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1 Purpose of the Review

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

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

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

FTA conducted a review of ADA complementary paratransit service provided by Pierce Transit of Lakewood, Washington from November 13 to 16, 2007.  Planners Collaborative, Inc., located in Boston, Massachusetts, and TranSystems Corp., located in Medford, Massachusetts, conducted the review for the FTA Office of Civil Rights.  The review focused primarily on compliance of Pierce Transit’s ADA complementary paratransit service with the requirement in the DOT ADA regulations that this service be operated without capacity constraints (49 CFR 37.131(f)).
The review also examined compliance of Pierce Transit’s ADA paratransit service with the requirements related to eligibility determinations, service area, fares, and days and hours of service.  Sections 37.123 through 37.127 of the regulations require that a process be established for determining who is ADA paratransit eligible and that determinations of eligibility be made consistent with regulatory criteria.  Section 37.131(a) of the DOT ADA regulations requires that ADA complementary paratransit service be provided in all geographic areas where non-commuter fixed route service is provided.  Section 37.131(b) requires that “next-day” service be provided.  Section 37.131(c) requires that ADA complementary paratransit fares be no more than twice the full fixed route fare.  Section 37.131(e) requires that ADA complementary paratransit service be provided during all days and hours that fixed route service is provided.

This report summarizes the observations and findings of the on-site review of Pierce Transit’s ADA complementary paratransit service.  First, a description of the approach and methodology used to conduct the review is provided.  Then, a description of key features of transit services provided by Pierce Transit—fixed route bus and ADA complementary paratransit service—is provided.  All of the findings of the review are summarized in Chapter 4.  Chapter 5 includes observations and findings related to the service area, days, and hours of service, and fare.  Observations and findings related to the eligibility determination process are presented in Chapter 6.  Observations and findings related to the response time and capacity constraint criteria are then presented in Chapters 7 through 10.  At the conclusion of each chapter, recommendations for addressing some of the findings are also provided.

Pierce Transit received a copy of the draft report for review and response.  A copy of the correspondence received from Pierce Transit on October 14, 2008, documenting its response to the draft report, is included as Attachment A.

2 Overview

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

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

· Trip denials and “wait-listing” of trips

· Trip caps

· On-time performance

· Travel times

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

· Service area, service times, and fares

· ADA complementary paratransit service eligibility process

· Telephone capacity

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

2.1 Pre-Review

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

· A description of how Pierce Transit’s ADA complementary paratransit service is structured

· Public information describing Pierce Transit’s ADA complementary paratransit service

· Pierce Transit’s standards for on-time performance, trip denials, travel times, and telephone service
At the request of FTA, Pierce Transit made additional information available during the on-site visit.  This information included:

· Copies of completed driver manifests for recent months

· Six months of service data, including the number of trips requested, scheduled, denied, and canceled, as well as the number of no-shows, missed trips, and total trips provided by Pierce Transit
· A breakdown of trips requested, scheduled, and provided

· Detailed information about trips denied in the last six months, including origin and destination information, day and time information, and customer information

· Detailed information about trips identified in the last six months with excessively long travel times

· Telephone call management records

· Records of recent customer comments and complaints related to capacity issues: trip denials, on-time performance, travel time, and telephone access
In addition to reviewing the above service data and information, the review team also reviewed complaints forwarded to the FTA’s Office of Civil Rights alleging violations of ADA requirements by Pierce Transit in the provision of ADA complementary paratransit service.  Finally, the review team also contacted several riders, disability advocates, and disability agency staff to get input on their recent experiences with Pierce Transit’s ADA paratransit service.
2.2 On-Site Review
An on-site review of the ADA complementary paratransit service took place from November 13 to 16, 2007.  The on-site review began with an opening conference, held at 9 a.m. on Tuesday, November 13, 2007 at the Pierce Transit office at 3720 96th Street, Lakewood, WA.  Pierce Transit representatives attending the meeting included:
· Lynne Griffith, Chief Executive Officer
· Kathy Sullivant, Director of Finance

· Sam Desue, Vice President, Transportation Services

· Patricia Levine, Grants Manager

· Daphne Tackett, Public Affairs Manager

· Randy Hendrickson, Paratransit Manager

· Lennie Laramore, Assistant Manager, Specialized Transportation

David Chia of Planners Collaborative, and Russell Thatcher and Thomas Procopio of TranSystems, Inc. represented the review team.  Jonathan Klein of FTA’s Office of Civil Rights in Washington, DC, participated via telephone.  Monica McCallum of FTA’s Region 10 office in Seattle also participated via telephone.

Jonathan Klein opened the meeting by thanking Pierce Transit for opening their office and operations to the review.  He noted that the main purpose of the review was to ensure compliance with requirements of the ADA.  He also noted that the review team had significant experience with ADA paratransit operations and encouraged Pierce Transit to utilize the review team for technical assistance.  Mr. Klein stressed that the review was to be conducted without impacting daily operations and invited Pierce Transit staff to contact him directly if there were concerns over how the review was being conducted.

Mr. Klein then explained the review process.  He noted that:

· Preliminary findings and an opportunity to respond would be provided at a closing meeting on Friday, November 16
· A report would be drafted and provided to Pierce Transit for review and comment

· Pierce Transit’s comments would be incorporated into a Final Report, which would then become a public document
Finally, Mr. Klein noted that prior review reports were posted on FTA’s web site and that Pierce Transit could examine those for a better idea of issues examined and types of findings included.  Monica McCallum also noted that the FTA regional office staff were available for information and assistance as well.
Russell Thatcher of TranSystems then presented the schedule for the on-site review, including the parts of the operation that would be observed each day.  A copy of the review schedule is provided in Attachment B.

Following the description of the planned review, Kathy Sullivant of Pierce Transit asked what would be covered in the exit conference on Friday, November 16.  It was explained that the review team’s observations and findings would be presented in detail.  Lynne Griffith of Pierce Transit also asked about the period of time of paratransit operations that would be examined during the review.  She noted that Pierce Transit had undergone a major transition in services about 18 months ago.  It was explained that the review would look at past statistics and performance, but would focus on current operations and performance.
Following the opening conference, the review team met with Pierce Transit staff to discuss the information sent in advance as well as the information and material that was available on site.  Information about the fixed route service, particularly the “Bus PLUS” flexibly routed services, was reviewed.  The paratransit service structure and performance standards were also reviewed.

For the remainder of the morning on November 13, the review team met with the Pierce Transit director of finance to gather information about the process used to plan for and budget paratransit services.  The review team also examined rider comments about ADA paratransit service received by Pierce Transit as well as the process used to log and respond to rider comments.  Finally, the review team collected information about the fixed route and paratransit service areas, fares, and days and hours of operation.

In the afternoon on November 13, the review team toured the paratransit call center at 3720 96th Street and the dispatch control center at 3701 96th Street.  Review team members then began observing the trip reservations and scheduling processes.  The review team also reviewed call center staffing and telephone service performance reports.

In the morning on Wednesday, November 14, the review team continued its observations of the trip reservations and scheduling process.  Review team members sat with selected reservationists, listened to calls from riders, and recorded observations on the handling of trip requests.  The review team also met with the lead scheduler to discuss procedures used to develop final runs.  Several special data reports on on-time performance, travel times, and trip requests recorded as denials were also prepared with the assistance of Pierce Transit staff.  The review team also began examining completed driver manifests as a part of on-time performance verification.  Finally, the review team began the process of examining long paratransit trips and comparing on-board ride times to those on the fixed route service.
In the afternoon on November 14, detailed information about the ADA paratransit eligibility determinations process was gathered from Pierce Transit staff.  A review of selected eligibility determinations was also started.  A member of the review team also visited Transpro, one of the subcontractors hired by Pierce Transit to deliver ADA paratransit service.  The dispatch operation was also observed during the peak hours of operation in the afternoon.
On Thursday, November 15, the review team continued its examination of on-time performance, on-board travel times, and eligibility determination records.  Review team members also visited the Pierce Transit garage and interviewed vehicle operators and other staff responsible for delivering ADA paratransit service.  Finally, review team members examined the operations of First Transit, the largest paratransit contractor, and interviewed First Transit staff and vehicle operators.

On Friday morning, November 16, the review team tabulated the various data that had been gathered and prepared for the exit conference.  The exit conference took place at 2 p.m. on November 16 at 3720 96th Street.  Attending the exit conference for Pierce Transit were:
· Lynne Griffith, Chief Executive Officer

· Kathy Sullivant, Director of Finance

· Sam Desue, Vice President, Transportation Services

· Louise Bray, Vice President, Policy, Planning and Public Affairs

· Daphne Tackett, Public Affairs Manager

· Lennie Laramore, Assistant Manager, Specialized Transportation

Attending for the review team were David Chia of Planners Collaborative, and Russell Thatcher and Thomas Procopio of TranSystems.  Monica McCallum of FTA’s Region 10 office was also present.  David Knight and Jonathan Klein of FTA’s Civil Rights Office in Washington, DC, participated by telephone. 
Jonathan Klein opened the exit conference by thanking Pierce Transit staff for their cooperation in the review.  He restated the purpose of the review and summarized the process and timing for developing a draft and final report.  It was noted that the final report would include both findings and recommendations.  Pierce Transit would be required to address the findings, while the recommendations would be presented for Pierce Transit’s consideration as possible ways to address the findings.

The review team members also thanked the Pierce Transit staff for the cooperation they had received throughout the week.  They then presented initial findings in each of the following areas:

· Service design (area, fares, days and hours)

· Eligibility determinations

· Telephone access

· Handling of trip requests

· On-time performance

· Trip duration

· Resources (vehicles, personnel, and financial resources)

Several general observations on operating practices, including reservations, scheduling, and dispatch, were also reviewed and suggestions for improvements in procedures were noted.

Lynne Griffith, Pierce Transit’s Chief Executive Officer, thanked the review team for their work, and noted that Pierce Transit would work with FTA to address findings contained in the Final Report.

3 Background

The following general background information about Pierce Transit is excerpted from their website at www.piercetransit.org:

The Pierce County Public Transportation Benefit Area Corporation, also known as “Pierce Transit,” was formed in 1979 when voters passed a 0.3 percent sales tax to fund public transportation.  By authorizing this taxing authority, a municipal corporation (Pierce Transit) was formed under Chapter 36.57A of the Revised Code of Washington.  In 2002, voters passed an additional 0.3 percent sales tax to replace revenue lost when Initiative 695 cut off the Motor Vehicle Excise Tax as a source of funding for public transportation.

Pierce Transit’s mission is to provide safe, courteous, reliable transportation services over a 414 square mile area with an estimated population of 721,000.  Pierce Transit’s service area includes the cities and towns of Bonney Lake, Buckley, DuPont, Fife, Edgewood, Fircrest, Gig Harbor, Lakewood, Milton, Orting, Puyallup, Ruston, Steilacoom, Sumner, Tacoma and University Place, along with extensive unincorporated areas of Pierce County.

The Agency is governed by a Board of Commissioners.  The Board is comprised of nine elected officials representing the City of Tacoma, Pierce County, Lakewood, University Place/Puyallup (a rotating appointment) and the smaller towns and cities of Pierce Transit's service area.

The Chief Executive Officer is responsible for implementation of the policies legislated by the Board of Commissioners.  In order to provide overall management for the Authority, six departments have been established: Executive, Operations, Maintenance, Technology & Transit Development, Finance & Administration and Human Resources & Labor Relations.

Pierce Transit provides local fixed route bus service, several flexibly routed general public demand-responsive services known as Bus PLUS, ADA complementary paratransit service, vanpool, and ride matching services.  In cooperation with Sound Transit and Intercity Transit, Pierce Transit also provides inter-city express service to Olympia, Seattle, and the Sea-Tac International Airport.

According to information on the Pierce Transit web site, the agency has a fleet of over 250 buses that provide service on 50 local bus routes.  The fixed route service operates on more than 900 miles of streets and roads in the Tacoma area, as well as on highways to Olympia and Seattle.

All fixed route buses are accessible and all run on compressed natural gas.  The fixed route system includes 11 transit centers, over 3,300 bus stops, more than 200 covered bus shelters, and 20 park-and-ride lots.  In 2005, over 14 million trips were provided by the fixed route service.
In addition to fixed route services, Pierce Transit operates several flexibly routed services known as Bus PLUS.  Bus PLUS services are open to the general public and are operated in four different areas.  In three of the areas, service is operated along a set route and yellow bus stop signs designate scheduled stops.  A broader area beyond the designated routes is then served “by request.”  Riders can call between 8 a.m. and 5 p.m. daily, up to five days in advance, to request pickups at locations anywhere within the designated service area.  Pierce Transit staff evaluates these requests and then posts white bus stop signs at locations that are approved for “by request” service.  The review of locations for “by request” service takes into consideration operational issues and safety issues.  Pierce Transit staff noted that the establishment of “by request” stop locations can be targeted enough to serve the individual needs of persons with disabilities who may not be able to get to and from scheduled bus stop locations.
In one of the four Bus PLUS areas, general “dial-a-ride” service is provided with all pickups and drop-offs made on request within a designated service area.

Pierce Transit considers Bus PLUS services to be demand responsive rather than fixed route, according to the definitions included in the DOT ADA regulations.  ADA complementary paratransit service is provided in one of the Bus PLUS areas, but not in the other three areas.  All Bus PLUS vehicles are accessible.
According to the most recent route schedules, fixed route service is operated seven days a week, 365 days a year.  On weekdays, the first pickup on the fixed route service is scheduled at 4:11 a.m. and the last drop-off is scheduled at 12:57 a.m.  On Saturdays, the first pick-up on the fixed route service is scheduled at 6:15 a.m. and the last drop-off is scheduled at 12:57 a.m.  On Sundays and holidays, first pick-up on the fixed route service is scheduled at 6:15 a.m. and the last drop-off is scheduled at 1:01 a.m.
The full adult one-way fare for local fixed route service is $1.50.  Express service one-way adult fares range from $1.50 to $3.  The discounted fare for seniors and persons with disabilities is $0.75 for local service and ranges from $0.50 to $1.50 for express services.
3.1 Description of ADA Complementary Paratransit Service
The ADA complementary paratransit service provided by Pierce Transit is known as SHUTTLE.  Pierce Transit directly manages a call center and a communications center, which together handle trip reservations, scheduling and dispatch.  Pierce Transit vehicles and operators also provide about 26 percent of the weekday service.  Two private contractors hire and train operators, maintain vehicles, and operate the remaining 74 percent of the service.  First Transit operates about 70 percent of the weekday service and about 99 percent of the weekend service.  The second private provider, Transpro, operates about four percent of the weekday service and about one percent of the weekend service.  
Pierce Transit owns all vehicles operated in-house and by First Transit.  A uniform fleet of body-on-chassis minibuses is used and all vehicles are lift-equipped.  First Transit vehicle operators provide dedicated service (i.e., all trips on the vehicles are SHUTTLE trips) under the direction of Pierce Transit dispatchers when in service.
Transpro operates two weekday routes on a dedicated basis using its own vehicles.  Transpro also provides non-dedicated service on taxicabs and other vehicles that it owns and operates.  Transpro does dedicate particular vehicles for SHUTTLE service, but has a portion of its fleet available for SHUTTLE.  These 40 vehicles are a mix of vans, small buses, and body-on-chassis vehicles.  They ranged in age from model year 1996 to model year 2006.  All of these vehicles had been approved by Pierce Transit for SHUTTLE use.  This non-dedicated service is used as “overflow” for a small number of trips that cannot be scheduled onto dedicated runs.  It also functions as a backup option during the service day.  Transpro non-dedicated service is also used to transport riders to transfer locations for inter-area trips going to bordering transit agency areas.  Transpro non-dedicated service is operated under the direction of Transpro taxi dispatchers rather than the Pierce Transit dispatchers.

It is important to note that Pierce Transit staff indicated that the SHUTTLE service underwent a significant transition about a year prior to the review.  The agency switched to a new reservations/scheduling/dispatching software system.  Immediately after the switch, staff reported that there had been problems with service performance.  It was noted that significant efforts have been made to correct the problems encountered and that service quality has improved in recent months.  Key SHUTTLE service policies are detailed below.
Type of Service
SHUTTLE provides door-to-door service.  In some cases, service is also provided to transit centers for connections to the fixed route system.  This “feeder” service is provided for riders who can use the fixed route system independently but who cannot get to and from bus stops for certain trips.

