North County operating area, some level of stop announcements were observed only about half of the time (four of nine route segments observed).  There were no announcements made on five of the nine route segments observed.  Kitsap Transit staff indicated that in the North County area, vehicle operators report that they know most of the riders and tend therefore to only announce stops on request or if they notice a rider who has a very apparent vision disability.  This practice does not meet the DOT ADA regulatory requirements.
Selection of Stops to be Announced

The regulatory requirement for identifying which stops to announce provides some flexibility to the transit system in directing its operators and in the development of stop lists for stop announcements.  The requirement to announce “transfer points” is, however, fairly direct and implies that the stops where any two routes converge or diverge must be announced.  Appendix D to 49 CFR Part 37, explains that announcements must be made at transfer points to other fixed routes or modes of transit service.
The requirement to announce “any stops on request of an individual with a disability” is also straightforward and self-explanatory.
The requirement to announce “major intersections and destination points” provides for some interpretation by transit systems.  What makes an intersection “major” and what are important destination points in the community should be determined by transit systems as part of the planning process and with the input of the community.  The requirement to make announcements at “intervals along a route sufficient to permit individuals with visual disabilities to be oriented to their location” similarly provides for interpretation of what intervals are sufficient.  In FTA’s experience, however, announcements are generally needed at least every few minutes in urban areas, and more frequently when routes change direction, in order to satisfy the DOT ADA regulatory requirements.
An examination of the Kitsap Transit route network indicated that most rider transfers between bus routes take place at one of the 10 designated transfer centers or at the seven advertised transfer points.  Transfers are also made between buses and several ferry lines at several additional points.  The required stop lists developed by Kitsap Transit appear to include all of these transfer centers, transfer points, and ferry-bus transfer points.  There are many other stops in the system that serve more than one route, but typically these are not stops where a transfer between routes would be made because of the way the routes are structured.  For example, Routes 21, 25 and 29 all use the same roads and stops close to the Bremerton Transportation Center.  Riders would not, however, get off at one of these stops to board another route.  Instead, they would board the appropriate bus at the Bremerton Transportation Center.  It therefore appears that the required lists developed by Kitsap Transit meet the requirement to announce transfer points.
Kitsap Transit operators also appear to announce stops requested by riders.  All 10 vehicle operators interviewed were aware of this requirement and indicated that they always will announce stops that are requested.

However, an examination of the routes and Kitsap Transit required stop lists indicated that there were several routes where there was a very long distance between the listed required stop announcements.  For example, only four stops were included on the required stop list for Route #23.  There were long distances that included major intersections and destination points between listed required stops.  Similarly, the required list for Route #12 included only five stops, and there were long distances that had major intersections and possible destination points between the listed required stops.

There also were a number of “Limited” routes that traveled long distances between required announcements.  These include Routes #11, #13, #14, and #17.  While there are no stops along some of these sections, and some sections are on limited access roadways, it would be helpful to have a few announcements to permit riders to be oriented to their location.
Similarly, there are several routes in the North County operating area that cover very long distances and have only a few required stop announcements.  These include Routes #90, #91, #92 and #94.  Again, while some of these areas are operated on an express basis, it would be helpful to have a few additional announcements to keep riders oriented to their location.

As noted earlier, vehicle operators often announced stops that were not on the Kitsap Transit required lists.  In some cases, they announced other stops instead of the ones on the required lists.  Two of the 10 drivers interviewed also specifically noted that the stop lists should be revised.
Kitsap Transit managers who were interviewed indicated that they realized that the required stop lists could be improved and noted that they planned to revise them.  It was recommended that input from riders with vision disabilities as well as vehicle operators be obtained as part of the updating of the lists.
Timing of Announcements

It is important that stop announcements be made in a timely way.  They should be made far enough in advance of the upcoming stop to allow for: 

· the announcement to be made

· passengers to respond and request the stop

· operators to respond and decelerate smoothly to the stop

Two of the vehicle operators interviewed indicated that they try to make announcements one-half to one block before the stop.  The Kitsap Transit trainers noted that they instruct operators to make announcements in a timely way and also indicated that one block in advance was the guidance provided.

First-hand observations indicated that vehicle operators did a good job of announcing upcoming stops in a timely way.  For the most part, it was observed that they announced stops prior to arriving at the stops and in a way that allowed riders to request the stops being announced.

4.4
Findings
1. The review team’s observations of on-board stop announcements found that announcements complied with the DOT regulatory requirement on 23 of the 39 route segments observed (59 percent).

2. In the North County operating area, on-board stop announcements were found to comply with DOT regulatory requirements on only four of the nine route segments observed (44 percent).  In the Central County and South County areas, on-board stop announcements were in compliance with DOT regulations on 19 of the 30 route segments monitored (63 percent).

3. PA systems were used to announce only 28 percent of the stops announced by vehicle operators driving larger (35' and 40') buses.  When PA systems were used, stop announcements were audible 92 percent of the time.  When they were not used, stop announcements were audible only 87 percent of the time.

4. All on-board stop announcements observed on smaller (shorter than 35') buses were made without the PA systems.  Still, 95 percent of these announcements were audible.  Voice (non-PA) announcements seemed appropriate for these smaller vehicles.

5. Kitsap Transit bus operators were observed to announce all stops requested by riders.

6. Kitsap Transit bus operators often announced stops that were not on the required lists.  In some cases, they announced other stops instead of the ones on the required lists.

