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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 July 25, 2007, FTA notified the Memphis Area Transit Authority (MATA) 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.  Rosemary Gerty of TranSystems served as the review team leader.  Other review team members were David Chia of Planners Collaborative and Thomas Procopio of TranSystems.
The stop announcement and route identification field work began Monday, October 15, 2007, and continued on October 16.  The opening conference took place on Wednesday, October 17, 2007.  The following individuals attended the opening conference:

Willie Lewis

ADA Compliance Officer/Industrial Safety Inspector, MATA
Rosemary Gerty
TranSystems

David Chia

Planners Collaborative

Thomas Procopio
TranSystems
Jonathan Klein of the FTA Office of Civil Rights participated in the opening conference via telephone.
Mr. Klein opened the meeting by thanking MATA for its assistance with the review.  He noted that the review team had been on site since Monday, October 15.  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. Klein 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 review team was available to answer any questions from MATA staff or to offer suggestions on addressing any issues that MATA might have.

Ms. Gerty summarized the activities of the review team for the previous two days.  These activities consisted of field observations of stop announcements on MATA bus and trolley routes.  Activities also included waiting at stops used by multiple bus routes and observing route identification efforts.  Ms. Gerty then presented a proposed schedule of meetings with MATA staff for Wednesday and Thursday.  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 MATA senior staff to gather information about MATA policies and procedures for stop announcements and route identification.  They interviewed staff regarding operator training, operator performance monitoring, and operator discipline.  They also interviewed 10 MATA bus operators.

On October 18, 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:

William Hudson, Jr.
President/General Manager, MATA

Tom Fox

Assistant General Manager, MATA

Alvin Pearson

Assistant General Manager, MATA
Lawson Albritton
Transportation Director, MATA

Willie Lewis

ADA Compliance Officer/Industrial Safety Inspector, MATA
Onita Jamieson
Risk Management/Labor Relations Director, MATA

Glen Lockhart

Maintenance Director, MATA

Rosemary Gerty
TranSystems
David Chia

Planners Collaborative

Thomas Procopio
TranSystems
Mr. Klein from the FTA Office of Civil Rights participated in the exit conference via telephone.  Mr. Klein began the exit conference by thanking MATA staff members for their cooperation and assistance with the review.  He indicated that a draft report would be prepared and forwarded to MATA for review and comment.  MATA’s comments on the draft would then be incorporated into a final report.  Mr. Klein 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 website.
The review team then presented the preliminary findings and recommendations from the on-site visit and advised MATA that it will be required to respond to the findings presented in the final report.  Recommendations are offered as suggestions and do not require a response.  MATA may consider the recommendations in developing responses to the findings.
Section 2 of this report summarizes the review team’s findings and recommendations.  Section 3 describes MATA’s efforts to comply with the regulations, including written policies and procedures, operator training, and compliance-monitoring efforts.  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 copy of MATA’s response to the draft report is included as Attachment B.
1.2 Overview of MATA

The Memphis Area Transit Authority provides public transit services in the greater Memphis area comprised of four cities in Shelby County, Tennessee and West Memphis, Arkansas.  MATA is a public entity established by state law.  The seven members of the MATA Board of Commissioners are appointed by the Mayor of Memphis and approved by the City Council.  Only the City of Memphis contributes funds to operate MATA.
For the past 20 years, MATA has been managed and operated by Mid-South Transportation Management, Inc. (MTM), a subsidiary of First Transit.  Non-supervisory personnel, including bus, trolley, and ADA complementary paratransit operators, maintenance employees, and information specialists, are represented by the Amalgamated Transit Union (ATU) Local Union 713.
MATA’s administrative offices and maintenance facilities are located at 1370 Levee Road in Memphis. A major bus and trolley transfer and customer information center is located at North End Terminal, 444 N. Main Street in Memphis.  In addition to North End Terminal, major transfer points are located at Central Station on South Main Street (a refurbished intermodal transit facility) and at American Way Transit Center, 3921 American Way in Memphis.  Each bus stop is marked with the route numbers of the buses that serve the location.

Serving 288 square miles and covering a service area population of more than 888,000, MATA is the largest transit operator in Tennessee.  Each weekday, MATA transports almost 40,000 riders throughout Memphis and the surrounding areas on 244 vehicles, including 20 accessible vintage rail trolleys (16 are in active service), accessible fixed route buses, and MATAPlus ADA complementary paratransit vans.  Fixed route service is provided on 35 routes and trolley service is provided on three routes.  Service hours vary by route, running from approximately 5 a.m. to 11:30 p.m. on weekdays, 5 a.m. to 10 p.m. on Saturdays, and from 7 a.m. to 7 p.m. on Sundays.  The Main Street and Riverfront trolley lines operate from 6 a.m. to 6 p.m. Monday through Thursday, and until 1 a.m. on Friday; Saturday service operates from 9:30 a.m. to 1 a.m. and Sunday service operates from 10 a.m. to 6 p.m.  The Madison Avenue Trolley operates from 6 a.m. until 11:45 p.m. weekdays, from 6 a.m. to 1 a.m. on Saturdays, and from 8:30 a.m. to 6:30 p.m. on Sundays.
The base fixed route bus fare is $1.50 per trip; the base trolley fare is $1.00.  Bus-to-bus transfers are 10 cents and bus-to-trolley transfers are free.  Various discounts are available for students, older adults, and persons with disabilities.  Zone fares are charged for bus service beyond Memphis.  Multi-ride tickets and day passes are available, as well as other special event passes.
Approximately 20 percent of MATA’s operating budget is financed with fare revenue.  Another 40 percent is financed from local funds, 20 percent from federal funds, and 20 percent from state and other funding sources.
1.3 Consumer Input