Service Area

SHUTTLE service is provided in all areas that are within 3/4-mile of non-express fixed routes.  Service is also coordinated with three bordering transit agencies—Kitsap Transit to the northwest, Intercity Transit in the Olympia area to the south, and King County Metro which serves Seattle to the north.  Riders needing to travel to these bordering areas are taken to and from three established transfer sites.  Riders traveling regionally call their “home” system to arrange round-trip transportation.  The “home” system then makes all necessary arrangements with the other paratransit systems.

Days and Hours

The Pierce Transit policy is to provide SHUTTLE service during all of the days and hours that fixed route services are operated.  Within each fixed route corridor, the hours of SHUTTLE service are defined by the earliest pickup and the latest drop-off on the fixed route in that corridor.
Fares

The one-way fare for SHUTTLE service is $0.75.  Books of 10 ride tickets can be purchased for $7.50.  An unlimited ride monthly pass (the PugetPass) is also available for $27.  If riders are transferring to or from fixed route, no fare is charged on SHUTTLE—only the fixed route fare is paid.  Personal Care Attendants (PCAs) ride free.  Riders can pay with cash, ride tickets, or monthly pass.

PCAs/Companions

As detailed in the Pierce Transit SHUTTLE Handbook, PCAs are always accommodated and ride free of charge.  The SHUTTLE Handbook also states that companions (referred to as “guests”) are served on a space available basis.  Page 12 of the Handbook states that “Guests may ride with you, but they are subject to space availability.”  As discussed in section 6.3, below, DOT ADA regulations require that one companion, in addition to a PCA, always be accommodated.
Response Time

SHUTTLE reservations are taken seven days a week, 365 days a year, from 8 a.m. to 5 p.m.  Reservations are accepted up to five days in advance.  Riders can call either a local voice phone number (253-581-8100) or a toll-free voice number (800-841-1118).  Riders who use TDDs can call a local TDD number (253-582-7963) or can utilize the Washington State relay service.
New same-day requests, as well as same-day changes to existing reservations are accepted on a “space available” basis.  The SHUTTLE Handbook suggests calling at least two hours ahead for same day service.

“Will-call” trips are available for medical and dental trips only.  Riders going to medical or dental appointments have the option of either requesting specific return pickup times, or asking to be entered in the system as “will-calls.”  If riders choose to be entered into the system as “will-calls,” they notify SHUTTLE when they are ready to return.
“Will-call” phone calls, and phone calls to check on the status of a scheduled trip or to cancel a ride are taken weekdays from 5 a.m. to 1 a.m. and weekends and holidays from 6 a.m. to 1 a.m.
Subscription Service

Subscription service is available for trips that are made one or more times a week, to and from the same locations, and at the same times each day.

Trip Purposes

Page 11 of the SHUTTLE Handbook states that all trip purposes are served and informs riders that they can make “as many trips as you like.”
3.2 ADA Complementary Paratransit Performance Standards
Following is a summary of the performance standards that have been established by Pierce Transit for trip denials, missed trips, on-time performance, on-board ride times, and telephone service.

Trip Denial Standard
Information provided by Pierce Transit in advance of the on-site visit indicated that the agency “strives for a zero percent denial rate…”  Statistics provided in advance of the visit indicated that some requests have been recorded as denials in recent years.  From January 1, 2005 through September 30, 2007, a total of 986 trip denials were recorded.  During this same period, a total of 588,721 trip requests were served.  This equates to a denial rate of about 0.17 percent.  On-site review of the data indicated, however, that most, if not all, trips recorded as denials either were miscoded in the system or were requests outside of the defined area or days and hours of service.  This issue is discussed in Chapter 8
Missed Trip Standard

Pierce Transit staff indicated that the agency defines a missed trip as:

· Any trip that is not taken by the rider where the vehicle arrived outside the 30-minute on-time window

· Any trip where the pickup was made late (after the end of the 30-minute on-time window) and the rider was late to a scheduled appointment
A percentage goal for missed trips was not indicated.

On-Time Performance Standards
Pre-scheduled SHUTTLE pickups are considered to be “on time” if made any time from the scheduled pickup time to 30 minutes after the scheduled pickup time (a 0/+30 window).  Drop-offs where an appointment has been requested are considered late if made any time after the stated appointment time.  “Will-call” pickups are late if made more than 45 minutes after the passenger calls indicating they are ready to return.
Pierce Transit staff indicated that the standard is to be on-time 95 percent of the time.

On-Board Ride Time Standard
Information provided in advance of the on-site visit indicated that Pierce Transit considers the on-board travel time to be excessive “when the elapsed time between origin and destination exceeds the amount of time it takes to make the same trip by fixed route including walking to and from bus stops and transfers.”

A percentage goal for trips with non-excessive travel times was not indicated.
Telephone Service Standard
Information provided in advance of the on-site visit indicated that it is Pierce Transit’s goal to have hold times of no more than 30 seconds for 95 percent of the calls made to the SHUTTLE service.
3.3 Consumer Input
FTA Complaints
At the time of the on-site review, no formal complaints related to the Pierce Transit SHUTTLE service had been received by FTA.

Consumer Comments

Prior to and during the on-site visit, the review team contacted several SHUTTLE riders as well as local disability agency staff.  A total of eight riders and agency staff were contacted.  Two of the individuals contacted were paratransit riders, two were guardians of riders, and four were individuals working at agencies whose clients used the SHUTTLE service.
Seven of the people contacted commented on the eligibility determination process.  Four individuals indicated that they felt there were problems with the fairness and accuracy of determinations.  One interviewee said that she did not feel that psychiatric disabilities and disabilities that affected behavior were adequately considered.  Another interviewee said that she did not feel that determinations for some applicants with vision disabilities properly considered independent travel and mobility skills.  Another interviewee provided documentation that she felt raised questions about whether the impacts of disability on the ability to make decisions to travel safely in the community were adequately considered in the determination process.  One of these four also expressed issues with the appeals process, which she said included individuals who were involved in the initial determination process.

A fifth person who commented on the eligibility determination process said that applicants need to know how to present their cases for eligibility and need to answer as if they are traveling on a “bad day.”  He said that the process does not always seem to take into consideration the “worst case scenario” that people may face when traveling.  A sixth person who provided comments on eligibility indicated that she had no personal knowledge of involvement with the process, but said that the perception in the community was that the process was overly strict.  The seventh person said that her personal experiences indicated that the process was fair, but also indicated there was a sense in the community that the process was too strict.

Five of the seven individuals contacted commented on the timeliness of eligibility determinations.  Four indicated that determinations were made in a timely manner.  One person said that the determinations were not timely.  She said that some applicants had not been able to get to the in-person assessments that had been scheduled and therefore had not been able to complete the process.  She was under the impression that Pierce Transit did not provide transportation to the in-person assessments, if needed.
Six individuals provided input on telephone hold times.  One person said that there were no long holds, and a second person said holds can sometimes be long but that this was “not a major issue.”  One other person said the hold times are “reasonably good now,” but mentioned problems during the recent software transition “six to 12 months ago.”  Two other individuals also said that holds can occasionally be long, but that most times the holds were reasonable.  One of these individuals offered specifics, saying holds could sometimes be up to five minutes, but were very often one minute or less.  The other said that if she calls about the status of her ride, she is sometimes placed on hold for a long time while the customer service representative (reservationist) checks on the ride.  The sixth person who provided comments said she found hold times to be a problem, but did not provide specific times.

Six individuals contacted provided input on the trip scheduling process.  None of these individuals indicated problems with outright denials of trip requests.  Two individuals said that requested times are typically accommodated with one person saying, “Pierce Transit does a good job of providing riders with trips at the times requested.”  The other four individuals indicated some issues with getting trips at the times requested.  Two of these four said that trip times given are sometimes earlier than reasonable, with one saying this is a particular problem if trips are booked based on an appointment time.  One of these four said that she had heard from clients that it was only difficult to get the travel times requested on Saturdays.
Six of the eight individuals contacted provided input on on-time performance.  Four of these six indicated that on-time performance was a significant issue during the software transition, but had improved in recent months.  One of these individuals said that pickups were now late only about 10 percent of the time and that most late pickups were only about five minutes late.  A second of these four said that while improvements had been made, there were still problems with arriving very early for appointments as well as sometimes arriving late for appointments.
The fifth person who commented on on-time performance said that riders leave extra time when they request trips to ensure that they get to appointments on time.  The sixth person who commented on on-time performance said that she mainly had problems with late pickups for “will-call” trips.  She cited two recent occasions when she waited two hours for her will-call pickups.
Seven of the individuals contacted offered comments on ride times.  One of these individuals indicated no problems with ride times.  Another said she had not heard clients mention this as an issue and assumed that ride times were okay.  Three of the seven respondents said that trips were “sometimes” or “occasionally” long, but that ride times in general were okay.  Two of those who said ride times were only sometimes long mentioned same-day “add-ons” (trips added to an operator’s schedule while the operator is on the road) as the main reason for long or circuitous rides.  Two individuals who commented on ride times said that long rides were a more frequent problem.  One of these two individuals cited add-ons as the reason for longer rides.  The second indicated that trips were circuitous but added that they were “more logical recently.”
Seven of the eight persons contacted also provided input on vehicle operators.  Three said that they either had not experienced any issues with operator performance or that they had not heard from clients that there were problems with operators.  One of these three said the operators were “good.”  Two others said that most drivers were good.  The sixth person said, “99 percent of the drivers are very good.”  The seventh person who provided input in this area said that she had experienced problems with operators driving too fast and with having her powered wheelchair inadequately secured.  One of the seven people who commented on operators said that they sometimes get lost and that more training in map reading and orientation to the area was needed.

Six of the eight individuals contacted provided input on vehicles.  All six said the vehicles were clean and in good repair.
Other comments offered by respondents were:

· The information given by the customer service representatives on the status of late rides is not always accurate.  This person said they are often told the vehicle is “on the way” or “only five minutes away.”

· One person indicated that trip cancellations do not always seem to get to the vehicle operators and the operators show up anyway.
· Another person said provider missed trips are an issue (“sometimes the van just doesn’t show up at all”).

· One person said that more monitoring of operator performance was needed and that drivers interpret the operating policies in different ways.

· One person said that there was a recent issue with a rider who was traveling with a seizure dog and was transferring into the area from another bordering paratransit program.  The Pierce Transit operator refused to take her because of the dog (even though the other paratransit system had accepted her dog as a service animal).

· One person said the Rider Handbooks are not readily available in accessible formats.

· One of the agency staff people said that overall, he was pleased with the service, that the Pierce Transit staff was very helpful, and that he was “relieved at recent improvements.”

Rider Comments on File at the Pierce Transit
The review team reviewed and analyzed complaints and comments filed from January 1, 2007 through the end of October 2007.  A total of 433 complaints and 128 compliments were filed during that time.  The number of complaints equates to 1.2 complaints per 1,000 trips, a relatively low rate for this type of service.

Most of the compliments were directed to specific drivers for courtesy and for being helpful.  Some were directed to the customer service representatives (CSR’s) for their help.  Others were general comments praising the service and the assistance provided.  Out of the 128 compliments, 69 (or 54 percent) were directed toward First Transit drivers, 17 (or 13 percent) were directed toward Pierce Transit drivers, and there was one compliment for a Transpro driver.  The balance of the compliments were directed to CSR’s or to the service in general.

The review team reviewed and categorized complaints into three types: “Driver,” “Operations,” or “Other” complaints.  Table 3.1 shows the breakdown of complaints by category.
Table 3.1 – Rider Complaints Filed with Pierce Transit, January 1 to October 31, 2007
	Type of Complaint
	Number
	Percent of Category
	Percent of Total

	Driver Complaints
	168
	
	39%

	Aggressive driving
	1
	1%
	0%

	Careless driving
	7
	4%
	2%

	Changing lanes/illegal lane change
	2
	1%
	0%

	Failure to escort/assist passenger
	22
	13%
	5%

	Rude, abusive, threatening or unresponsive behavior
	81
	48%
	19%

	Operator did not follow procedures
	50
	30%
	12%

	Smoking on or near vehicle
	2
	1%
	0%

	Speeding
	3
	2%
	1%

	Operations Complaints
	171
	
	39%

	Early
	12
	7%
	3%

	Late
	106
	62%
	24%

	Never showed up (missed trip)
	18
	11%
	4%

	Routing
	17
	10%
	4%

	Scheduling
	18
	11%
	4%

	Other Complaints
	94
	
	22%

	Careless driving -other motorist
	18
	19%
	4%

	Dislikes service policies/hours
	9
	10%
	2%

	Information recorded wrong
	17
	18%
	4%

	No show policy
	13
	14%
	3%

	Other
	37
	39%
	9%

	Total Complaints
	433
	
	100%


The complaints in the “Driver” category and “Operations” category were almost equally divided.  The most frequent type of complaint was for late trips, which accounted for 62 percent of the Operations complaints and 24 percent of all complaints.  The next most frequent complaints related to rude, unresponsive, or abusive behavior by drivers, constituting 48 percent of all complaints about drivers and 19 percent of all complaints.

Another 30 percent of the complaints about drivers (12 percent of all complaints) were about drivers not following procedures.  Thirteen percent of driver complaints (5 percent of the total) had to do with drivers not providing assistance.  The remaining 9 percent of Driver complaints (less than 4 percent of the total) were about unsafe driving or smoking on or near the vehicle.
The majority of the “Operations” complaints (62 percent) dealt with the issue of late trips.  It should be noted that the number of complaints regarding late trips dropped significantly after June.  Out of the 106 late trip complaints, 78 complaints (74 percent), occurred prior to June 30, 2007.
Issues with routing and scheduling accounted for 20 percent of the “Operations” complaints (8 percent of the total).  Relatively few Operations complaints concerned vehicles not showing up and vehicles arriving early.

Complaints in the “Other” category included trip information being recorded incorrectly (4 percent of the total), dissatisfaction with the no-show policy (3 percent of the total), and dissatisfaction with other service policies (2 percent of the total).

4 Summary of Findings

This chapter summarizes the findings made as a result of the review.  Please note that findings do not necessarily denote deficiencies, but are statements of observations made at the time of the compliance review.  The bases for these findings are addressed in other chapters.  The findings should be used as the basis for any corrective actions proposed by Pierce Transit.
4.1 ADA Complementary Paratransit Service Criteria and Complaint Handling Process
1. Pierce Transit offers door-to-door service for its SHUTTLE riders.  The exception to this policy is when there are safety concerns or lack or maneuvering space for the SHUTTLE vehicle.

2. Pierce Transit has precisely defined its ADA service so that it provides ADA complementary paratransit service to mirror its fixed route bus service on a route-by-route basis.  The service area for SHUTTLE varies depending on the corresponding bus routes operating at the particular day and time of day.

3. SHUTTLE CSRs first rely on the ADEPT software to tell them if a trip request falls within the SHUTTLE service hours.  The GIS within ADEPT did not appear to allow trip requests after midnight.  CSRs and supervisors were able to override ADEPT and allow such trip requests.  This procedure relies on the SHUTTLE staff knowing the service area and hours for early morning and late night fixed routes.  Based on a review of reservations records and vehicle run schedules, Pierce Transit appeared to provide service in the early morning and service after midnight.

4. The SHUTTLE fare for a one-way trip is 75 cents— less than Pierce Transit’s fixed route fare of $1.50.

5. Pierce Transit does not place any restrictions on trip purpose for its ADA complementary paratransit service.

6. Pierce Transit accepts trip requests for SHUTTLE service seven days a week, from 8 a.m. to 5 p.m.  Riders may request trips from one to five days in advance.  During review, team members observed that over 60 percent of trip requests were for the next day.  This indicates that riders are not concerned with being denied trips if they wait until the day before to call.