7. As noted in Section 3, the Kitsap Transit required stop announcement lists for some routes do not appear to include important major intersections, destination points, or stops at intervals sufficient to permit individuals to be oriented to their location.

8. Kitsap Transit bus operators were observed to make on-board stop announcements in a timely way, typically about one-half to one block before the stops.

9. According to Kitsap Transit management staff, some vehicle operators in the North County area report that, because they often know all of the riders on board, they tend to only announce stops upon request or if they notice a rider who has a very apparent vision disability.

4.5
Recommendations
1. Through continued training, monitoring and enforcement of policies, Kitsap Transit should continue to work to improve the level of on-board stop compliance.

2. Kitsap Transit should pay particular attention to training, monitoring and enforcement in the North County operating area.

3. Kitsap Transit should increase its efforts to encourage vehicle operators to use the PA systems when operating larger (35' and 40') buses.
4. As noted in Section 3, Kitsap Transit should update its Called Stops Lists with the input of riders as well as vehicle operators.

5. Kitsap Transit should re-train vehicle operators in the North County to always make required stop announcements even if they feel they know all passengers on board.

5.
Vehicle/Route Identification Performance

Section 37.167(c) of the DOT ADA regulations related to the identification of fixed route services states:

Where vehicles or other conveyances for more than one route serve the same stop, the entity shall provide a means by which an individual with a visual impairment or other disability can identify the proper vehicle to enter or be identified to the vehicle operator as a person seeking a ride on a particular route.

This chapter addresses Kitsap Transit’s efforts to implement the requirement to identify bus routes to customers waiting at stops shared by more than one route.  Included are:

· A summary of consumer comments from telephone interviews

· A summary of operator comments from interviews with on-site review team members
· A description of the review team’s method for reviewing route identification efforts

· A summary of information collected and observations made regarding route identification

5.1
Consumer Comments

Four riders and one agency representative who were interviewed prior to the onsite review commented on external route announcements.  The four riders said that they had not heard any external announcements in their use of the system.  Two riders noted that they have to ask vehicle operators for information about the routes they are running.  The one agency representative who rode the system as a travel trainer indicated that she had not heard very many external route identification announcements during her time riding the system.

5.2
Bus Operator Interviews

As noted in Section 3.2 of this report, most of the 10 vehicle operators interviewed as part of the review did not seem to be familiar with the ADA requirement to make route identification announcements to waiting passengers.  Nine said that they did not make external announcements to waiting passengers.  Five operators noted that they make internal announcements when they are leaving transit centers.  Several indicated that they might ask passengers where they are going if they looked confused or if there was a group that had not boarded by the time the buses were ready to pull out.  One operator said that he waits for riders to ask if they need help.  Only one operator indicated that she makes a route announcement using the external speaker as she is leaving transfer centers.  Two other operators were aware of the external speakers, but indicated that they did not typically use them.  One noted that he was afraid he might accidentally leave it on. 

5.3
Review Team Observations
On Monday, April 21 and Tuesday, April 22, 2008, the review team members made observations at bus stops shared by more than one route in order to assess Kitsap Transit’s performance in identifying bus routes to waiting passengers.  Most of these observations took place at terminals where multiple Kitsap Transit routes begin and end:

· Bremerton Transportation Center

· East Bremerton Transfer Center

· Kitsap Mall

· Port Orchard Ferry Terminal

· Poulsbo Transfer Center

· West Bremerton Transfer Center

In addition, review team members noted whether there were route identification announcements when they boarded buses during the two days.

As noted in Section 3.5 of this report, 53 of the 93 buses in the fleet have external speakers.  Kitsap Transit indicated that all future purchases will include external speakers.  Alternatively, bus operators can make route announcements by voice when they open the front door.

Of the 108 observations of buses at stops shared by more than one route, only four external route announcements were observed:

· One announcement at the Bremerton Transportation Center

· One announcement at the Kitsap Mall: an operator approached a waiting passenger to ask which bus she wanted

· One announcement at the Poulsbo Transfer Center: operator responded to rider who asked

· One announcement on Bay Street at the Comfort Inn in Port Orchard

Attachment K presents detailed data for each observation.

Bus operators made other announcements concerning bus routes.  Several times at the West Bremerton Transfer Center, an operator stood at the platform and announced that all buses were about to leave.  On several buses, the operators announced the route number to passengers already inside the bus—sometimes before leaving the transfer center, sometimes shortly after leaving the transfer center.  While these announcements could be helpful to some passengers, they did not meet the requirements of Section 37.167(c) of the DOT ADA regulations.
5.4
Findings
1. The review team observed only four route identification announcements in 108 observations, meaning that only 4 percent of observed instances complied with DOT ADA regulatory requirements for making route identification announcements.

2. Bus operators made other announcements concerning bus routes.  Several times at the West Bremerton Transfer Center, an operator stood at the platform and announced that all buses were about to leave.  On several buses, the operators announced the route number to passengers already inside the bus—sometimes before leaving a transfer center, sometimes shortly after leaving the transfer center.  While these announcements could be helpful to some passengers, they do not meet the requirements of Section 37.167(c) of the DOT ADA regulations.
5.5
Recommendations

1. Kitsap Transit should immediately revise and increase its operator training to ensure that operators understand the requirement to make route announcements to passengers waiting at stops that serve more than one route.

2. Kitsap Transit should monitor operators’ external announcements of bus routes to ensure that they are complying with the requirement.
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