In the experience of the FTA Office of Civil Rights, input from people who use transit, such as riders on MATA 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) MATA’s customer comment/complaint records.
Formal Complaints
Prior to the review FTA had received one formal complaint against MATA, which included several fixed route and ADA paratransit service issues.  The complaint was initiated by a rider in November 2004.  The ongoing exchange between FTA and the rider included several complaints about MATA fixed route operators not making stop announcements, public address (PA) systems not working, the level of operator sensitivity, operators not allowing a passenger traveling with a service animal to board a bus, improperly maintained lifts on both fixed route and ADA paratransit vehicles, and other problems relating to MATAPlus.
In an internal memo written in September 2005, which summarized the complaints and the results of the investigation, FTA indicated that MATA had made progress addressing the issues and had made sufficient progress with respect to all of the rider’s concerns.  The complaint was left open and referred to the Region IV FTA Office of Civil Rights for continued monitoring.

Agency and Rider Comments

Prior to the on-site visit, review team members conducted telephone interviews with three individuals who use the MATA fixed route service.  One of them also represented the Memphis Center for Independent Living.  All of those interviewed have vision issues or work with people who have vision issues.
All three agreed that service had improved over the past year, especially in the past eight months.  Previously they felt operators were not calling out stops and if they were, they tended not to use the PA system, making the announcements difficult to hear and understand.  Now, approximately 70 percent of the operators are calling out stops, they said, although not all required announcements are being made.  In addition to problems hearing announcements when operators do not use the PA, one consumer also noted that operators do not provide enough notice when announcing stops, often waiting until they arrive at the stop to announce it.  As a result, she has missed her stop more than once.
External announcements are of particular concern.  One of the interviewees noted that she had heard an external announcement only on one occasion.  She also noted major transfer points are noisy, requiring a rider to approach a bus to find out what route it is serving.
Another issue was bus stop signage.  Not all signs indicate which routes serve the stop.  Signs that include the route number served are helpful.  In addition, MATA has begun adding signs with schedule information at some bus stops.
Operators have been more helpful in the past year or so and will ask where a rider wants to get off if they notice a person has a vision impairment.

One rider noted that it can be difficult to make a complaint by telephone.  The phone is not always answered and often callers are connected to the answering machine.  MATA acknowledges complaints; however, the response time is long (about a month) and the response is not specific to the complaint registered.
MATA Complaint Process and Complaint Review

Customers wishing to file a complaint with MATA typically call the complaint line, which is staffed by customer service staff at North End Terminal.  MATA maintains an internal web-based complaint system.  All complaints are entered into the system.  The customer is given a complaint number for future reference.  Each division checks the complaint system on a regular basis, at least weekly.  MATA compiles a monthly report of complaints by division.
Each division investigates its own complaints and enters their resolution into the system.  If requested, the customer receives a printed copy of the complaint screen after the resolution has been entered.  MATA’s ADA compliance officer receives a copy of the response.  The goal is to respond to each complaint within 10 days.
Complaints against operators are not put in the operator’s personnel file; MATA tracks the number of complaints by operator in a separate binder.

MATA supplied information on complaints relating to stop announcements dating back to May 2006.  Thirteen complaints were received and all were reviewed.  Of these, 12 were from the same person.  All but one related to calling out stops.

On average, the complaint-response time was 14 days.  However, the average response time for the first three complaints was 44 days, all made in May 2006.  The remaining nine complaints were addressed in an average of five days.  At the time of the monitoring there was one outstanding complaint that had been pending for 34 days.
In all cases, the record indicated that the operator was spoken to and reminded to call out stops.  In one case, the operator stated that he did not call out stops every time.  Aside from being told that he must call stops every time, no indication of other follow up was recorded with the complaint.  In all the other cases, the operators stated that they were calling out the stops as required.
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 MATA.  Recommendations (also in subsequent chapters) are provided for MATA’s consideration in developing corrective actions.

A. Stop Announcement and Route Identification Requirements
1. MATA’s written policies, including the language in its union contract and its operator memos (Attachment C) concerning calling out stops and external route identification, are consistent with the DOT ADA regulations.

2. Although MATA has a policy of listing the route numbers serving a particular stop on the bus stop sign, not all signs are marked.  In addition, MATA advises passengers to signal operators to stop, which may be difficult or impossible for individuals with vision impairments or other disabilities.

3. Although the MATA Operator Training Manual references the need to announce stops, it does not include instructions on making external route announcements.