7. Pierce transit has agreements with two adjoining counties providing ADA complementary paratransit service—King County and Kitsap County—to coordinate service, with hand-offs, for riders who want to travel between service areas.  On a sample week, SHUTTLE provided 182 trips (91 round trips) to or from the transfer points to the other two paratransit services.

8. Pierce Transit has an aggressive response time goal for complaints.  The current policy is that a response to the customer must be made with 48 hours of receiving the complaint.  A review of complaint records for the first 10 months of 2007 indicated that a response to the complainant is documented only about one-third of the time.

9. Pierce Transit’s practice is to forward complaints to its contracted service vendors.  The vendors are then asked to investigate the complaint and get back to the rider with a finding and resolution.  A more common and accepted practice is to have vendors assist in the investigation (as appropriate), but then to have transit agency customer service staff, rather than the vendors, contact riders.

10. While a phone number is provided on the last page of the SHUTTLE Handbook for complaints and comments regarding fixed route bus service, a number for SHUTTLE comments and complaints is not listed.

4.2 ADA Complementary Paratransit Eligibility
11. Pierce Transit’s ADA paratransit eligibility determination materials and process are very comprehensive.  The process combines information from the applicant, from named professionals, and from in-person interviews and assessments.  The use of all of these key sources of information is very thorough.  Development and use of a very detailed ADA Eligibility Desk Manual is also a good practice and is to be commended.

12. The letters to applicants being asked to participate in an in-person assessment indicate that these individuals are “presumptively eligible” during the assessment process, but do not specifically say that they can use SHUTTLE to get to and from assessment if needed.  Riders contacted in advance of the review indicated some confusion about the availability of SHUTTLE transportation to get to and from in-person assessments.  Use of the term “presumptively eligible” may not be clear to applicants. 
13. The physical assessment criteria established by Pierce Transit considers ability to make a street crossing in less than 50 seconds.  This would typically be equivalent to a walking speed of less than one foot per second (for a four-lane crossing of about 48 feet).  In recent guidance on ADA eligibility determinations, Easter Seals Project ACTION recommends that a walking speed of at least three feet per second be considered as a safe crossing speed.  The speed threshold used by Pierce Transit appears to be too low, granting people too much time to cross a street.
14. The determination letters sent to applicants found not eligible or conditionally eligible do not include a statement explicitly indicating the right to appeal.  Instead, an enclosure titled “How to Appeal” is sent along with the letter as part of a packet of material.  While this may meet the regulatory requirement, it is possible that some applicants may not examine all of the enclosures after reading the cover letter.

15. The review team’s analysis of sample determinations raised questions about how personal safety is considered when making ADA paratransit eligibility determinations.  Documentation related to one determination indicated that “personal choice and safety were not ADA issues.”  This position does not distinguish between safety issues that result directly from a person’s disability (e.g., poor decision-making resulting from a cognitive disability or mental illness) versus general safety concerns such as fear of possible crime that are not directly related to a disability.

16. The review of sample determinations also raised questions about whether riders are given a choice to participate or not participate in travel training.  FTA has provided guidance that travel training can be offered but not required and that eligibility should be determined based on applicants’ current abilities to independently travel, without travel training, should they elect not to participate.

17. Pierce Transit’s visitor policy provides 21 days of presumptive eligibility within a 60 day period.  Section 37.127 of the DOT ADA regulations requires 21 days of service within a 365 day period.  The regulations also require visitor status for individuals who do not reside in a public transit jurisdiction, but who have an “apparent” disability or can provide documentation of a disability.

18. Pierce Transit’s no-show policy provides for permanent suspensions if riders violate the no-show policy five times.  Section 37.125(h) of the DOT ADA regulations allow suspensions to be for “a reasonable period of time.”  FTA does not consider a permanent suspension to meet this regulatory requirement.

19. Pierce Transit’s current policy is to accommodate all companions (“guests”) traveling with ADA paratransit eligible riders on a space available basis.  Section 37.123(f) of the DOT ADA regulations requires that one companion always be accommodated and that others may be served on a space available basis.

20. Pierce Transit’s procedures for developing trip plans that involve paratransit feeder to fixed route service take many important issues, such as total trip length, amenities at the transfer site, and fares, into consideration.  While the trip plans may be reasonable, it is possible that the actual delivery of feeder service may not always be reasonable.  As noted in Chapter 9, a significant number of SHUTTLE riders arrive very early at destinations.  If this occurs for feeder trips, it is possible that riders may spend an excessive amount of time at transfer sites waiting for connecting fixed route buses.  The total travel time for trips that involve feeder service could be excessive.

4.3 Telephone Access
21. Based on an analysis of telephone hold time reports for the week of October 14-20, 2007, about 34 percent of all calls were recorded as having hold times in excess of 30 seconds.  This level of performance does not meet Pierce Transit’s stated goal to answer 95 percent of all calls within 30 seconds.  On the other hand, the goal is a very high standard, may not be achievable, and will not indicate poor hold time performance under the DOT ADA regulations if it is not achieved.  Thirty percent of calls represents a substantial number of calls; however, 30 seconds is not a significantly long time to be placed on hold.  Consequently, based on the current standard alone, it is unclear whether a substantial number of callers experience significantly long hold times.

22. Telephone performance reports for the week of October 14 to 20, 2007, indicated that hold times of more than three minutes were recorded during about 13 percent of the 15-minute reporting periods.  These reports showed long hold times during the morning from 6:15 a.m. to 9:45 a.m., during the afternoon peak from 3 p.m. to 4:15 p.m., and occasionally during late evening hours.

23. Secondary hold times of up to five minutes were observed for several riders who were calling to get updates on the status of late rides.  The one dispatcher in the communications center assigned to be the contact point for all ride status calls appears to create a bottleneck that can increase hold times.  This bottleneck also appears to keep CSRs tied up and unavailable for other calls.

4.4 Trip Reservations and Scheduling
24. Pierce Transit does not appear to impose trip caps or use waiting lists when providing ADA paratransit service.  Some trips that cannot be immediately scheduled onto runs are placed on “Standby,” but riders are informed that they have the trip at the time requested, and these trips are later manually scheduled to runs and provided.

25. Pierce Transit does not appear to deny eligible ADA paratransit trip requests. 

26. Some trip requests appear to be miscoded as capacity denials.  An analysis of trip requests in October and November 2007 indicated 66 trip requests were coded as capacity denials.  Of that number, 33 were requests for non-ADA Bus Plus service, and the remaining 33 were found to be incorrectly coded requests for standby trips or for trips that outside the area or hours of operation.  All of these ADA trip requests should have been coded as “not eligible.” 

27. A very high proportion of trips are scheduled at the exact time requested by riders.  Little negotiation of trip times appears to be done.  It appears that the ADEPT system is using the 30-minute on-time performance window in the initial trip scheduling process.  While this is very responsive to callers, it could be placing added pressure on schedulers, dispatchers, and drivers to perform the trips on-time.  It also could be impacting service productivity and efficiency.

28. While almost 20 percent of SHUTTLE riders are “ADA 3B” eligible, only nine of the 168 trip bookings observed were for ADA 3B feeder trips.  CSRs who were interviewed indicated that riders often opt not to accept feeder trips.  CSR’s indicated that riders who accept feeder service report getting to bus centers for transfers to the fixed route system very early.  Pierce Transit should closely monitor the impacts of feeder service on ADA 3B riders to ensure that the actual level of performance for these trips is not discouraging travel by riders who are offered only feeder service.

29. While it was noted that trips appeared to be booked in an efficient and accurate manner, it was also observed that CSRs do not consistently repeat and verify key trip information at the end of the trip booking process.  Pierce Transit should consider this practice to further strengthen the accuracy of the trip booking process.

4.5 Service Performance
30. Pierce Transit’s definition of no-shows includes situations where riders refuse to de-board because the facility that they are traveling to is not open, there is nobody to meet them at the destination, or other similar reasons.  While these situations can be considered disruptive to the service, they are not “no-shows” as defined by the DOT ADA regulations.  Section 37.125(h) of the regulations defines no-shows as “missing scheduled trips.”  It is also likely that arriving before a facility is open is not something requested by the rider and not within the rider’s control.  It is inconsistent with the DOT ADA regulations to consider these situations in determining whether a rider has established a pattern or practice of missing trips.

31. The scheduling process for SHUTTLE trips is well organized and documented.  The “Scheduler Checklists” provide a clear and consistent approach to the scheduling process.
32. When looking for trip scheduling options, the ADEPT system appears to schedule trips any time within the 30-minute pickup window.  If estimated pickup times are scheduled far back in the pickup window, there is little leeway for delays on the day of service.  Currently, schedulers and dispatchers spend a considerable amount of time identifying and re-scheduling trips that were originally scheduled far (at least 20 minutes) into the pickup window.

33. There appears to be an adequate number of radio dispatchers given the number of runs in service.  Dispatchers do a good job of managing no-shows and proactively managing runs.

34. There is only one same-day dispatcher who serves as a contact for all of the CSRs in the call center.  This creates a communications bottleneck that can result in long rider hold times, particularly during peak operating hours.

35. For trips with requested drop-off times, Pierce Transit’s standard is to perform at least 95 percent of SHUTTLE drop-offs “zero minutes late for the time passenger requests to arrive at a destination.”  Pierce Transit does not, however, use a “drop-off window,” establishing limits for how far in advance of appointment times passengers can be dropped off.  By extension, Pierce Transit does not monitor its performance against a standard for early drop-offs.

36. Based on an analysis of a one-day sample of 150 completed trips (roughly 10 percent of all trips for that day), SHUTTLE was on time or early for 95.3 percent of it pickups, late by 15 minutes or less for 4.0 percent of trips, and late by 16 to 30 minutes for 0.7 percent of trips (one trip from the sample).  No pickups in the sample were greater than 30 minutes late.  This analysis confirms Pierce Transit’s own reporting of on-time performance for pickups.

37. Based on the analysis of the one-day sample, more than 30 percent of pickups are early—this is a high proportion.

38. Pierce Transit does not actively track SHUTTLE’s on-time performance for drop-offs.

39. Based on a subset of 46 completed trips with requested drop-off times from the one-day sample, no trips analyzed had drop-off times after the stated appointment times.

40. Nearly half the trips in the sample (47.8 percent) had drop-offs that were more than 30 minutes early.  This is problematic for riders who arrive at buildings that may not be open that far in advance, and particularly serious for riders who are forced to wait outside during cold weather.

41. For trips requested during the sample week of October 14 to 20, 2007, there were 234 trip records recorded as refusals by the rider.  For all 192 requests in the sample with a requested pickup time, the time offered by CSRs was within one hour of the requested time.

42. One hundred and seventy eight trip records in the sample week had a no-show code indicating that the rider was at fault.  Twenty of these 178 trip records indicated that the vehicle arrived more than 30 minutes after the negotiated pickup time—beyond the pickup window, when the rider no longer had an obligation to wait for the vehicle.  Another four trip records indicated that the vehicle arrived at least 30 minutes before the negotiated pickup time.  There is a reasonable likelihood that the operator did not wait for at least 5 minutes into the pickup before leaving.  

43. Pierce Transit staff appears to still be getting used to the new trip coding options under the new ADEPT system.  There appears to be some miscoding of trips.  Pierce Transit should not impose suspensions for no-shows until staff performs a check of the no-shows in question.

44. A one-week sample of trips had an average (mean) trip duration of 34 minutes and trip length of eight miles.  Most trips (90 percent) were completed in 60 minutes or less.  Less than 2 percent trips in the sample took longer than 90 minutes.

45. Pierce Transit does not appear to regularly track or monitor on-board travel times for paratransit trips.

46. An analysis of 37 long SHUTTLE trips on Wednesday October 17, 2007 showed that 27 trips had ride times equal to or less than fixed route ride times for comparable trips.  Nine trips had ride times greater than fixed route ride times.  Five trips had ride times that were 15 minutes or longer than comparable fixed route ride times.  Pierce Transit does not appear to have a significant problem with excessive ride times.
4.6 Resources
47. The average age, mileage, and condition of the Pierce Transit SHUTTLE fleet appears to be very good.  At the time of the review team’s visit, no vehicles in the fleet had more than 144,000 miles of service.

48. A review of the run structure and vehicle fleet indicated that Pierce Transit operates the SHUTTLE service with about a 15 percent spare ratio.  While no runs appear to go uncovered for lack of vehicles, this spare ratio is tight by industry standards.

49. The capital replacement plan provides for timely replacement of the current fleet, but allows for only one expansion vehicle per year between 2008 and 2013.  This will accommodate only about a 1 percent per year rate of growth.  Between 2006 and 2007, SHUTTLE ridership increased by 5.1 percent, and Pierce Transit staff indicated that its operating budget for 2008 anticipates a 4 percent increase in ridership.

50. A review of pull-out records for the week of October 14 through October 20, 2007 showed that Pierce Transit and its contractors were able to cover all scheduled runs.  First Transit, however, covered nine runs with supervisors due to a lack of available standby or extraboard drivers.  Using supervisors to cover runs is not ideal since it detracts from their abilities to conduct other important duties.  First Transit staff indicated that they were about three drivers below what they would consider a fully-staffed driver workforce.

51. Personnel records at First Transit for 2007 showed an 80 percent turnover rate among drivers.  This turnover did not include trainees who did not complete training.  High turnover can adversely impact service quality as well as service productivity.  First Transit managers indicated that they were exploring ways to decrease the turnover rate.

52. Stable, experienced driver workforces exist at Pierce Transit and Transpro.

53. Training programs at Pierce Transit, First Transit, and Transpro appeared thorough.  They addressed ADA requirements for training in the use of accessibility equipment and in the respectful and courteous treatment of riders.  While all of the training programs included map reading and orientation to the service area, comments from riders as well as drivers indicated that it would be helpful to strengthen this part of the training.

54. The process used by Pierce Transit to create an operating budget for the SHUTTLE program each year seems thorough and reasonable.  It considers ridership trends, staffing needs.  It is designed to accommodate 100 percent of the projected service demand.

55. During the peak periods for telephone volume—6:15 to 9:45 a.m. and 3 to 4:15 p.m.—callers often experience long hold times.

56. There is only one dispatcher assigned to handle trip status calls from the call center.  This dispatcher has other responsibilities as well.  As a result, there appeared to be a bottleneck for callers checking on the status of rides.

5 ADA Complementary Paratransit Service Criteria
Chapter 3 (Background) describes the fixed route service and the ADA complementary paratransit service provided by Pierce Transit.  This chapter compares the fixed route and ADA complementary paratransit service policies to the regulatory criteria for ADA complementary paratransit services contained in 49 CFR sections 37.129, 37.131(a) through (e) and 37.139(g).  These service criteria address:

· Type of service

· Service area and days and hours of operation
· Fares
· Trip purposes
· Next-day reservations
· Coordination with adjoining service providers
The remaining service criteria—response time and capacity constraints—are addressed in other chapters.
The last part of this section provides information about the process used by Pierce Transit to address complaints about paratransit services.

5.1 Consumer Comments

During the review team’s telephone interviews with SHUTTLE riders, one of the riders mentioned another rider who could not get a trip when transferring from another paratransit service because the SHUTTLE operator refused to carry her service animal.

The rider comments collected by Pierce Transit include the category “dislikes policy/hours.”  Some of these complaints may have specifically dealt with issues such as type of service, service area and days and hours, fares, trip purpose, or coordination.  During the period January to October 2007, there were nine complaints in this category, or 2 percent of all complaints.

5.2 Type of Service

Section 37.129(a) of the DOT ADA regulations indicates that ADA complementary paratransit service must be provided on an “origin-to-destination” basis.  Transit agencies may designate the “base” level of rider assistance that they provide as either curb-to-curb or door-to-door.  If the base service is curb-to-curb, transit agencies must have procedures in place to provide additional assistance beyond the curb if this is needed for eligible riders to complete their trips.  This might include assisting riders to and from the front door and policies and procedures for providing this assistance in a safe and reasonable way.

According to the SHUTTLE Handbook (page 4):

SHUTTLE provides door-to-door service or, in some instances, transportation to transit centers to connect with regular bus service…

SHUTTLE requires an obstruction-free approach and sufficient turn-around area for its vehicles.  Under some conditions, our policy of door-to-door will not be available to passengers.  Alternate pickup and drop-off locations may be established because of obstructed driveways, turnarounds, or other safety concerns.