4. MATA buses do not have automated announcement systems. Buses are equipped with internal speakers, external speakers, and a microphone to help operators announce stops and routes.  While DOT ADA regulations do not require automated announcement systems, they can be useful in assisting operators to meet the requirements under 49 CFR §37.167(b) that stops be announced.
5. MATA currently uses on-board cameras to randomly review whether operators announce stops and make route identification announcements.  Twenty-nine percent of the buses have on-board cameras; all buses have public address systems with microphones.  Monitoring primarily through use of onboard cameras may not capture all instances of inadequate performance of required announcements

6. According to the monitoring log from the data from on-board cameras, 83 percent of operators were calling out stops between January and mid-October 2007.

7. There were no observations included in the monitoring log citing a failure to make external route identification announcements without also failing to announce stops.  Given the observations of consumers and the review team, this suggests that MATA is not carefully reviewing the video for external route identification announcements.

8. MATA does not have a pre-trip inspection form.  MATA relies on its operators to fill out a “Trouble Report Job Assignment Card” when they find that the PA system is not working.

B.  Stop Announcements

1. Of the 38 route segments observed by the review team: 29 percent (11 operators) made more than two-thirds of the required announcements; 32 percent (12 operators) made from one-third to two-thirds of the required announcements; 24 percent (9 operators) made fewer than one-third of the required announcements; and 16 percent (6 operators) made no announcements.
2. Collectively, the MATA operators made 227 stop announcements.  Review team members determined that 162 of the announcements (73 percent) were loud and clear enough for most passengers to hear and understand.

3. MATA operators made 165 of 333 of the MATA-required announcements (49.5 percent) based on the time points and transfer points noted on MATA’s public timetables.

4. On routes with long intervals between transfer points, MATA operators typically did not announce intersections or destinations with sufficient frequency to orient passengers.
5. When making stop announcements, MATA operators often made the announcements at or after the bus passed the stop.
C.   Route Identification
1. The review team observed only two route identification announcements in 47 observations, a rate of 4 percent.
2. At North End Terminal, the downtown terminal for 25 of MATA’s 35 bus routes, there is limited information for a passenger who wants to transfer between bus routes.  There are no signs that indicate which bus routes stop at either of the two bus lanes.  There are no audio announcements for buses arriving or departing the terminal.  The only source of information identifying the lane to use is a MATA-staffed information booth inside the facility.
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 chapter presents information about MATA’s efforts to comply with the regulations requiring that operators announce stops and identify routes to fixed route bus and trolley customers.  The review included:
· MATA policies and procedures

· MATA operator training practices and written materials
· MATA monitoring and disciplinary procedures

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

MATA Route Notification and Stop Announcement Procedures

According to the president/general manager, it is MATA’s goal to be 100 percent compliant with the stop announcement and route identification requirements of the ADA.

Section 19(i) of Union Contract No. 42 (July 1, 2005 to June 30, 2008) between Mid-South Transportation, Inc., and Amalgamated Transit Union Local Union 713 and page 30 of the MTM Transportation Department Rule & Safety Book, effective July 1, 2006, quote 49 CFR §37.167(b), stating:
(i) Effective October 21, 1999:

(a) This section applies to public and private entities.

(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.

(3) 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.

According to MATA’s website, “Bus stops are marked with route numbers of the buses that serve the location...[Riders are instructed to] signal the bus driver to stop by standing or waving as the bus approaches.”
Bus stops with signs indicating which routes serve a stop are important.  However, passengers with visual impairments may be unable to see or read the sign or the bus or identify the route number of an approaching bus in time to signal an operator to stop.  This can be particularly difficult at stops that serve more than one route, if an operator mistakenly assumes that a waiting customer who does not wave is a customer waiting for a different bus.
3.2 Operator Training

A member of the review team met with MATA’s training staff to discuss how stop announcement and route identification information is incorporated into operator training.  Section XV of the Operator Training Manual includes an “Accessible Service Guidelines” module.  Classroom instruction includes information on ADA requirements, including a bullet that states: “Announcements must be made at predetermined intervals such as major intersections, transfer points, and route destinations.  Stops must also be announced upon request.”
According to Section E (Callouts):
The Americans with Disabilities Act (ADA) requires bus Operators to announce transfer points, major intersections, and destination points on every bus route.  In addition, operators are responsible for announcing a location at the request of a customer.  In keeping with the ADA, it is MATA policy that time points on every route be announced.  You must call out points where two or more buses connect.  These ‘callouts’ (time points as printed on schedules) for each route should be announced clearly and concisely.  Operators are expected to use the microphones when making callouts but if inoperative, will need to speak loudly and clearly enough for all customers to hear.  The PA system should be tested during the pre-trip inspection, and, if in need of repair, reported to the Maintenance Department via a Vehicle Condition Report (VCR).

In addition, operators are instructed to announce stops in advance of the stops.  Although not documented in the training materials, operators are told to identify what route they are driving when pulling up to a stop.  There are six-month refreshers and reminders of these requirements made at safety meetings and in printed bulletins (see examples included as Attachment C).
During classroom training, operators are advised of the disciplinary action that will be taken if they are observed not to be making stop announcements (see Section 3.4 below).  MATA has recently begun using individuals with disabilities to assist with teaching this training module.
Despite the training efforts described by staff, most of the 10 operators interviewed could not recall their last training specific to stop announcements.  Some indicated that when they were hired, stop announcements were not being emphasized.  None of the operators interviewed recalled any specific training on stop announcements.  They mentioned safety meetings but nothing specific to the issue of stop announcements.  Most operators indicated that they heard about the need for stop announcements through memos and notices issued by MATA.

When asked if they had the necessary information and training to make stop announcements most indicated that they pretty much had what was needed or stated “it isn’t hard.”  Many wondered why MATA did not have “automatic announcement systems.”  Others indicated a desire for more or refresher training on stop announcements.  Only one operator stated specifically that he felt he had not received proper training.

3.3 Monitoring Procedures

Like most transit agencies, MATA relies to some extent on customer complaints to identify service delivery issues, including failures to call out stops or make route identification announcements.  However, because the information received from customers may not provide sufficient detail to take disciplinary action against an operator, MATA has tried several different approaches to monitoring performance in this area.
Two types of monitoring are used: (1) random and (2) for cause (e.g., based on a customer complaint).  Disciplinary action is based on the results of the camera review described in this section.

According to MATA’s president/general manager, in May 2006, a detective agency was retained to perform on-board checks of operators for verification of compliance with calling out stop announcements.  Union officials were notified that on-board checks were happening and that progressive discipline would be applied to those found in violation.  Bulletins and newsletters were posted to inform operators that the checks were being made.  From May 2006 to May 2007, 96 violations were reported.
Beginning in June 2007, the process was changed.  Instead of on-board assessments, MATA began using on-board camera surveillance.  Although cameras were first introduced to the system approximately four or five years ago, they were used as a customer service/operator discipline tool to verify customer complaints relating to service disputes.  The union signed an agreement on May 27, 2007, which stated:
Management agrees to eliminate the use of a checker only for checking operators to determine if they are calling out stops and transfer locations.  All other on board checks will continue to be determined by management.  The Union and management agree to replace the checker on board by allowing cameras to be used to determine if the drivers are calling out stops and connection points according to the ADA rules and guidelines.  Management and the Union agree to allow up to 50 checks a week for fixed route operators and up to 25 checks per week for Trolley operators.  Discipline for failure to call out stops and transfer points will be on a 12-month revolving period, the same as is currently used for accidents and misses.

The full text of the agreement, including the disciplinary steps is included as Attachment D.  As further described below, not all buses are equipped with cameras.
All operators were aware that MATA monitors stop announcements.  Only one operator indicated that he was not aware how monitoring was conducted.  Two of the operators indicated that monitoring was done using on-board observations only—“snitches” as one operator referred to them.  The rest all cited the use of cameras on the buses.  All of the operators were aware of the discipline policies in effect for not calling out stops.  Some cited the specific penalties for each occurrence and others indicated that repeated suspensions for not announcing stops could lead to dismissal.  The operators characterized the requirements and enforcement as more punitive than a reward and felt they were not being encouraged in a positive way to make the announcements. 
Use of On-Board Cameras

MATA has been installing security cameras on its buses; all new buses are now equipped with cameras.  At the time of the on-site review, 47 buses of MATA’s 162-bus active fleet (29 percent) and all of the trolleys had been camera-equipped, including all of the Hybrids, Gilligs, and Neoplans, and 16 of the Nova units.  Four cameras are mounted on each bus: one pointing out the windshield, one looking at the front door entry, one looking at the rear door area, and one looking toward the back of the bus.  A microphone is located in the operator area.  The camera does not show the entire operator.  The video is indexed so that specific times and days may be reviewed for the respective bus unit.
In addition to using them for system safety and security, as of June 2007, the cameras are now being used to verify operator compliance with calling out stops and making external route identification announcements.  The primary type of review is random, executed in a similar fashion to random drug and alcohol testing where operators are selected at random to be observed on the camera video.  Based on the agreement with the union, the safety manager serves as the project manager and oversees discipline.  He trained several other managers and supervisors who help to review the film each day.  The following procedure was developed:  
· Approximately 10 video canisters a day will be retrieved from the buses.
· The safety manager will be given a lay up (list of vehicles) from the maintenance director to advise him daily of the track and space on which canisters are to be pulled from the bus by his supervisors each night.
· The safety manager or his designee will pick up the canisters from the maintenance director’s office each morning.
· Those trained on viewing the film will pick up their two canisters each morning.
· The film will be viewed from the point where the first passenger boards through at least two transfer points. This should take approximately 10–15 minutes.
· The individual will document the bus number, line, run number, and badge number and record the results, time, and location.
· Any violations will be saved and given to the safety manager for discipline.
· All documentation will be recorded on a master record so there will be a record of every operator.
A copy of the July 2007 canister collection sheet is included in Attachment E.  The “tracks” labeling refers to where vehicles are parked.  Canisters are collected on weekends and weekdays. Care is taken to ensure that vehicles are parked in different “tracks” so that the same vehicle/operator combinations are not selected repeatedly.  
A significant flaw of the current agreement is that since only 29 percent of the buses have cameras, operators of buses without cameras know they are not being monitored (all of the trolleys are camera equipped).
The reviewer first checks to see if there are passengers on board during the time the route segment is being reviewed.  They may pick any time during the day that they are assigned to review.  If announcements are not being made, the reviewer will look before and after the segment under review to get an additional sense of whether the operator makes announcements “most” of the time.  No other violations may be written up, although they may be informally addressed.  As mentioned above, camera video also may be used as backup for causal reviews (e.g., in response to a passenger complaint).