This current policy complies with the regulations and appears to be reasonable.  Pierce Transit should take care that it enforces this policy on a consistent basis, while ensuring that individual eligibility decisions are decided on a case by case basis.  It should maintain a database of particular addresses that it has evaluated and determined to be “obstructed” or to have any other safety issues that would not allow for door-to-door service.

5.3 Service Area, Days and Hours of Service

DOT ADA regulations require transit providers operating fixed route bus service to provide complementary paratransit service that covers, at a minimum, all areas within 3/4-mile of all of its bus routes, along with any small areas within its core service area that may be more than 3/4-mile from a bus route, but which are otherwise surrounded by served corridors (49 CFR § 37.131(a)(1)).  The service area for ADA complementary paratransit service must include areas outside of the defined fixed route jurisdiction—such as beyond political boundaries or taxing jurisdictions—that are within 3/4-mile of the transit operator’s fixed route.

Furthermore, the regulations require that the ADA complementary paratransit service be available during the same hours and days as the agency’s fixed route service (49 CFR § 37.131(e)).  This requirement applies on a route-by-route basis.  For example, an area that has fixed route bus service on weekdays but not weekends must have ADA complementary paratransit service (provide trips) on weekdays but not necessarily on weekends; an area that has bus service from 5 a.m. until 9 p.m. must have ADA complementary paratransit service, at minimum, from 5 a.m. and 9 p.m.

Pierce Transit has precisely defined its ADA service so that it provides ADA complementary paratransit service to mirror its fixed route bus service on a route-by-route basis.  The SHUTTLE Handbook (page 5) states that “SHUTTLE can take you to any destination located with 3/4 of a mile of any local Pierce Transit bus route, during the hours that the bus route operates in the area.  Service hours vary within each community based on the hours regular bus service operates there.”

This means that in areas where bus routes start early and run late, SHUTTLE service begins early and ends late.  For example, on Route #1, weekday service starts as early as 4:11 a.m. and ends at 12: 57 a.m.  On Saturday morning, service on Route #1 begins as early 6:15 a.m. and runs to 12:57 a.m.  On Sundays, service extends from 6:15 a.m. (Route #3) to 1:01 a.m. (Route #1).  SHUTTLE service matches those hours of service within the area that is 3/4-mile of those routes.  A Pierce Transit manager who supervised the CSRs provided maps that display the SHUTTLE service areas by time of day for weekday, Saturday, and Sunday service.  The service areas were defined by the fixed route bus service operating at the respective periods (e.g., a specific service area for Saturdays from 7 a.m. to 9:30 p.m.).

This policy complies with the DOT ADA regulations.  In practice, the SHUTTLE CSRs first rely on the ADEPT software to tell them if a trip request falls within the SHUTTLE service hours.  At the time of the review team’s site visit, the GIS within ADEPT did not appear to allow trip requests after midnight.  CSRs and supervisors were able to override ADEPT and allow such trip requests.  This procedure relies on the SHUTTLE staff knowing the service area and hours for early morning and late night fixed routes.

The review team did see a trip request within an ADEPT file that was scheduled for a 12:20 a.m. pickup with a 12:40 a.m. drop-off.  In addition, there were First Transit vehicle runs that started at 4:30 a.m., and First Transit and Transpro vehicle runs that potentially extended to1 a.m.  Thus, it appears that SHUTTLE is prepared to provide service at the beginning (before 5 a.m.) and end (after midnight) of the fixed route service days.

5.4 Fares

DOT ADA regulations allow a fare for each ADA complementary paratransit service trip that is up to twice that charged for the base fare on fixed route service for the same origin and destination at the same day and time (49 CFR § 37.131(c)).  The base fare includes any potential transfer charges on the fixed route, which Pierce Transit does not have.  The SHUTTLE fare for a one-way trip is 75 cents—actually less than the fixed route fare of $1.50.  This complies with the ADA regulations, and given the high proportion of low income individuals among people with disabilities in the United States, likely enhances the mobility of the SHUTTLE riding community compared to that of other transit providers who charge higher fares.
5.5 Trip Purposes

Section 37.131(d) of the DOT ADA regulations requires that there be no restrictions or priorities based on trip purpose in the provision of ADA complementary paratransit service.

Pierce Transit appears to be in compliance with this requirement.  According to the SHUTTLE Handbook (page 22), “trips can be made for any purpose.”  The review team did not find any trip purpose restrictions or prioritization while observing the reservations and scheduling processes.

5.6 Next-day Reservations

DOT ADA regulations require that an agency accept trips requests, at minimum, made the day before the trip (49 CFR § 37.131(b)).  Requests must be accepted during normal business hours, even on days that the agency may not otherwise be providing service (e.g., trip requests taken on Sunday for a trip on the following Monday).

Pierce Transit accepts trip requests for SHUTTLE service seven days a week, from 8 a.m. to 5 p.m.  Riders may request trips from one to five days in advance.  Pierce Transit also offers “will-call” return service for medical and dental trips.  The rider requests a will-call trip at the time of the reservation.  On the day of service, the rider calls SHUTTLE to request the return trip, and SHUTTLE tries to provide the pickup within 45 minutes of the call.

SHUTTLE riders can also get subscription service for one or more trips per week for a recurring trip with the same origin, destination, and pickup (or drop-off) time.

During review team member observations of CSRs’ taking reservations, over 60 percent of trip requests were for the next day.  This indicates that there are no capacity constraints: SHUTTLE riders have no concerns about waiting until the day before the trip to make a reservation.  In addition, review team members observed little or no negotiation between the CSRs and the customers on the requested trip times—and no observed negotiations for pickup times.

5.7 Coordination with Adjoining Service Providers

ADA regulations require transit agencies to coordinate with agencies with overlapping or contiguous service areas for paratransit riders who want to travel between service areas (49 CFR § 37.139(g)).  Pierce Transit currently has agreements with King County (to the north and east) and Kitsap County (to the northwest).  There are two designated transfer points for paratransit riders to travel between Pierce County and King County.  There is a single transfer point for paratransit riders to travel between Pierce County and Kitsap County.  The policy for all three transit agencies is to provide a “hand to hand” transfer (i.e., the operator of the first leg waits with the rider at the transfer point until the second vehicle arrives).

Pierce Transit’s policies and procedures appear to be in compliance with this requirement.

On a week prior to the review team’s site visit (November 4 to 10, 2007), SHUTTLE provided 182 trips (91 round trips) to or from one of these three transfer points.  One of the CSRs has primarily responsibility of coordinating the transfer trips between SHUTTLE and the ADA complementary paratransit services provided by King County and Kitsap County.

5.8 Pierce Transit’s Complaint-Handling Process
While requirements for complaint handling are not explicit in the DOT ADA regulations, 49 CFR Part 27.121(b) requires all recipients of Federal funds to keep on file for one year all complaints of noncompliance received.  A record of all such complaints, which may be in summary form, shall be kept for five years.  These must be submitted to Department of Transportation officials upon request.  Implicit in this requirement is an expectations that a timely investigation of and response to complaints will occur.
Pierce Transit’s complaint process and files were therefore examined as part of the review.  Information was gathered from the SHUTTLE Customer Service Office and review team members interviewed staff at that office.

Complaint Policies and Procedures

The complaint process is described in the SHUTTLE Handbook on pages 16 and 17.  It states that postage paid comment cards can be found in the vehicles.  It also states that riders can call CSRs to make comments or file complaints.  Telephone numbers are found on the last page of the handbook.  It was noted that while there was a separate customer comment telephone number for fixed route service, there was none listed for SHUTTLE service.  Pierce Transit staff said that they were in the process of adding a separate SHUTTLE customer comment telephone line.
Pierce Transit maintains an internal complaint program for recording complaints.  The program is called Operations Decision Database System (ODDS).  Information is entered into ODDS for each complaint or comment received.  If the complaint comes through the call center, the CSR will enter the information on the comment/complaint into ODDS.  Each record in ODDS is assigned a number when saved.  The number is used to search the ODDS database to retrieve the specific information for the complaint.

Each morning, a senior systems analyst retrieves the records added to ODDS the previous day.  E-mails are sent to the supervisors containing the number of the complaints pertaining to their departments.  The supervisors, using the assigned numbers, can review the comments and complaints.  After they review the complaint the supervisor may contact the customer to get more information if it is needed.
Pierce Transit staff noted that their standard is to respond to complaints within 48 hours of receipt.  For complaints regarding internal operations, responses are to be provided by Pierce Transit staff in the departments to which the complaints are forwarded.  If the complaint is about an employee at one of the service providers (First Transit or Transpro), or about the service provided by one of these companies, the complaint is printed out, scanned, and then faxed to the appropriate vendor.  It is the responsibility of the vendor to contact the customer and resolve the issue.  The vendor is to respond to the customer and add their response to the form, which is then faxed back to Pierce Transit.  If, in the opinion of Pierce Transit, the response is inadequate or incorrect, the complaint will be returned to the vendor for further action

A review of the complaint records for the first 10 months of 2007 indicate that Pierce Transit and its contractors do a good job starting the process of addressing complaints within the 48 hour timeframe.  However, this initial response only involves directing the complaint to the appropriate Pierce Transit department or appropriate vendor.  It appears from a review of the data that a response to the complainant was documented only about one-third of the time.
Part of what is recorded in the ODDS system is whether the customer requested a call-back.  Out of the 433 complaints reviewed, 332 indicated that a call-back was requested.  Only 32 of these records, or less than 10 percent, were marked as “Client Contacted.”  The Action Comments associated with the 300 complaint records where no client contact was indicated were also examined.  This review indicated that there were an additional 72 records where the Action Comments indicated that a complainant had been contacted.  This number, combined with the previously mentioned 32 records brings the total number of documented call backs to 102 out of 332 complaints (31 percent) receiving a call-back when requested.  An additional 16 records indicated a call-back to the customer was attempted but was not successful.
5.9 Findings
57. Pierce Transit offers door-to-door service for its SHUTTLE riders.  The exception to this policy is when there are safety concerns or lack or maneuvering space for the SHUTTLE vehicle.

58. Pierce Transit has precisely defined its ADA service so that it provides ADA complementary paratransit service to mirror its fixed route bus service on a route-by-route basis.  The service area for SHUTTLE varies depending on the corresponding bus routes operating at the particular day and time of day.

59. SHUTTLE CSRs first rely on the ADEPT software to tell them if a trip request falls within the SHUTTLE service hours.  The GIS within ADEPT did not appear to allow trip requests after midnight.  CSRs and supervisors were able to override ADEPT and allow such trip requests.  This procedure relies on the SHUTTLE staff knowing the service area and hours for early morning and late night fixed routes.  Based on a review of reservations records and vehicle run schedules, Pierce Transit appeared to provide service in the early morning and service after midnight.

60. The SHUTTLE fare for a one-way trip is 75 cents— less than Pierce Transit’s fixed route fare of $1.50.

61. Pierce Transit does not place any restrictions on trip purpose for its ADA complementary paratransit service.

62. Pierce Transit accepts trip requests for SHUTTLE service seven days a week, from 8 a.m. to 5 p.m.  Riders may request trips from one to five days in advance.  During review, team members observed that over 60 percent of trip requests were for the next day.  This indicates that riders are not concerned with being denied trips if they wait until the day before to call.

63. Pierce transit has agreements with two adjoining counties providing ADA complementary paratransit service—King County and Kitsap County—to coordinate service, with hand-offs, for riders who want to travel between service areas.  On a sample week, SHUTTLE provided 182 trips (91 round trips) to or from the transfer points to the other two paratransit services.

64. Pierce Transit has an aggressive response time goal for complaints.  The current policy is that a response to the customer must be made with 48 hours of receiving the complaint.  A review of complaint records for the first 10 months of 2007 indicated that a response to the complainant is documented only about one-third of the time.

65. Pierce Transit’s practice is to forward complaints to its contracted service vendors.  The vendors are then asked to investigate the complaint and get back to the rider with a finding and resolution.  A more common and accepted practice is to have vendors assist in the investigation (as appropriate), but then to have transit agency customer service staff, rather than the vendors, contact riders.
66. While a phone number is provided on the last page of the SHUTTLE Handbook for complaints and comments regarding fixed route bus service, a number for SHUTTLE comments and complaints is not listed.
5.10 Recommendations
67. Pierce Transit should take care in making decisions concerning when and where it does not provide door-to-door service for SHUTTLE riders.  To help ensure enforcement of this policy on a consistent basis, it should document each decision not to provide door-to-door service.  It should maintain a database of particular addresses that it has determined to be “obstructed,” or to have any other safety issues that would not allow for door-to-door service.

68. Pierce Transit should update its ADEPT database so that it recognizes the proper SHUTTLE service areas for all days and hours of SHUTTLE service.  In the meantime, CSRs should be trained to confirm with a supervisor whether a trip request is eligible for service for all requests at the beginning and end of the service day.

69. Pierce Transit should add the telephone number for SHUTTLE comments and complaints to the last page of the SHUTTLE Handbook.

70. Pierce Transit should make additional efforts to document complaint investigations in order to ensure that they are completed and that riders are contacted.

71. When Pierce Transit receives complaints regarding contracted service provider employees or operations, it should continue to forward the complaint to the service provider for investigation.  The service provider should then respond to Pierce Transit with its findings.  Pierce Transit staff should review the outcome of the investigation for completeness and appropriate resolution.  Pierce Transit staff, rather than service provider staff, should then contact the complainants about the findings and proposed resolutions.
6 ADA Complementary Paratransit Eligibility

The review team reviewed the process used to determine ADA complementary paratransit eligibility to ensure that determinations are being made in accordance with the regulatory criteria and in a way that accurately reflects the functional ability of applicants.  The timeliness of the processing of requests for eligibility was also assessed.  Review team activities included the following steps:

· Interviews with riders and advocates and a review of rider comments on file at Pierce Transit 
· Review of current eligibility materials and interviews of eligibility determination staff to assess their understanding of the process for handling and review of applications 
· Review of eligibility determination outcome statistics
· Review of application files of 30 recent applicants who had been granted conditional eligibility or who had been denied ADA paratransit eligibility
6.1 Consumer Comments
As noted in the “Customer Comments” portion of Chapter 3, there were no formal complaints on file at FTA regarding the SHUTTLE service or the process used to determine SHUTTLE eligibility.

Several of the riders and disability agency staff contacted in advance of the review did provide comments on the eligibility determination process.  Four individuals indicated that they felt that there were problems with the fairness and accuracy of determinations.  One interviewee said that she did not feel that psychiatric disabilities and disabilities that affected behavior were adequately considered.  Another interviewee said that she did not feel that determinations for some applicants with vision disabilities properly considered independent travel and mobility skills.  Another interviewee provided documentation that she felt raised questions about whether the impacts of disability on the ability to make decisions to travel safely in the community were adequately considered in the determination process.  One of these four also expressed concern with the appeals process, which she said included individuals who were involved in the initial determination process.

A fifth person who commented on the eligibility determination process said that applicants need to know how to present their case for eligibility and need to answer as if they are traveling on a “bad day.”  He said that the process does not always seem to take into consideration the “worst case scenario” that people may face when traveling.  A sixth person who provided comments on eligibility indicated that she had no personal knowledge of involvement with the process, but said that the perception in the community was that the process was overly strict.  The seventh person said that her personal experiences indicated that the process was fair, but also indicated there was a sense in the community that the process was too strict.

Five of the seven individuals contacted commented on the timeliness of eligibility determinations.  Four indicated that determinations were made in a timely manner.  One person said that the determinations were not timely.  She said that some applicants had not been able to get to the in-person assessments that had been scheduled and therefore had not been able to complete the process.  She was under the impression that Pierce Transit did not provide transportation to the in-person assessments, if needed.

None of the 433 complaints on file at Pierce Transit for the first 10 months of 2007 were related to eligibility determinations.

6.2 Eligibility Determination Procedures and Practices

Pierce Transit has developed a very detailed ADA Eligibility Desk Manual.  The manual details regulatory requirements related to eligibility determination, the policies and processes used by Pierce Transit in making determinations, and copies of all letters and materials used in the process.