3.4 Operator Discipline

MATA operators are subject to progressive discipline for repeated violations of policies and procedures related to calling out stops and making external route announcements.  Attachment D includes a copy of the union agreement.  The current disciplinary steps are based on a revolving 12-month period:
1. First occurrence:
1-day suspension

2. Second occurrence:
2-day suspension

3. Third occurrence:
3-day suspension

4. Fourth occurrence
no suspension and a conference with the operator, 
management and the union
5. Fifth occurrence:
5-day suspension
6. Sixth occurrence:
discharge
Review team members analyzed a log of on-board and camera observations of operators recorded from January through mid-October 2007.  As shown in Table 3.1, the log included 700 observations.  There were 118 violations, with 70 of them resulting in disciplinary action.  These results suggest that 83 percent of the camera observations showed operators making announcements during that time.  Of those observations that resulted in disciplinary action, 51 percent resulted in one-day suspensions, 27 percent resulted in two-day suspensions, 16 percent resulted in three-day suspensions, and 3 percent each resulted in four- and five-day suspensions.  It should be noted that before cameras were used, it was harder to verify infractions, which may explain why 44 violations did not result in documented disciplinary actions.
Table 3.1
Summary of Disciplinary Actions: January to mid-October 2007
	
	Number
	Percent

	Total Observations
	700
	

	Stop Announcement & Route ID Violations Cited
	118
	17%

	Disciplinary Actions Cited
	74
	

	1-day suspension
	38
	51%

	2-day suspension
	20
	27%

	3-day suspension
	12
	16%

	4-day suspension
	2
	3%

	5-day suspension
	2
	3%


No external route identification failures were noted, unless there were also failures to call out stops.  Given the observations made by review team members (see Section 5.4) and observations of customers, these findings suggest that reviewers may not be listening as carefully for external announcements.
3.5 Stop Announcement and Route Identification Equipment
As stated earlier in this report, MATA buses do not have automated systems for making either stop announcements or route identifications.  MATA management has looked at installing automated enunciators, but at the time of review there was no timetable for acquiring an automated system. (MATA later issued an RFP; see response letter in Attachment B.)
At the time of the review team’s site visit, MATA’s bus fleet contained 176 buses.  Of these, MATA considered 162 to be active.  The active fleet consisted of the following bus types:
· Neoplan 60-foot articulated buses, all model year 2004 (7)

· Gillig 40-foot buses, model year 2003 (20) and 29-foot bus, model year 2007 (1)

· Nova 40-foot buses, model year 1998 (39), model year 2000 (50), and model year 2002 (40)

· TMC 40-foot buses, model year 1994 (5)

Each type of bus has the following announcement equipment, as listed in Table 3.2:

Table 3.2
Announcement Equipment on MATA Buses
	Bus Type
	Internal Speakers
	External Speakers
	Microphone
	Volume Control

	Neoplan
	8
	2: high and to left of front door; below right front bumper
	gooseneck
	variable volume knob

	Nova
	6
	1: behind front door
	gooseneck
	variable volume knob

	Gillig
	6
	1: behind right front wheel
	gooseneck
	on/off volume knob

	TMC
	6
	1
	gooseneck
	on/off volume knob


All buses have switches that can direct the audio to internal speakers, external speakers, or both internal and external speakers.  For the Neoplan and Nova buses, the operator can adjust the volume of the speakers but cannot turn off the speakers.

Maintenance Procedures

As part of their pre-trip inspection, MATA operators are required to check the speakers and microphone.  MATA does not have a printed pre-trip checklist.  When an operator finds a problem with the PA system, he or she is required to complete a “Trouble Report Job Assignment Card.”  A sample completed card is shown in Attachment F.
If the PA system is not working during the pre-trip inspection, MATA vehicle maintenance staff members try to diagnose and repair the problem.  If the repair cannot be done, the vehicle generally does not go into service and is sent to the MATA “repair track.”  According to MATA’s maintenance director, his staff members seek to make the repair by the next day.  Repairs not done within one day are usually due to not having the needed parts or due to electrical issues that affect the PA system.
MATA maintenance staff members also check all components of the PA system during all preventative maintenance (PM) inspections, roughly every 6,000 miles.  In its Maximus vehicle maintenance information system, MATA records this activity in the PM as “PM096—Check P.A. System.”
Maintenance Performance

According to Maximus system data, from January to mid-October 2007, MATA maintenance staff made 42 PA-related repairs.  Of these, 16 were repairs (or replacements) of the switch used by operators to control the volume or direction (internal or external) of the announcement.  The other 26 repairs (or replacements) were for the microphones.  As stated above, the repairs would be prompted from either “Trouble” cards submitted by operators or problems found during PM inspections.  Table 3.3 presents the distribution of the repairs by type and by vehicle type.  Note that there were no recorded repairs of these components for Neoplan or TMC buses.

Table 3.3
MATA Repairs to Components of PA System (2007)
	Bus Type
	PA Switch/Control
	Microphone

	Gillig
	7
	5

	Nova
	9
	21

	Neoplan
	0
	0

	TMC
	0
	0

	Total
	16
	26


3.6 Findings
1. MATA’s written policies, including the language in its union contract and its operator memos (Attachment C) concerning calling out stops and external route identification are consistent with the DOT ADA regulations.
2. Although MATA has a policy of listing the route numbers serving a particular stop on the bus stop sign, not all signs are marked.  In addition, MATA advises passengers to signal operators to stop, which may be difficult or impossible for individuals with vision impairments or other disabilities.

3. Although the MATA Operator Training Manual references the need to announce stops, it does not include instructions on making external route announcements.

4. MATA buses do not have automated announcement systems. Buses are equipped with internal speakers, external speakers, and a microphone to help operators announce stops and routes.  While DOT ADA regulations do not require automated announcement systems, they can be useful in assisting operators to meet the requirements under 49 CFR §37.167(b) that stops be announced.
5. MATA currently uses on-board cameras to randomly review whether operators announce stops and make route identification announcements.  Twenty-nine percent of the buses have on-board cameras; all buses have public address systems with microphones.  Monitoring primarily through use of onboard cameras may not capture all instances of inadequate performance of required announcements.
6. According to the monitoring log from the data from on-board cameras, 83 percent of operators were calling out stops between January and mid-October 2007.
7. There were no observations included in the monitoring log citing a failure to make external route identification announcements without also failing to announce stops.  Given the observations of consumers and the review team, this suggests that MATA is not carefully reviewing the video for external route identification announcements.

8. MATA does not have a pre-trip inspection form.  MATA relies on its operators to fill out a “Trouble Report Job Assignment Card” when they find that the PA system is not working.
3.7 Recommendations

1. MATA should immediately revise and increase its operator training to ensure that operators understand the need to make external route identification announcements.
2. MATA should remove the instructions on its website advising riders to signal operators to stop.

3. MATA should consider training/retraining operators about the need to make external route identification announcements.

4. MATA should work to install cameras on all fixed route vehicles in order to ensure that all operators can be randomly monitored and that reviews for cause may be substantiated using the camera videos.  In the meantime, some other means of monitoring might be considered.  Additionally, MATA should consider additional monitoring programs to supplement its camera-based monitoring effort.
5. MATA should more carefully review the camera video in order to assess compliance with external route identification announcement requirements.

6. MATA should consider developing a pre-trip inspection form that includes the PA system.

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 chapter focuses on MATA’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

4.1 Consumer Comments

As noted in Section 1.3, prior to the review FTA had received one formal complaint concerning MATA’s fixed route service.  The complaint was filed by a rider in November 2004.  A major issue raised in the complaint was that operators do not announce stops as required by the ADA.  In interviews with three individuals who use the service, stop announcements were considered to be lacking, although the frequency had improved over the last eight months.  One suggested that approximately 70 percent of stop announcements were being made.  Two also noted that stops were being called out too late—sometimes at or just after the stop.
4.2 Bus Operator Interviews

A total of 10 operators were interviewed while on site.  The average length of service for these operators who were interviewed was 16 years, ranging from five years to 35 years.
All operators except one indicated that transfer points were to be announced.  Other cited instances that required announcements included points of interest, major intersections, and time points.  Only one operator indicated there was no set standard.  This operator had five years of experience.  All operators indicated that when they are asked they announce a specific stop (or point of interest).  One operator indicated that if he sees a passenger who is visually impaired boarding his bus he will ask if the passenger needs any special attention or assistance.  Some operators will write the request on top of their transfer pad as a reminder.  Others will ask the customer to sit close by and remind the operator that they need a transfer point announced.  One operator indicated that most customers know where they are going.

All of the operators indicated that they used the PA system when making announcements.  Many of them added the phrase “when it is working.”  When asked to estimate how often the PA system worked when testing it during the pre-trip inspection, answers ranged from 50 to 90 percent of the time.  All of the operators indicated that if they find that their PA does not work they contact dispatch.  Dispatch contacts the yardman to see if the system can be fixed.  According to the operators, vehicles are not changed out merely because of PA failures.  Rather, operators are told by dispatch to announce stops as best they can.  The same holds true if the PA system fails while in service.  Operators are instructed to fill out a defect card in all cases.  There are no written pre-trip inspection forms.  Dispatch keeps a log of calls from operators regarding problems with a bus.

Operators were asked how they knew which stops to announce.  Their responses varied.  Some indicated that they just knew which stops to announce from driving the routes.  All the operators indicated that there were no lists provided to them as guidance for which stops to announce.  One operator indicated that there is a card in the radio room with the time points and intersections.  He indicated that he calls out those stops, as well as other stops with connecting routes, if he remembers them.  Another operator indicated that he takes a copy of the paper schedule and uses that as a guide.

4.3 Review Team Observations

On Monday, October 15 and Tuesday, October 16, 2007, the three review team members rode buses throughout the MATA service area.  The purpose of these observations was to determine whether stop announcements were being made at 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.  Review team members positioned themselves at mid-bus to make observations and recorded the results on a form (see Attachment H).