Initial Determination Process

Individuals interested in applying for ADA paratransit eligibility can obtain application material in three ways.  They can call Pierce Transit for an application packet, or they can also download eligibility information and the application form from the agency’s website.  Pierce Transit also provides eligibility information and application packets to several local disability and human service agencies.  Individuals can obtain application materials from these agencies.

In addition to the application form, application packets include a cover letter, an explanation of “ADA SHUTTLE Eligibility,” and a “Notice of Privacy Practices.”  The cover letter provides an explanation of ADA paratransit eligibility and the SHUTTLE service, a summary of the types of eligibility granted by Pierce Transit, and includes the following statements related to regulatory requirements:

We will process your application and notify you within 21 days after the completed application arrives at our office.
Alternate formats of this document will be produced upon request.
By law, Pierce Transit must:

Make an eligibility determination within 21 days.
Provide written notification with reasons for our decision.

Provide the applicant with the ability to appeal denial or conditions of eligibility.
Provide materials in accessible formats upon request.
In its explanation of ADA paratransit eligibility, the cover letter provides a list of issues that do not lead to ADA paratransit eligibility.  Included in the list is the statement that “Eligibility is NOT based solely on…safety, vulnerability, or age.”

The cover letter indicates that Pierce Transit makes eligibility decisions based on the information in the application.  It also states that Pierce Transit often seeks information from treatment or healthcare professionals to help determine functional abilities of applicants.  It does not indicate, though, that applicants may be asked to appear in-person for an interview and functional assessment.  The information on-line on the “SHUTTLE page” at www.piercetransit.org does note that on occasion applicants may be referred to a third party for reassessment.
The application form itself is six pages long and requests the following:
· General information (name, address, etc.)
· Information about the “physical disability, mental disability, or other qualifying condition”
· Information about mobility aids used

· The maximum distance, in blocks, that the applicant can travel “on your own or with the use of required mobility aids”

· A description of the factor(s) that limits travel by the applicant

· Whether applicants can stand or sit and wait up to 10 minutes for a ride

· Whether the applicant currently uses fixed route service
· Whether applicants could use fixed route service if stops were located “near your home”

· If training would be helpful in using the fixed route service

· Whether applicants need to travel with a PCA
· An explanation of how applicants’ disabilities prevent use of the fixed route service

· Information about the three trips made most frequently (origin, destination, and trip frequency)

Applicants sign the form, or if the form is completed by someone else for the applicant, then that person signs the form and provides contact information as well as information about their relationship to the applicant.

Finally, applicants are asked to complete and sign a “Release of Information” and to provide contact information for “current, relevant doctor, health care, or treatment providers.”  Space for contact information for up to three healthcare or treatment providers is provided.
Applicants return completed applications to Pierce Transit.  They can mail them in a pre-addressed envelope provided in the eligibility packet or fax it to the Pierce Transit offices.  The clerical staff members in the Public Affairs office date stamp each application and review the application forms for completeness.  If key information is not included, the form may be returned with a cover letter asking the applicant to complete the form.  If minor omissions are noted in the application, the clerical staff may call the applicant and get the information over the phone.  If incomplete applications are sent back to applicants, they are date stamped again when they are returned complete.
Completed applications are forwarded to the ADA Eligibility Coordinator for review.  The eligibility coordinator is a state-recognized mental health professional and licensed social worker and has prior work experience with a mental health service agency.  Clerical staff also provide any prior application files that an applicant might have to the eligibility coordinator.  If the information included in the application and prior file is sufficient to make a determination, the decision is made by the eligibility coordinator, the eligibility outcome is entered into the ADEPT software system, and written notification of the decision is prepared and sent to the applicant.

If a decision cannot be made based on the information in the application and prior files, the eligibility coordinator may prepare a letter and form to be faxed to one or more of the treatment or healthcare professionals named in the application.  A copy of the release form signed by the applicant is sent along with the request for information.  Forms are individualized and developed to obtain information related to the specific issues in the application being reviewed.  Several template forms, for various types of disabilities and conditions, have been developed over time, but these templates are typically revised to address specific issues for each applicant.  Pierce Transit staff noted that in the past they attempted to call treatment and healthcare professionals named by the applicants, but encountered problems getting responses from the professionals.  By contrast, with the current practice of faxing requests, they noted that they do receive responses from most professionals.  If they do not receive a response for additional information within seven days, Pierce Transit sends a second request.
If information in the application, together with information from named professionals still is not sufficient to make a thorough determination, Pierce Transit may ask applicants to participate in a functional assessment.  Functional assessments may also be used if there is no response from professionals to requests for additional information.  Three types of functional assessments are utilized:
Physical functional assessments.  These assessments are performed by a physical therapist from the Northwest Center for Integrative Medicine, a multi-disciplinary healthcare and rehabilitation company under contract to Pierce Transit.  The physical functional assessment typically involves a short interview, recording of vital signs, and a short trip outside to and from a bus stop and bus (an actual bus and driver are utilized).
Mobility aid assessments.  These assessments are performed by the travel training staff at Pierce Transit.  They are designed primarily to determine the abilities of applicants to appropriately use mobility aids to travel in the community and to board and ride fixed route buses.  The assessments are also used to set maximum reasonable travel distances to get to and from bus stops.  Eligibility staff noted that the mobility aid assessment is used primarily for individuals who use mobility aids other than wheelchairs.  Applicants who use manual wheelchairs are typically granted unconditional eligibility or conditional eligibility with inaccessible path-of-travel issues and maximum travel distances identified as qualifying conditions.  Mobility aid assessments are used mainly for applicants who use crutches, canes, walkers, or other aids.

Mobility aid assessments begin with a review of the file and a short interview to obtain additional information, such as types of medication used.  Applicants are then observed traveling along a set route that includes curbs, curb cuts, uneven surfaces, and two different types of street crossings.  The route is approximately four-tenths of a mile long and the travel time is recorded every tenth of a mile.  Vital signs are also taken at the beginning, during, and after the trip.  A bus and driver are also provided and applicants are observed boarding and alighting a bus as well as getting to and from a seat or securement area.
Cognitive assessments.  These assessments may be performed by a psychologist at the local multi-disciplinary healthcare and rehabilitation agency that is under contract to Pierce Transit.  Applicants are interviewed and tested as needed.  Cognitive assessments are also sometimes performed by the Pierce Transit ADA Eligibility Coordinator who, as noted above, is a state-recognized mental health professional.  In some cases, additional information about cognitive ability is also obtained as part of the travel training process, if applicants are willing to participate in this program.  Travel trainers at Pierce Transit report on functional travel abilities observed during the training process.  This information is then used to make a final determination.  Applicants are granted presumptive eligibility during the training process.
Pierce Transit staff indicated that they use functional assessments to assist in making about 12 percent of all determinations.  Mobility aid assessments are used about 7 percent, and physical or cognitive assessments are used about 5 percent.

Pierce Transit grants presumptive eligibility to all applicants who participate in functional assessments for the duration of the determination process.  Staff noted that this is done because completing the determination process with an assessment can take more than 21 days.  The letters sent to applicants who are asked to participate in assessments note that they are being given presumptive eligibility.  At the time that letters are sent, the ADA eligibility coordinator also enters appropriate information into the ADEPT software system so that applicants can begin using the SHUTTLE service.
For applicants who have vision impairments, but have a level of vision above the definition of legal blindness (i.e., better than 20/200 with best correction), Pierce Transit may request a physical functional assessment to determine their travel abilities.  For applicants who are at least legally blind, Pierce Transit typically makes determinations based on the information provided in the application, along with information from named healthcare or treatment professionals.
Professionals who perform the assessments complete forms designed for each type of assessment.  These are returned to the Pierce Transit eligibility coordinator, who makes the final determination based on all information collected (i.e., from the application, professionals, or assessments).

The review team’s analysis of sample completed assessment forms found that one of the assessment criteria is whether applicants can cross a designated four-lane street in less than 50 seconds.  Assuming that the total distance of the crossing is slightly less than 50 feet (four lanes at 12 feet each), this criterion determines whether the applicant can walk at a speed of at least one foot per second.  Presumably, if the applicant can walk at this speed, they are deemed able to safely cross streets.  By comparison, material developed by Easter Seals Project ACTION that provides guidance on conducting in-person assessments, suggests that a walking speed of at least three feet per second is needed to safely cross streets (see Determining ADA Paratransit Eligibility: An Approach, Guidance and Training Materials, Easter Seals Project ACTION, 2003, page 5-14).
Once a final decision has been made, the ADA eligibility coordinator prepares a letter to the applicant that sets forth the determination outcome.  In addition to the letter, applicants found eligible also receive a copy of the SHUTTLE Handbook.  Applicants found conditionally eligible also receive a copy of The Bus Stops Here (a fixed route bus book with route and schedule information), two free fixed route ride coupons, a brochure on the available travel training program, a video about travel options, information about the reduced fare program for fixed route riders with disabilities, and information about how to appeal the ADA paratransit eligibility determination.  Applicants who are found not eligible for SHUTTLE service receive The Bus Stops Here, two free fixed route ride tickets, information about the reduced fare program, and information about how to file an appeal.

Finally, the ADA eligibility coordinator enters new or updated eligibility information into the ADEPT software system.
Eligibility Determination Letters
As part of the review, Pierce Transit provided the review team with samples of all types of eligibility determination letters.  This included copies of letters granting unconditional eligibility, conditional eligibility, temporary eligibility, and letters that denied eligibility.  These letters were examined to see if they contained the information required by DOT’s ADA regulations at 49 CFR Section 37.125(d) and (e).  Section 37.125(e) of the DOT ADA regulations requires that documentation of eligibility contain the following five pieces of information:

1. Name of the eligible individual

2. Name of the transit provider

3. Telephone number of the entity’s paratransit coordinator

4. Expiration date for eligibility

5. Any conditions or limitations on the individual’s eligibility, including the use of a PCA

Section 37.125 (d) states that determinations of eligibility must be in writing and if applicants are found to be ineligible, the determination must state the specific reasons for the finding.  Appendix D to the regulations indicates that these reasons cannot be a simple recital that the person has been found to be able to use fixed route service.  Determinations that deny or limit eligibility also should be accompanied by information about the process for appealing the decision.

Each Pierce Transit letter that was examined contained all five pieces of information required by Section 37.125(e).  Letters that conveyed denials of eligibility also contained very clear and detailed descriptions of the reasons for these denials.  Each denial letter was individually tailored to that determination.  Pierce Transit has developed common language that pertains to various reasons for denials (almost 60 types of statements), but also tailors these letters to make the given reasons specific to each determination.
Packets of material sent to applicants who were found not eligible or whose eligibility was conditioned or limited contain a two-page “How to Appeal” summary.  However, the body of the letters sent to applicants found to be not eligible or conditionally eligible did not contain explicit language indicating that the applicant has a right to appeal the decision.  A copy of a sample “Not Eligible” letter is provided in Attachment C.

While including information about the appeal process in the packets that are sent may meet the regulatory requirement, the right to appeal and enclosed instructions for appealing should be specifically stated in the letter of determination.  The packets that are sent contain a number of information and documents, and some applicants may not examine all enclosed material after reading the letter denying or limiting their eligibility.
Types of Eligibility Granted and Recertification
Pierce Transit grants several different types of ADA paratransit eligibility.  These include:
· ADA 1 Full Eligibility.  Pierce Transit grants this type of eligibility to applicants who are found to not be able to use fixed route service under any reasonable circumstances.
· ADA 2 Transitional Eligibility.  This type of eligibility is granted to applicants who require an accessibility accommodation to use the fixed route system and this accommodation is not yet fully available throughout the fixed route system.  Because all fixed route buses are lift-equipped, this type of eligibility typically applies to applicants who use wheelchairs that are too large to be accommodated by the lifts on fixed route buses.  Similarly, it also applies when bus stops that applicants need to use are not accessible.  This (e.g., the ADA Eligibility Desk Manual cited riders with vision disabilities and noted that “Pierce Transit is only partially accessible for individuals with vision impairments”).  This type of eligibility is intended to be applied on a trip-by-trip basis when the particular fixed route bus or stop cannot accommodate the rider.
· ADA 3A Conditional Individual.  This type of eligibility is granted to individuals who have disabilities that fluctuate in severity and who are sometimes prevented from using the fixed route system.  Individuals granted this category of eligibility are encouraged to use the fixed route system when they are able, but it is the riders who make the decision to use or not use the fixed route system (hence the Conditional Individual label).
· ADA 3B Conditional Transit.  This type of eligibility is granted to individuals who are able to use and navigate the fixed route system, but who are sometimes prevented from getting to and from bus stops.  Service is provided to individuals who qualify as ADA 3B Conditional Transit eligible on a trip-by-trip basis.  If no barriers prevent access to and from bus stops, the individuals are expected to use the fixed route system.  If individuals are prevented from getting to or from bus stops, they either receive direct origin-to-destination service on SHUTTLE, or are given SHUTTLE service to the fixed route system and are asked to use fixed route to make the remainder of the trip (i.e., “feeder” service).  Individual trip plans are developed for riders in this category of eligibility that authorize either direct SHUTTLE service or feeder service.

· Presumptive Eligibility.  SHUTTLE service is provided on a “presumption” of eligibility under several conditions.  This type of eligibility is granted if applicants are asked to participate in an in-person functional assessment.  It is also provided if applicants do not participate in functional assessments, but decisions on their eligibility takes more than 21 calendar days.  Presumptive eligibility is also granted if a decision on an appeal is not made within 30 days of the appeal hearing.  In addition, presumptive eligibility is provided to visitors who have been determined ADA paratransit eligible by another transit entity.  As noted on page 5 of Pierce Transit’s ADA Eligibility Desk Manual, visitors receive 21 days of service “over a 60-day timeframe.”  Notably, § 37.127(e) of the DOT ADA regulations requires that eligibility be provided to visitors for 21 days of service within a 365 day period.  This section of the DOT ADA regulations also requires that visitor status be granted to individuals with disabilities who reside outside of public transit areas as long as the disability is “apparent” or the person can provide reasonable documentation of a disability.  Accordingly, Pierce Transit should revise its policy regarding presumptive eligibility for visitors to fully meet the DOT ADA regulations.
· Reciprocal Eligibility.  This type of eligibility is granted to individuals who have been determined ADA paratransit eligible by one of the transit agencies that border the Pierce Transit area.  This includes paratransit riders in the Olympia area (Intercity Transit), the Olympic Peninsula (Kitsap Transit), and the Seattle area (King County Metro).  The full-term and type of eligibility granted by the “home” transit agency is honored by Pierce Transit.
Finally, Pierce Transit staff indicated that they provide 21 days of presumptive, non-ADA eligibility within a 60 day timeframe for persons receiving treatment from a skilled nursing program.  Staff noted that these individuals typically are receiving treatment for a short period of time.  Many individuals in these treatment programs are also from outside the Tacoma area.  This type of eligibility was developed in cooperation with local skilled nursing programs to expedite the receipt of transportation for participants in these programs.  Staff members indicated that about 200 individuals each month receive this type of eligibility.  It was reported that only about 15 to 20 percent of the individuals seek extended eligibility under the ADA program after the 60-day presumptive eligibility period.

Pierce Transit typically grants ADA paratransit eligibility for a three-year period.  Eligibility for a shorter period of time is also granted to individuals with temporary disabilities or to persons whose functional abilities could change in the near-term due to treatment or increased travel skills.
The same application form and process is used for recertification.  However, applicants who previously participated in a functional assessment might not be asked to participate in another assessment.
Appeal Process
Instructions for appealing determinations of ADA paratransit eligibility are contained in the “How to Appeal” insert included in eligibility determination packets.  Applicants are instructed to submit written appeal requests to the public affairs manager, whose office includes the eligibility determination staff.  Applicants are asked to request appeals within 60 days of the date of the initial determination.  Pierce Transit staff noted that they are somewhat lenient on this timeframe, and will accept appeal requests that are within a few weeks of this 60 day period.  Applicants who request formal appeals receive a letter setting the date, time, and place of the appeal.
If a request for appeal is received, the ADA eligibility coordinator first re-reviews the file.  If she determines that a different decision should have been made, Pierce Transit contacts the applicant and explains the revision to eligibility.  If she determines that the decision was appropriate, the appeal is formally processed.
Appeals are heard by one of the physicians at the Northwest Center for Integrative Medicine, the same company that provides the physical therapist that performs physical functional assessments.  The Pierce Transit ADA eligibility coordinator also attends appeal hearings to present information on the initial determination and to answer any questions that the physician may have about the decision.