On Monday, the review team made on-board observations from 7:59 a.m. to 3:58 p.m.  On Tuesday, review team members made observations from 8:06 a.m. to 3:48 p.m.  The average (mean) time per observation was 39 minutes, ranging from 13 minutes to 64 minutes.  In total, review team members made observations on 38 route segments and were on vehicles for nearly 25 hours.  Reviewers rode on 24 different bus routes, as well as on the Main Street Trolley and Madison Avenue Trolley lines.  Fourteen of the 24 routes and the Madison Avenue Trolley each had one observation; eight bus routes and the Main Street Trolley had two observations each; and two bus routes (#53 and #57) had three observations each.  When routes were observed more than once, review team members typically observed them in different directions and/or for different portions with different operators.
Table 4.1 provides an overview of the on-board stop announcement observations.
Table 4.1
Overview of On-Board Observations for Stop Announcements
	Total Observations
	38

	Total Observation Time 
	24 hours 46 minutes

	Different Routes Covered
	24 bus, 2 trolley

	Stop Announcements
	

	
	Total Made
	227

	
	Required Announcements
	165

	
	Total Required Announcements
	333

	
	% Made of Required Announcements
	49.5%

	
	Other (not required) Announcements
	62


On the 38 route segments, the review team members recorded 227 stop announcements made by the operators.  Approximately 80 percent of the announcements were made over the PA system, with the balance made without the aid of the PA.  Review team members determined that 73 percent (162) of the announcements were audible, i.e., loud and clear enough for most passengers to hear and understand.

In addition, review team members compared the announcements made with the transfer points and time points noted on the MATA schedules available to the public.  Overall, the operators made 49.5 percent of these announcements: 165 of 333.  The operators made an additional 62 announcements for other intersections and destinations that the review team members judged to be not required by the DOT regulations.

In terms of performance of the stop announcements by route segment, 32 operators made at least one-third of the required announcements and 6 operations made no announcements as follows:

· 29 percent (11 operators) made more than two-thirds of the required announcements
· 32 percent (12 operators) made from one-third to two-thirds of the required announcements

· 24 percent (9 operators) made fewer than one-third of the required announcements 

· 16 percent (6 operators) made no announcements
Of the 32 operators who made announcements, 25 operators used the PA system exclusively, five operators made announcements by voice only, and two made announcements both by voice and with the PA system.

Further analysis and details on the team member observations of stop announcements appear in Attachment I.
Other observations concerning performance related to stop announcements include:
· When making the stop announcements at transfer points, the operators rarely stated the actual route (e.g., “transfer to Route 36”)

· The timing of the announcement was often very close to or beyond the stop; too late for passengers to react and get off at their desired stop

· One operator who made no stop announcements spent most of the segment (45 minutes) talking to the passenger seated directly behind him

· Several operators had conversations on their cell phones while their buses were in service; one of these operators made no stop announcements
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 automated stop announcements.  The requirement to announce transfer points implies that the stops where any two routes converge, overlap, or diverge must be announced.  According to the regulation (49 CFR §37.167) announcements must be made at all transfer points to other fixed routes or modes of transit service.  MATA provided the review team with a list of transfer points for which stop announcements are to be made for all of its bus routes.  However, based on interviews with the operators, it does not appear that the operators receive similar lists for the routes that they drive.  The requirement to announce “any stops on request of an individual with a disability” is self-explanatory.

The other requirement is to announce “other major intersection and destination points, and intervals along the route sufficient to permit individuals with visual impairments or other disabilities to be oriented to their location” (49 CFR §37.167).  As with stop announcements, the regulations allow MATA to use reasonable judgment in selecting the specific stops to announce and the frequency of the announcements.

The MATA managers indicated that the operators are instructed to announce all transfer points and time points that are shown on the public timetables.  It was not clear whether MATA instructs the operators to announce major destinations and intersections.  Based on observations by the review team members:

· Announcements of major intersections that were not transfer points were inconsistent; these types of announcements comprised most of the 62 announcements observed by review team members that they judged to be not required

· Major destination announcements were infrequent

As for “intervals along the route sufficient to permit individuals with visual impairments or other disabilities to be oriented to their location,” review team members judged that, for most MATA routes, there were sufficient time points and transfer points so that it is not necessary to insert additional stop announcements (as long as operators are making those announcements).  However, on MATA routes that extend into areas without intersecting routes, particularly beyond the denser urban center, MATA should instruct operators to announce other street intersections that would help riders orient themselves.  Routes #40, #41, and #82, which extend beyond MATA’s service Zone One and have no transfer points or time points, should all have periodic announcements of street intersections.
Timing of Announcements

It is estimated that an announcement must begin approximately six seconds prior to arriving at a stop in order for the stop announcement to be effective, which includes:

· 2 seconds for the announcement

· 2 seconds for a passenger to respond and request the stop

· 2 seconds for the operator to respond and decelerate to the stop

Table 4.2 shows the distances in advance of a stop that an announcement would need to begin for a six second lead time at different travel speeds.

Table 4.2
Lead Distance for Stop Announcements
	Bus Speed

(miles per hour)
	Bus Speed

(feet per second)
	Lead Distance (feet)

@ six seconds

	10
	15
	88

	15
	22
	132

	20
	29
	176

	30
	44
	264

	40
	59
	352

	60
	88
	528


While riding the buses, review team members observed many stop announcements being made as or after the bus passed the stop.  MATA should make operators aware of the advance time required for making stop announcements in order to properly serve the riders who rely on the announcements to alight at the proper stops.
If MATA installs an automated stop announcement system on its buses, this issue of timing will also be important, as the installers of the system will have to estimate where to initiate each announcement along the routes for each stop.
4.4 Findings
6. Of the 38 route segments observed by the review team: 29 percent (11 operators) made more than two-thirds of the required announcements; 32 percent (12 operators) made from one-third to two-thirds of the required announcements; 24 percent (9 operators) made fewer than one-third of the required announcements; and 16 percent (6 operators) made no announcements.
7. Collectively, the MATA operators made 227 stop announcements.  Review team members determined that 162 of the announcements (73 percent) were loud and clear enough for most passengers to hear and understand.

8. MATA operators made 165 of 333 of the MATA-required announcements (49.5 percent) based on the time points and transfer points noted on MATA’s public timetables.

9. On routes with long intervals between transfer points, MATA operators typically did not announce intersections or destinations with sufficient frequency to orient passengers.
10. When making stop announcements, MATA operators often made the announcements at or after the bus passed the stop.
4.5 Recommendations
1. MATA should make a concerted effort to reinforce to its operators the requirement to make announcements of transfer points, major intersections, and major destinations and should establish performance standards for future monitoring.
2. MATA should consider creating a list for each bus route (and each route direction) of the specific required set of stops, major intersections, and major destinations for operators to announce.

3. MATA should review its set of required stop announcements on routes with long intervals between transfer points to add intersections or destinations sufficient to orient passengers.
4. MATA should train its operators to make the stop announcements sufficiently in advance of arriving at the stop for a rider to be able to alight at the desired stop.
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 MATA’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 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

As described in Section 1.3, external announcements are of particular concern.  One of the interviewees reported that she has heard an external announcement on one occasion.  She stated that at major transfer points it is difficult to hear announcements, requiring her to approach a bus to determine its route.

Another comment related to bus stop signs alleged that not all signs indicate which routes serve the stop.  One consumer noted that MATA has begun adding signs with schedule information at some bus stops, which is helpful.

5.2 Bus Operator Interviews

As described earlier in this report, 10 operators were interviewed by the review team.  The average length of service for these operators interviewed was 16 years, ranging from five to 35 years.
All but two operators reported that they make external stops by calling out the route number and name.  Some operators indicated that they also called out either the destination or direction that they were going.  They all knew that this was to occur at intersecting routes (“cross stops”).  When asked if they made announcements at stops used by more than one route, there was less clarity.  A couple of the operators said “yes,” a couple of the operators said “no.”  Many indicated that if a customer was waiting for another bus they would generally use hand motions to indicate they did not need the bus to stop.  This was observed while riding and waiting for buses during the review team’s monitoring.

5.3 Review Team Observations
On Monday, October 15, and Tuesday, October 16, 2007, the review team members made observations at major bus stops shared by more than one route in order to assess MATA’s performance in identifying bus routes to waiting passengers.  Because the DOT ADA regulations require route identification only at stops served by more than one route, the best opportunity to observe route identification was at stops served by numerous routes with frequent service.  For MATA, these bus stops included:

· North End Terminal

· Central Station

· American Way Transit Center

· Austin Peay Highway and Yale Road (at Raleigh Springs Mall)

The observations took place at different times of day on two days.  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 of this report, all buses have external speakers.  Alternatively, operators sometimes make route announcements by voice when they open the front door.
Of the 47 observations of buses at stops shared by more than one route, only two external route announcements were observed.  Both of these route announcements were at the American Way Transit Center.

Attachment K presents detailed data for each observation.
The major transfer point in the MATA bus system is North End Terminal, where 25 of MATA’s 35 bus routes connect.  Buses enter the terminal in one of two lanes.  One lane faces eastbound and the other lane faces westbound.  There are no signs in the terminal that indicate which routes are assigned to which lane.  (According to MATA, the signs had been temporarily removed at the time of the review because the transit agency was in the process of reassigning routes to different locations.)  There are no audio announcements for buses that are arriving or departing the terminal.  The waiting room has television monitors that provide scheduled departure information for each route but do not identify the lane of the route.  A passenger wishing to inquire about which bus lane to choose can either ask one of the bus route supervisors or inquire at the information booth, which is staffed by MATA personnel.  Getting information from these employees appeared to be MATA’s exclusive means for informing passengers of where to wait for a particular bus route.

5.4 Findings
1. The review team observed only two route identification announcements in 47 observations, meaning that only 4 percent of observed instances complied with DOT ADA regulatory requirements for making route identification announcements.
2. At North End Terminal, the downtown terminal for 25 of MATA’s 35 bus routes, there is limited information for a passenger who wants to transfer between bus routes.  There are no signs that indicate which bus routes stop at either of the two bus lanes.  There are no audio announcements for buses arriving or departing the terminal.  The only source of information identifying the lane to use is a MATA-staffed information booth inside the facility.
5.5 Recommendations

1. MATA should immediately revise and increase its operator training to ensure that operators understand the requirement to make route announcements at any stop shared by more than one route.

2. MATA should instruct operators not to just rely on passengers to signal them to stop to pick up passengers waiting at stops. 
3. MATA should explore developing additional information to guide passengers to the proper waiting location, particularly at North End Terminal.
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