Section 37.125(d) of the DOT ADA regulations requires that there be a “separation of authority” between those involved in the appeal process and those involved in the initial determination process.  This current appeals process and this issue of separation of authority was discussed with Pierce Transit staff during the onsite review.  The perception expressed by one rider contacted in advance of the review (see Chapter 3) that the process involves the same individuals that made the initial determination was also discussed.  Pierce Transit staff indicated that the physician does not supervise the physical therapist and is therefore not in a direct line of authority.  They also noted that the ADA eligibility coordinator attends the appeal hearings only to provide information and does not have a vote in the appeal decision.  Based on this explanation, there does appear to be appropriate separation of authority, but it is also easy to see why appellants might perceive a conflict. 
Determination Outcomes
As of the date of the onsite review, there were 7,233 individuals who were in the Pierce Transit system as ADA paratransit eligible.  Table 6.1 shows initial determination outcomes for applications received and reviewed from January 1, 2006 through September 30, 2007.  As shown, Pierce Transit received a total of 5,757 applications for ADA paratransit eligibility.  Eighty-four applications were never completed.  Subtracting these from the total, 5,673 applications were received complete and determinations were made.  Of the determinations, 2,320 were for ADA 1 Full Eligibility (41.5 percent); 101 were for ADA 2 Transitional Eligibility (1.8 percent); 1,403 were for 3A Conditional Individual Eligibility (25.1 percent); 1,100 were for 3B Conditional Transit Eligibility (19.7 percent); and 665 were for Not Eligible (11.9 percent).  In addition to the 5,673 final determinations based on full applications, another 4,138 determinations provided Presumptive Eligibility.  This includes presumptive ADA paratransit eligibility to applicants (including many eventually granted full or conditional eligibility) and visitors, as well as non-ADA presumptive eligibility granted to participants in skilled nursing programs.

Table 6.1 – ADA Paratransit and Presumptive Eligibility Determination Outcomes
January 1, 2006 through September 30, 2007
	Determination Outcome
	Number
	% of Determinations

	ADA 1 Fully Eligible
	2,320
	41.5%

	ADA 2 Transitional
	101
	1.8%

	ADA 3A Conditional Individual
	1,403
	25.1%

	ADA 3B Conditional Transit
	1,100
	19.7%

	Not Eligible
	665
	11.9%

	Sub-Total (# of Determinations)
	5,673
	100.0%

	Incomplete
	84
	NA

	Total Applications Received
	5,757
	NA

	Presumptive Eligibility (1)
	4,138
	NA


(1)  Includes ADA presumptive eligibility and non-ADA (skilled nursing) presumptive.
On average, during this 21-month period, Pierce Transit received about 270 ADA applications each month.  An additional 197 applications or requests for presumptive eligibility were received each month.

Records for the same period indicated that there were 61 appeal requests in 2006 and 73 appeal requests from January 1 through September 30, 2007.  This represents about 4.1 percent of the total number of determinations for ADA 2, ADA 3A, ADA 3B, and Not Eligible determinations.  In 112 cases (84 percent), the initial determination was upheld.  In 22 cases (16 percent), the eligibility of appellants was changed.  Most of the revisions made in the appeal process added conditions to persons determined conditionally eligible.
6.3 Observations
As part of the review, randomly selected files for 28 recent applicants were examined.  One additional file was selected because the applicant raised issues regarding the determination when contacted as part of the preparation for the review.

Review team members analyzed the documentation in each of the 29 files and discussed the determinations made by Pierce Transit with the ADA eligibility coordinator and the public affairs manager.  The sample files examined included those for applicants who were determined conditionally eligible in each conditional category, as well as riders determined not eligible.  

This review found no issues with 24 of the 29 determinations examined.  In general, Pierce Transit appeared to be very thorough in making eligibility determinations.  Staff did a particularly good job setting conditions of eligibility for applicants who could sometimes use fixed route service.  Some questions did arise, though, in five cases examined, detailed below.

In one case, the applicant indicated issues with complications from diabetes, Hepatitis-C, a stroke, and depression.  The application also indicated that the applicant used a manual wheelchair.  Pierce Transit had requested information from a named professional, but did not receive a response.  The applicant was notified that the determination was Not Eligible.  The determination letter noted that the main reason for the denial was that that the named professional had not responded.  The letter also stated, “You may reapply if you can provide additional information.”  In this case, it probably would have been more appropriate to consider the application incomplete and to notify the applicant that a decision could not be made until verifying information from a professional could be provided.  Pierce Transit might have also asked the applicant to participate in a functional assessment, in lieu of receiving a response from the professional.  Even though the determination letter noted that the reason for denial was a lack of complete information, a formal finding and statement in the letter that the person was determined “Not Eligible” could have discouraged them from continuing to pursue eligibility.

In one case, the information provided in the application and the information obtained from the named professional was not consistent and the individual was determined to be Not Eligible.  The applicant indicated a prior stroke and instability when walking.  She also indicated that she used a cane.  The professional verified that the applicant had a stroke in April 2005 and that her walking was “fair.”  The professional indicated a reasonable walking distance of three blocks.  The information provided seemed to argue for ADA 3B eligibility.  It also probably would have been good to ask the applicant to participate in a physical functional assessment.

In one case, the applicant was granted ADA 3B eligibility, but the maximum walking distances cited by the applicant and the named professional were not consistent.  The applicant, who indicated that she had degenerative joint disease, was obese, used a walker, and indicated a maximum walking distance of a half-block.  The professional indicated that walking was not detrimental “unless prolonged/extensive” and recommended a combined walking and standing time of 30 minutes.  The decision by Pierce Transit seemed to set something in between—four blocks.  It was unclear how Pierce Transit arrived at this distance.  Pierce Transit could have requested the applicant to participate in a physical functional assessment to be sure of the walking distance set as a condition of eligibility.

Similar issues arose in a fourth case.  The applicant, who indicated degenerative arthritis, “breathing problems,” and the use of a walker, gave a maximum walking distance of half-block.  The named professional confirmed the health conditions (bronchitis and arthritis) and recommended a maximum walking time of less than 20 minutes.  The determination by Pierce Transit set the maximum reasonable walking distance at two blocks.  Again, it probably would have been helpful to have the applicant participate in a physical functional assessment to more accurately set the walking distance condition.

The above two cases also raised some issues with the question regarding maximum walking distance/time that was typically asked of professionals.  The question asked professionals to indicate a maximum combined walking and standing time.  Several maximum times are indicated on the application form.  The professionals are asked to check the box next to one of these times.  The shortest time offered as a possible answer is “less than 20 minutes.”  It probably would be helpful to have options that allow the professionals to be more accurate and to choose a value between zero and 20 minutes.

In addition, while the physical functional assessments consider walking speed, the cases examined did not request similar information from the named professionals.  In the two cases where the applicants used walkers and indicated issues with ambulation, it probably would have been helpful to ask professionals if the applicants could walk at a sufficient pace to safely cross intersections.  It was also noted that the application form completed by applicants does not request information about walking speed.  Because the application does not ask this question of either the applicants or professionals, physical functional assessments would be even more important to ensure that this issue is fully considered in setting complete conditions of eligibility.

In a final case, the applicant, a 22-year old woman, indicated mental retardation and issues with safe, independent travel by fixed route.  The information provided by named professionals contained conflicting information about IQ test results.  One piece of documentation suggested an IQ of 51 based on testing when the applicant was 12 years old.  Another professional indicated an IQ of 80, but did not cite the source.  The named professional contacted as part of the determination also indicated that the applicant was not capable of independent travel in the community and “would require assistance with planning trips, learning routes, and recognizing bus stops.”  The professional also stated that “she does not have safety awareness and would be vulnerable to strangers taking advantage of her.”  The file also indicated some mental health issues and possible sexual abuse.  The guardian expressed similar concerns.  The file noted that the applicant tended to be very aggressive in approaching strange men.  The guardian reported receiving letters from men who the applicant had reportedly approached when traveling on the bus.  A work supervisor at a supported work program also indicated observing this behavior and expressed concern about the applicant’s personal safety if asked to travel independently by bus.

The determination for the applicant was ADA 3B eligibility when the distance to and from bus stops was more than four blocks, with a referral for travel training.  In discussions with Pierce Transit staff about this case, they indicated that the report by one professional of an IQ of 80 was a key factor in the determination.  It was determined that the applicant had diminished intelligence, but that the person did not meet the formal definition of mental retardation (generally considered to apply with an IQ of 70 or lower).  Issues of personal safety when traveling independently were therefore considered to be personal choices unrelated to a disability.  Staff also noted that the determination considered the applicant able to use fixed route service with basic trip planning and travel information.
The review of this file raised some questions about how personal safety issues are considered by Pierce Transit.  The file contained a report from the travel trainer that documented the results of initial travel training.  A copy of the report is contained in Attachment D.  The report indicated conversations with both the guardian and the work supervisor about personal safety concerns.  The report states that the guardian was informed by the travel trainer that “personal choice and safety were not ADA issues.”  A similar statement was reportedly made to the work supervisor (“[The work supervisor] brought up the same issues about personal choice and safety, both of which I explained were not qualifying factors for SHUTTLE.”).

The ADA Eligibility Desk Manual developed by Pierce Transit also seemed to offer a similar opinion.  A section titled “Personal Safety or Vulnerability” (page 17) includes the following statement:

Care providers often state safety concerns or vulnerability to victimization as reasons for paratransit eligibility.  We acknowledge that safety and vulnerability concerns are valid therapeutic and supervision issues, but according to the ADA guidelines, these concerns do not establish paratransit eligibility.
This section of the manual also states that care providers should train individuals in personal safety awareness and should provide proper supervision.  It further states that “Those individuals who require supervision due to vulnerability issues may bring personal care attendants to travel with them.”  Attachment D presents a copy of this section of the ADA Eligibility Desk Manual.
While the existence of crime and general public safety issues do not constitute barriers that would lead to ADA paratransit eligibility, an inability, due to a disability, to make proper choices regarding safe independent travel, would qualify individuals for ADA paratransit service.
Follow-up contact was also made with the guardian of this applicant and with the work supervisor.  Both seemed to interpret their communications with Pierce Transit staff to indicate that personal safety, in general, was not a factor.  A more appropriate basis for the determination, assuming validity of the information in the file, would have been that the applicant was not considered to have mental retardation.  If this is the case, then issues of personal safety do not apply.
The documentation in this file also raised some questions about Pierce Transit’s use of travel training.  There was some indication in the travel training report for the above applicant (see Attachment D) that the guardian of the applicant may not have been given a choice about participation in travel training.  The trainer reports that the guardian refused to give her permission for travel training and that “She finally gave her permission when [the applicant’s] SHUTTLE eligibility ended.”  It goes on to say that the Pierce Transit eligibility coordinator “was not going to extend it unless there was a commitment to start training.”
FTA has provided guidance that travel training can be offered but not required and that eligibility should be determined based on applicants’ current abilities to independently travel, without travel training, should they elect not to participate.  In follow-up conversations with Pierce Transit staff, they indicated that they do not require applicants to participate in travel training.
Observations Regarding ADA 3B Conditional Transit Eligibility
In addition to examining 29 determination files, the review team examined several trip plans created for riders who had been determined eligible under the “ADA 3B Conditional Transit” category.  Review team members evaluated the reasonableness of the plans, specifically of the plans that authorized only “feeder” service.
Pierce Transit staff indicated that feeder service is only used when appropriate.  Several factors are considered to determine if feeder service is an appropriate option for a particular trip.  These factors include:
· Amenities at the transfer point to fixed route.  Staff stated that feeder transfers are only done at fixed route transit centers, where shelters and benches are available and where there is typically access to a telephone.

· Total trip length.  A standard “rule of thumb” is that feeder service is only considered where the fixed route portion of the trip would be at least as long as the paratransit (feeder) portion of the trip.  In most cases where feeder service is used, the fixed route portion of the trip is several times longer than the paratransit portion.

· Directness of the trip.  Feeder service is not proposed if a rider would have to backtrack when being taken to a Transit Center or being transported from the Transit Center to the final destination.
· Proximity of fixed route to the destination.  Feeder service is typically only used if one end of the trip is reachable from fixed route without a paratransit connection.  Most often, paratransit service is provide from the origin to a transit center, fixed route is then taken to the destination, and the trip from the fixed route to the destination can be managed without paratransit by the rider.  Paratransit connections at both ends of the fixed route (“double feeder”) are only considered for very long trips.
· Walking distances and accessible paths-of-travel.  If the riders are expected to get from fixed route to the final destination, the total walking distance and the accessibility of the path-of-travel are considered.  When they have questions about accessibility, Pierce Transit performs an on-street assessment.  The conditions of eligibility set for ADA 3B eligible riders include detailed information that allows staff to perform these environmental assessments.

· Appropriate fares.  If feeder service is used, the paratransit portions of the trip are provided free of charge.  The passenger pays the fare only for the fixed route trip.

The review team evaluated several trip plans that included feeder service.  The above factors seemed to be properly considered in each case.  Overall, the trip plans appeared reasonable and appropriate.

While the plans appeared to be appropriate, one issue with feeder service could be the total travel time experienced by riders.  As noted in Chapter 9, paratransit riders can frequently be scheduled for very early pickups when trips are scheduled based on an appointment time.  Riders who book trips based on appointment times also frequently arrive well in advance of the appointment time.  Given this current level of performance, if feeder trips are booked based on a desired arrival time at a Transit Center, it is likely that a significant number of ADA 3B riders could be scheduled for pickups that are very early or could arrive at the Transit Center well before the planned fixed route run.  This could result in excessively long total travel times when compared general public use of the fixed route system for a similar trip.  Pierce Transit staff should consider total travel time and paratransit scheduling issues when creating ADA 3B rider trip plans.  Special designation of feeder trips should be considered so that attention to appropriate scheduled pickup and arrival times can be considered by schedulers and dispatchers for these trips.  Periodic reviews of the actual travel times of trips using feeder  service should also be examined to ensure that the total travel times are not excessive.
Review of Application Processing Times

In addition to examining the appropriateness of the determinations made for the 29 files in the sample, the review team also analyzed the processing time for 28 sample determinations.  The review team compared the date of the time-stamp for when the completed application was received to the date for when the letter of determination was sent to the applicant.  That time was used as the total time taken to make the decision and compared with the regulatory provision for 21 days from completion to determination.  Table 6.2 shows the breakdown of elapsed times for the 28 sample files.
Table 6.2 – Application Processing Time for
28 ADA Paratransit Determinations Made Fall 2007

	# of Days Required to Make Determination
	# of Determinations

	1-7 days
	13

	8-14 days
	7

	15-21 days
	3

	21+ days
	5

	Total
	28


As shown, five determinations took more than 21 days to process.  The actual processing times for these five were 27 days, 43 days, 56 days, 70 days, and 83 days.  In four of these cases, applicants had been asked to participate in in-person functional assessments.  The files contained copies of letters scheduling the assessments and extending immediate presumptive eligibility to the applicant.  In the fifth case (where the determination took 27 days), three attempts were made to obtain verifying information from the named professional.  The file contained information indicating that the applicant had been apprised of the problems encountered in obtaining information from the professional.
Based on this sample of applications, it appears that Pierce Transit is making eligibility determinations in a timely way in cases where functional assessments are not required and where all information, including information from professionals, is received.  Determinations appear to take significantly longer than 21 days in most cases where functional assessments are performed.  However, as noted earlier, Pierce Transit is offering immediate presumptive eligibility to applicants asked to participate in functional assessments.
No-Show Suspension Policy
Section 37.125(h) of the DOT ADA regulations states that transit agencies “may establish an administrative process to suspend, for a reasonable period of time, the provision of complementary paratransit service to ADA eligible individuals who establish a pattern or practice of missing scheduled trips.”  The review team assessed Pierce Transit’s policies and practices regarding no-show suspensions.

Pierce Transit’s no-show suspension policy is explained on pages 38 to 41 of its SHUTTLE Handbook.  No-shows are defined as situations where vehicles arrive for pickups within the on-time pickup window and riders either are not there or decide not to make the trip.  Riders are also charged with no-shows if they do not de-board at a destination for any reason.  The Handbook gives two examples of reasons for not de-boarding:
· the facility a rider is traveling to is not open
· there is no one at the destination to receive the rider
In these situations, if the vehicle has to continue on with the rider and return at a later time for the drop-off, the rider is charged with a no-show.

Late cancellations are defined as cancellations made less than one hour before the scheduled pickup time.  Three late cancellations are considered the equivalent of one no-show.

The SHUTTLE Handbook indicates that a CSR contacts riders each time a no-show occurs to determine the reason for the no-show.  This is to be done to determine if the no-show was beyond the rider’s control.  Contact is made before riders are charged with no-shows.

The policy calls for service suspensions for riders who record five no-shows (or the equivalent number of cancellations or cancellations combined with no-shows) in a 30-day period.  For the first instance of five no-shows, the period of suspension is seven days.  A second violation results in a 14-day suspension.  A third violation results in a 21-day suspension.  A fourth violation results in a 28-day suspension.  A fifth violation of the policy results in a permanent suspension.  If more than two years lapse between any series of no-shows, prior violations are not considered and the progressive suspensions reverts to the first stage.

Riders can appeal a proposed service suspension.  The Handbook states that riders must appeal within five working days of the receipt of the notice of suspension.  Suspensions are typically effective 14 days after the date of the notification to allow for this appeal period.  Appeals must be submitted in writing to the public affairs manager.  If a rider requests an appeal, the proposed suspension is postponed until the appeal is heard and a decision is made.  Appeals are scheduled within 30 days of requests and decisions are made within 30 days of the date of the hearing.

Pierce Transit staff indicated that they have not been implementing suspensions for no-shows since January 2006.  Implementation of the policy was suspended due to issues with the new software and a desire to make sure that trip codings and records are accurate.  Staff did indicate, though, that they planned to reinstate no-show suspensions in early 2008.
PCA and Companion Policies
Section 37.123(f) of the DOT ADA regulations requires that public entities providing ADA complementary paratransit service always accommodate PCAs who are accompanying eligible riders.  One companion, in addition to a PCA is also to always be accommodated.  Additional companions are to be accommodated on a space available basis.  PCAs are to be served free of charge and companions can be asked to pay the same fare as the eligible rider.

Pierce Transit’s policy regarding PCAs and companions (referred to as “guests”) is detailed on pages 10 to 12 of its SHUTTLE Handbook.  PCAs are always accommodated and ride free of charge.  All guests (companions) are served on a space-available basis.  The Handbook states (page 12) that “Guests may ride with you, but they are subject to space availability.”  Pierce Transit staff indicated that the companion policy was in the process of being revised to allow one companion to always travel so that the policy was consistent with the DOT regulations.
6.4 Findings
72. Pierce Transit’s ADA paratransit eligibility determination materials and process are very comprehensive.  The process combines information from the applicant, from named professionals, and from in-person interviews and assessments.  The use of all of these key sources of information is very thorough.  Development and use of a very detailed ADA Eligibility Desk Manual is also a good practice and is to be commended.
73. The letters to applicants being asked to participate in an in-person assessment indicate that these individuals are “presumptively eligible” during the assessment process, but do not specifically say that they can use SHUTTLE to get to and from assessment if needed.  Riders contacted in advance of the review indicated some confusion about the availability of SHUTTLE transportation to get to and from in-person assessments.  Use of the term “presumptively eligible” may not be clear to applicants.
74. The physical assessment criteria established by Pierce Transit considers ability to make a street crossing in less than 50 seconds.  This would typically be equivalent to a walking speed of less than one foot per second (for a four-lane crossing of about 48 feet).  In recent guidance on ADA eligibility determinations, Easter Seals Project ACTION recommends that a walking speed of at least three feet per second be considered as a safe crossing speed.  The speed threshold used by Pierce Transit appears to be too low, granting people too much time to cross a street.
75. The determination letters sent to applicants found not eligible or conditionally eligible do not include a statement explicitly indicating the right to appeal.  Instead, an enclosure titled “How to Appeal” is sent along with the letter as part of a packet of material.  While this may meet the regulatory requirement, it is possible that some applicants may not examine all of the enclosures after reading the cover letter.
76. The review team’s analysis of sample determinations raised questions about how personal safety is considered when making ADA paratransit eligibility determinations.  Documentation related to one determination indicated that “personal choice and safety were not ADA issues.”  This position does not distinguish between safety issues that result directly from a person’s disability (e.g., poor decision-making resulting from a cognitive disability or mental illness) versus general safety concerns such as fear of possible crime that are not directly related to a disability.
77. The review of sample determinations also raised questions about whether riders are given a choice to participate or not participate in travel training.  FTA has provided guidance that travel training can be offered but not required and that eligibility should be determined based on applicants’ current abilities to independently travel, without travel training, should they elect not to participate.
78. Pierce Transit’s visitor policy provides 21 days of presumptive eligibility within a 60 day period.  Section 37.127 of the DOT ADA regulations requires 21 days of service within a 365 day period.  The regulations also require visitor status for individuals who do not reside in a public transit jurisdiction, but who have an “apparent” disability or can provide documentation of a disability.
79. Pierce Transit’s no-show policy provides for permanent suspensions if riders violate the no-show policy five times.  Section 37.125(h) of the DOT ADA regulations allow suspensions to be for “a reasonable period of time.”  FTA does not consider a permanent suspension to meet this regulatory requirement.

80. Pierce Transit’s current policy is to accommodate all companions (“guests”) traveling with ADA paratransit eligible riders on a space available basis.  Section 37.123(f) of the DOT ADA regulations requires that one companion always be accommodated and that others may be served on a space available basis.
81. Pierce Transit’s procedures for developing trip plans that involve paratransit feeder to fixed route service take many important issues, such as total trip length, amenities at the transfer site, and fares, into consideration.  While the trip plans may be reasonable, it is possible that the actual delivery of feeder service may not always be reasonable.  As noted in Chapter 9, a significant number of SHUTTLE riders arrive very early at destinations.  If this occurs for feeder trips, it is possible that riders may spend an excessive amount of time at transfer sites waiting for connecting fixed route buses.  The total travel time for trips that involve feeder service could be excessive.
6.5 Recommendations
82. Pierce Transit should revise its letters to applicants asked to participate in functional assessments to state in simpler language that applicants will be able to use the SHUTTLE service during the assessment process and can use it to get to and from the assessments if needed.
83. Pierce Transit should consider using a faster walking speed criterion in its physical functional assessments.  A minimum walking speed of at least three feet per second is recommended before paratransit eligibility is denied.
84. Pierce Transit should revise the letters sent to applicants found not eligible or conditionally eligible to contain the statement that applicants have the right to appeal.  The letter could then state that detailed instructions for how to request an appeal are enclosed.
85. Pierce Transit should clarify its position on how personal choice and safety are considered in the eligibility determination process.  Pierce Transit should consider choices or judgments that could result in unsafe independent travel as qualifying factors when these inappropriate choices or judgments are related to a disability.
86. Pierce Transit should clarify its position on offering travel training to applicants and riders.  Pierce Transit’s policy should be to offer, but not require, travel training.  If an applicant refuses travel training, Pierce Transit should then evaluate the applicant on his or her current functional abilities absent any travel training.
87. Pierce Transit should revise its visitor policy to allow for 21 days of travel in any 365 day time period.
88. Pierce Transit should revise its “guest” policy to always accommodate one guest and to accommodate additional guests on a space available basis.

89. Pierce Transit should conduct periodic reviews of the transfer times and total travel times for samples of paratransit to fixed route feeder trips.  Pierce Transit should compare travel times to direct fixed route travel using the methodology described in Chapter 9.  If these evaluations show excessive travel times for feeder trips due to long layovers at transfer sites, Pierce Transit should consider giving special attention to feeder trips in the scheduling and dispatching processes to reduce wait times at transfers.  This might be facilitated by developing a special coding for feeder trips that will be obvious to schedulers and dispatchers
7 Telephone Access

The review team collected information about telephone access to the Pierce Transit ADA complementary paratransit service.  Telephone access for placing or changing trip reservations or checking on the status of a ride is an important part of ADA complementary paratransit operations.  Experiencing significant telephone delays to place trip requests or to check on rides could discourage people from using the service and could therefore be considered a form of capacity constraint.

Review team members collected the following information:

· Consumer input on this issue was obtained through telephone interviews with riders, advocates, and agencies

· Standards for telephone answering performance

· Design of the phone system and the staffing of phones

· Practices for handling of calls – both trip reservation calls and calls regarding the status of rides
· Phone system monitoring reports (automatic call distribution reports)

7.1 Consumer Comments
As noted in the “Consumer Comments” portion of Chapter 3, comments from riders and agency staff contacted for input in advance of the on-site visit indicated that there may have been long telephone hold times in the recent past, but that current hold times were mostly reasonable.  Six of the seven individuals contacted provided input on telephone hold times.  One person said that there were no long holds, and a second person said holds can sometimes be long, but that this was “not a major issue.”  One other person said the hold times are “reasonably good now,” but mentioned problems during the recent software transition “six to 12 months ago.”  Two other individuals also said that holds can occasionally be long, but were more often of reasonable length.  One of these individuals offered specifics, saying holds could sometimes be up to 5 minutes, but were very often 1 minute or less.  The other said that if she calls about the status of her ride, she is sometimes placed on hold for a long time while the CSR checks on the ride.  The sixth person who provided comments said that she found hold times to be a problem, but did not cite specific hold time lengths.

One of the 433 complaints filed with Pierce Transit during the first 10 months of 2007 was about telephone service.  The complaint said that the phones for the SHUTTLE service were “busy for 45 minutes” and that the rider had difficulty getting through.
7.2 
Phone Service Standards and Design
Information provided in advance of the on-site visit indicated that it is Pierce Transit’s goal to have hold times of no more than 30 seconds for 95 percent of the calls made to the SHUTTLE service.

The Pierce Transit call center located at 3720 96th Street in Lakewood handles calls related to the SHUTTLE service.  It also handles calls for the Bus Plus service – a flexibly-routed demand service that allows riders to request off-route pickups.

SHUTTLE riders call either a local voice phone number (253-581-8100) or a toll-free voice number (800-841-1118).  Riders who use TDDs can call a local TDD number (253-582-7963) or can utilize the Washington State relay service.  When riders call, they receive a brief and concise message thanking them for calling the SHUTTLE service.  They are then informed that they will automatically be transferred to a CSR if they are calling to make a trip reservation, to book a return trip (for will-calls), or to cancel a trip.  They are also informed that, for quality control purposes, calls may be recorded.  Finally, they are given the option to choose another option by pressing “1.” 
If riders hold for the automatic transfer, they are routed to a single call group and queue.  CSRs in the call center handle all incoming calls related to the SHUTTLE service.  This includes not only trip reservations, return trips, and cancellations, but “Where’s my ride?” calls (seeking information on the estimated time of arrival for a ride near or within the pickup window) and general information calls.  If a rider is calling about the status of a scheduled pickup, the CSR will first look up the trip in the StrataGen ADEPT system (the paratransit reservations, scheduling, and dispatching system) to see if up-do-date information is available on the status of the run on which the trip is scheduled.  If so, then the CSR will provide an estimated pickup time.  CSRs attempt to handle “ride status” calls if the rider is calling within the on-time pickup window.  If the pickup is running late or the information in the system is not up-to-date, the CSR will contact the communications center, which is where schedulers and dispatchers are located.  The communications center is at 3701 96th Street.  Contact is made using an internal telephone intercom system.  The dispatcher in the communications center who is responsible for handling same day calls and requests will determine the status of the pickup and inform the CSR who then informs the rider.

Pierce Transit staff indicated that plans were being developed to redesign the space for both the SHUTTLE call center and the communications center.  The current plan calls for the communications center to be relocated to be in closer proximity to the call center.  Staff indicated that they felt that this would improve communications and interaction between these two parts of the operation.
The current telephone system used for the SHUTTLE service has 16 analog trunk lines.  This allows up to 16 incoming calls to be handled at any given time.  Because it is an analog system, calls are recorded on a tape system.  Pierce Transit managers noted that the agency is moving to a state-of-the-art digital system.  The new system will have a PRI circuit with 24 channels and caller ID.  It will also allow for digital recordings of calls, which will be easier to search.
Callers in the central SHUTTLE service telephone queue are transferred to the next available CSR.  CSRs are therefore only required to handle one call at a time.  As noted above, the CSRs also have an internal intercom line that connects to the dispatchers in the communications center.

A separate “contractor line” and number is also available.  This number and line are used for communications back-and-forth to service provider contractors.  It was noted that the line is used mainly for contacts with the Transpro dispatchers who handle the dispatching for inter-regional trips going to and from the transfer locations.
7.3 Call Center and Dispatch Staffing

Call Center Staffing

A copy of the CSR shift schedule for the week of November 11 to 17, 2007 was reviewed.  The schedule showed that there were 15 CSRs employed at that time.  Ten CSRs worked a 40-hour weekly schedule, two “relief CSRs” worked 32-hour schedules, and one person worked a 30-hour weekly schedule.
Figures 7.1, 7.2, and 7.3 below show the coverage provided on a selected sample days: a weekday (Wednesday, November 14) as well as Saturday (November 17) and Sunday (November 11).  As shown, to handle trip status calls, will call return requests, and cancellations, as well as advance reservations, the call center is staffed from 4:15 a.m. to 1:15 a.m. on weekdays, 5:30 a.m. to 1 am on Saturdays, and 6 a.m. to 1 a.m. on Sundays.  On Wednesday, November 14, 2007, one CSR reported at 4:30 a.m. and worked until 1:30 p.m.  A second CSR reported at 6:30 a.m. and worked until 3:30 p.m.  Five additional CSRs were scheduled from 8 a.m. to 5 p.m., when the service is open to advance reservation trip bookings.  Two additional CSRs reported at 10 a.m. and worked into the evening (one ending at 7 p.m. and the second at 9 p.m.).  Finally, one CSR reported at 2 p.m. and worked until closing at 1:15 a.m.
This schedule allowed for incremental increases in staffing before 8 a.m., for seven CSRs from 8 a.m. to 10 a.m., for between eight and nine CSRs from 10 a.m. to 5 p.m., and for staged decrease in staffing after 5 p.m.
The call center manager noted that CSRs are represented by a union (ATU Local 758) and that the workforce has been very stable.  He noted that one new CSR was hired in the past year, but that no other changes in the workforce had occurred during this period and that many CSRs have several years of experience.  The labor agreement in effect at the time of the on-site review showed that CSRs start at $15.55 per hour and that the pay can increase with scheduled steps to $18.83.  A good fringe benefit package is also provided.
The call center manager also noted that all approved CSR positions were filled.  There were no vacancies at the time of the review.

New CSRs receive three to four weeks of training.  The first week covers policies and procedures and a general orientation to other areas such as dispatch and eligibility.  Weeks two to four of the training involve mentoring by an experienced CSR and learning the ADEPT scheduling system.  Trainees first observe the experienced CSR and then work on their own observed by a supervisor.

Figure 7.1 – CSR Staffing on Wednesday, November 14, 2007

[image: image1.emf]CSR #1

CSR #2

CSR #3

CSR #4

CSR #5

CSR #6

CSR #7

CSR #8

CSR #9

CSR #10

12-1 am 1-2 am 8-9 pm 9-10 pm 10-11 pm11-12 pm 4-5 pm 5-6 pm 6-7 pm 7-8 pm 12-1 pm 1-2 pm 2-3 pm 3-4 pm 8-9 am 9-10 am 10-11 am 11-12 n 4-5 am 5-6 am 6-7 am 7-8 am


Figure 7.2 – CSR Staffing on Saturday, November 17, 2007
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Figure 7.3 – CSR Staffing on Sunday, November 11, 2007
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Dispatch Staffing

A copy of the shift schedule for dispatchers and schedulers for the week of November 11 to 17, 2007 was also reviewed.  The schedule showed that there were 15 individuals who were used in SHUTTLE radio dispatch, Bus Plus and same-day SHUTTLE dispatch, and SHUTTLE scheduling.  This included seven individuals who were mainly radio dispatchers, three who dispatched and scheduled, one full-time extraboard dispatcher, and four “relief” dispatchers, who filled in part-time as needed.

On weekdays, one dispatcher reported at 4 a.m., a second dispatcher reported at 5:30 a.m., a third at 6:30 a.m., and a fourth at 8:30 a.m.  A “same-day dispatcher,” who handled Bus Plus demand requests as well as SHUTTLE trip status calls from the call center, reported at 7:30 a.m.  By 8:30 a.m., the communication center was fully-staffed with four SHUTTLE radio dispatchers and one same-day/Bus Plus dispatcher.

A full complement of five dispatchers was maintained throughout the day on weekdays until about 6 p.m.  From 6 p.m. to about 9 p.m., three dispatchers were typically scheduled on weekdays.  From 9 p.m. to midnight, two dispatchers were typically scheduled on weekdays.  In addition, from midnight to 1 a.m., one dispatcher was typically on duty.

On Saturdays, a morning dispatcher reported at 5:30 a.m. and worked until 3:30 p.m., and a day dispatcher reported from 9 a.m. to 7 p.m.  In addition, a night dispatcher was scheduled from 3 p.m. to 1 a.m.  This schedule allowed for two dispatchers from 9 a.m. until 3:30 p.m. and for one dispatcher at all other times.
On Sundays, one dispatcher reported at 6 a.m. and worked until 4 p.m.  A second dispatcher reported at 8 a.m. and worked until 6 p.m.  Two additional individuals who both dispatched and scheduled reported in the afternoon and evening.  One worked from 3 p.m. to 1 a.m. and one from 4 p.m. to midnight.  This schedule allowed for two dispatchers from 8 a.m. until 4 p.m., one dispatcher in the early morning, and two dispatchers performing both scheduling and dispatch functions in the evening.
It was noted that the SHUTTLE service has a weekday peak-hour pull-out of about 90 vehicles.  The dispatch staffing noted above requires radio dispatchers to manage between 20 and 25 runs during weekday peak periods.  This appears to be a manageable number of runs.

It was also noted, though, that only one dispatcher is assigned to handle trip status calls from the call center.  This one dispatcher also is assigned Bus Plus demand requests.  As discussed later in this section, this appeared to create a bottleneck for CSRs when checking on the status of rides.
The communications center manager indicated that turnover in the dispatch area was very low.  During the past year, one trainee was released, but no other turnover was experienced.  
Dispatchers are represented by ATU Local 758.  The current labor agreement showed that “Specialized Transportation Dispatchers” have a starting pay rate of $26.33 and a maximum pay rate of $28.73.

The manager of the communications center noted that dispatch staffing had undergone a significant change during the switch to the new ADEPT system.  He noted that the level of dispatch staffing was almost doubled shortly after the switch to ADEPT.  This was done partly to accommodate the new scheduling system and partly to improve overall staffing levels in the dispatch area.
7.4 Performance Reports and First-Hand Observations
Pierce Transit regularly prepares and reviews telephone hold time reports for the main call center call group.  These reports show the number of calls received, the number answered, the average hold times, and the maximum hold times for each 15-minute period of the day.  The reports also show the number of calls with hold times longer than 30 seconds (the performance standard set by Pierce Transit).  A sample copy of a telephone performance report, for Sunday, October 14, 2007, is provided as Attachment E.

It is important to note that these reports show the initial hold times for calls in the main call center call group.  The system and these reports do not capture secondary hold times after the call is first picked up by an available CSR from the main queue.  Secondary hold times typically occur if a caller is asking about the status of a scheduled ride and the CSR has to contact a dispatcher in the communications center.  In these instances, CSRs place callers on hold and use the internal intercom system to contact dispatch.  This time on hold is not recorded and is discussed more in the “First-Hand Observations” section below.  It should also be noted, though, that most telephone systems, even state-of-the-art systems, typically are not designed to capture and report secondary hold times.
The review team analyzed hold time reports for the week of October 14 to 20, 2007.  The analysis focused on hold times between 6 a.m. and midnight, which are the hours when calls are typically taken from riders.  During this sample week, there were a total of 1,581 calls that had hold times of more than 30 seconds.  A total of 4,598 calls were answered.  This means that about 34 percent of all calls were on hold for more than 30 seconds.  As indicated earlier in this section, Pierce Transit’s standard is to answer 95 percent of calls within 30 seconds. 

A significant number of calls appeared to have significantly longer than 30-second hold times.  During the sample week, there were 504, 15-minute time periods included in the telephone performance reports covering 6 a.m. to midnight.  Of these 504 time periods, 68 (13 percent) had at lease one call that exceeded three minutes.  This suggests that 87 percent of the time periods featured hold times under three minutes.  In addition, there were sixteen time periods (3 percent) with hold times exceeding five minutes.  The longest hold time for this sample week was 10 minutes and 42 seconds.
A detailed analysis indicated that long hold times were typical during the afternoon peak period from about 3 p.m. to 4:15 p.m.  To a lesser degree, long holds were recorded during the early morning hours (6:15 a.m. to 7 a.m.) as well as the later morning hours (9 a.m. to 9:45 a.m.).  These peak hour hold times are likely due to both increased calls for trip reservations, as well as “Where’s my ride?” calls.  In addition, long holds were occasionally recorded in the late evening hours (between 8 p.m. and 10:30 p.m.).  Call volumes at this time were typically very low and the hold times are likely due to minimal staffing at these slow hours.
First-Hand Observations

Review team members observed the reservations and dispatch areas for several hours from November 13 to 16, 2007.  Observations were made during early morning hours, midday hours, and late afternoon hours.  Periodically during the observations, the queue in the reservations area was checked to see how many callers were in line and the maximum hold time was noted.
Most of the time, calls appeared to be answered promptly.  Hold times of less than 1 minute were typical.  Only occasionally did the hold times appear to exceed 2 minutes.

In several instances, though, secondary hold times of up to 5 minutes were observed when callers asked for an update on late pickups.  Callers were placed on hold while CSRs contacted the same-day dispatcher in the communications center to get updates on late rides.  This not only meant long holds for those callers, but also kept those CSRs occupied and unavailable to answer other calls.

When CSRs and managers were asked about the handling of “Where’s my ride?” calls, there was general consensus that additional same-day dispatch capacity was needed.  There was a general sense that trip status information could sometimes take a while to get during peak hours and that the one person assigned in the communications center to serve as the main contact for all of the CSRs in the call center was overworked at times.  With eight to nine CSRs taking calls during peak hours, the one dispatcher assigned to be the main point of contact with the communications center was sometimes a bottleneck.  Pierce Transit managers indicated that there were plans under consideration to add a second same-day dispatcher.

7.5 Findings
90. Based on an analysis of telephone hold time reports for the week of October 14-20, 2007, about 34 percent of all calls were recorded as having hold times in excess of 30 seconds.  This level of performance does not meet Pierce Transit’s stated goal to answer 95 percent of all calls within 30 seconds.  On the other hand, the goal is a very high standard, may not be achievable, and will not indicate poor hold time performance under the DOT ADA regulations if it is not achieved.  Thirty percent of calls represents a substantial number of calls; however, 30 seconds is not a significantly long time to be placed on hold.  Consequently, based on the current standard alone, it is unclear whether a substantial number of callers experience significantly long hold times.
91. Telephone performance reports for the week of October 14 to 20, 2007, indicated that hold times of more than 3 minutes were recorded during about 13 percent of the 15-minute reporting periods.  These reports showed long hold times during the morning from 6:15 a.m. to 9:45 a.m., during the afternoon peak from 3 p.m. to 4:15 p.m., and occasionally during late evening hours.
92. Secondary hold times of up to 5 minutes were observed for several riders who were calling to get updates on the status of late rides.  The one dispatcher in the communications center assigned to be the contact point for all ride status calls appears to create a bottleneck that can increase hold times.  This bottleneck also appears to keep CSRs tied up and unavailable for other calls.

7.6 Recommendations
93. Pierce Transit should set additional reservation phone call hold time standards in order to more accurately monitor compliance with DOT ADA regulations.  The additional standards should be achievable and ensure that a substantial number of callers do not experience significantly long hold times.  For example, in addition to its current standard, Pierce Transit could also set a standard for 100 percent of calls to be answered in less than 2 minutes. 

94. Pierce Transit should consider additional CSR capacity at times when long holds are consistently recorded, or other actions to lower hold times during these hours.
95. Pierce Transit should consider adding a second same-day dispatcher to improve the efficiency in communications between the call center and the communications center
8 Trip Reservations and Scheduling
In this portion of the compliance review, the onsite review team examined how Pierce Transit handled trip requests from riders.  Particular attention was given to Pierce Transit’s policies regarding trip reservations, and whether Pierce Transit uses any form of trip caps or waiting lists.  The review also considered whether there was a pattern or practice of denying a significant number of ADA eligible trip requests.  The review team gathered and analyzed the following information:

· Input from customers and advocates through telephone interviews, and through a review of comments and complaints on file at Pierce Transit
· Reservations policies and performance standards

· Service reports prepared by Pierce Transit showing the number of trips served and the number of trips denied for the past three years
· Direct observations of the handling of trips by review team members, and interviews with staff about the ability to accommodate trip requests
8.1 Consumer Comments
As noted in the “Consumer Comments” portion of Chapter 3, six of the individuals contacted in advance of the on-site review provided input on the trip scheduling process.  None of these individuals indicated problems with outright denials of trip requests.  Two individuals said that requested times are typically accommodated with one person saying that “Pierce Transit does a good job of providing riders with trips at the times requested.”  The other four individuals indicated some issues with getting trips at the times requested.  Two of these four said that trip times given are sometimes earlier than reasonable, with one person saying this is a particular problem if trips are booked based on an appointment time.  One of these four said that she had heard from clients that it was only difficult to get the travel times requested on Saturdays.

Five of the 433 complaints filed with Pierce Transit during the first 10 months of 2007 were about trip denials.  All five complaints appeared to involve denials of trip requests that were outside of the area, or outside the hours of operation.  One complaint also concerned a denial of a trip request from a rider who used a wheelchair that was oversized and could not be accommodated by SHUTTLE vehicles.
8.2 Policies and Procedures
As noted in Chapter 3, it is Pierce Transit’s policy not to deny any ADA eligible trip requests.  Information provided by Pierce Transit in advance of the on-site visit indicated that the agency “strives for a zero percent denial rate…”
Pierce Transit staff also indicated during the on-site review that it is not their practice to set trip caps of any kind or to wait list trip requests.

SHUTTLE reservations are taken seven days a week, 365 days a year, from 8 a.m. to 5 p.m.  Reservations are accepted up to five days in advance.  New, same day requests, as well as same day changes to existing reservations, are accepted on a “space available” basis.  The SHUTTLE Handbook suggests calling at least 2 hours ahead for same day service.

“Will-calls,” calls to check on the status of a scheduled trip, and calls to cancel rides are taken weekdays from 5 a.m. to 1 a.m. and weekends and holidays from 6 a.m. to 1 a.m.  “Will calls” are available for medical and dental trips only.  Riders going to medical or dental appointments have the option of either requesting a specific return pickup time or asking to be entered in the system as a “will-calls.”  If riders choose to be entered into the system as “will-calls,” they notify SHUTTLE when they are ready to return.

Subscription service is available for trips made one or more times a week to and from the same locations at the same times each day.  CSRs record requests for subscription service on a “Subscription Ride NEW Qualification and Request” form and these requests are reviewed and scheduled by a scheduler.  This process is discussed in more detail in Chapter 9 (under Scheduling Procedures).
Pierce Transit uses the StrataGen ADEPT software system to record and schedule trip requests.  When riders call to book a trip, reservationists will typically follow this process:

· Enter the rider name into the ADEPT trip booking screen, which calls up the rider’s information from the client file

· Enter the date of the trip and confirm the day and date
· Enter the origin address – usually by asking the caller where they will be traveling from and confirming the home address if this is indicated as the starting point of the trip

· Enter the destination address, select a destination from common locations file, or geo-code in a destination address if it is not already in the system
· Request and enter a phone number for the destination, in case dispatch needs to contact the rider about the return trip

· Enter the requested time of the trip—this is done by either entering an appointment time or a requested pickup time.

· Verify the mobility aids that the rider will be using during the trip
· Determine if a PCA or companions will be accompanying the rider by asking something like “Will you be traveling with someone?”
· Ask if the rider would like curb-to-curb or door-to-door service
Riders can book trips based either on an appointment/desired arrival time or a desired pickup time.  To allow for some flexibility in scheduling, riders are not permitted to give both an appointment and a desired pickup time for the same trip.  CSRs indicated that most riders will book going trips based on an appointment/desired arrival time.  Return trips are typically booked based on a requested return pickup time.

If an appointment time is indicated for a going trip, the CSRs enter this time in the trip booking screen and the ADEPT system generates a pickup time based on estimated travel time.  If a desired pickup time is indicated, this time is entered and the ADEPT system searches to see if the trip can be placed on a run within 1 hour of the pickup time requested.

If a requested time is entered, and the ADEPT system is unable to find a run on which to place the trip, a pop-up appears indicating that the system is unable to schedule the trip at the time requested.  When this happens, CSRs are instructed to place the trip on “Standby.”  This means that the trip is left unscheduled in the system and that a scheduler will manually place the trip on a run as part of the scheduling process.  The process of scheduling standby trips is discussed in more detail in the Chapter 9.  When trips are placed on standby, they are entered at the time requested and the rider is left with the impression that the trip has been scheduled at the time requested (e.g., “Okay, Mrs. Smith, we have you for a 9 a.m. pickup going to…”).
CSRs indicated that, while most riders book going trips based on an appointment/desired arrival time, some riders (often the more experienced riders) will give requested pickup times for going trips, even when they have desired appointment or arrival times.  These riders feel that the ADEPT system will allow too much travel time in the scheduling process and will offer a pickup time too far in advance of the appointment.  Being experienced riders, they tend to know the likely travel time of the trip and will request a pickup time that is often closer to the appointment than the time that the ADEPT system might generate.  CSRs noted that riders sometimes indicate that they have an appointment time and then request a pickup time that is close to that appointment time.  In those cases, the CSRs typically will advise the riders of the need to allow enough time to be sure not to get to the appointment late and will explain that SHUTTLE is a shared-ride service.  Riders are allowed, though, to make the final decision on pickup times.

As noted in Chapter 6, about 20 percent of SHUTTLE riders are given “ADA 3B Conditional Transit Eligibility.”  This means that they may encounter barriers that prevent them from getting to or from fixed route stops, but are able to use fixed route service once at an accessible stop.  Individual trip plans are prepared for these riders for the trips that they request.  These trip plans will either indicate that direct SHUTTLE service is to be provided (if feeder to the fixed route is not appropriate for that trip), or will indicate the locations to which riders should be transported to access and use the fixed route system through the feeder service.  
When rider information is entered into the trip booking screen, the type of eligibility is displayed.  If an “ADA 3B” rider calls and makes a trip request, CSRs will call up the list of trip plans for that rider to see if a plan exists for the trip that the rider has requested.  If no trip plan has yet been created, the trip is booked direct on the SHUTTLE service.  If the trip plan shows direct service for that origin/destination pairing, the trip is also booked automatically on the direct SHUTTLE service.  If the trip plan indicates that feeder service to the fixed route should be provided, the CSR reviews the trip plan with the rider and indicates that they will book a SHUTTLE trip to the fixed route stop suggested in the trip plan.  The CSR then books the trip as a feeder trip to the fixed route system.  
8.3 Review of Recorded Trip Denials
Statistics provided in advance of the visit indicated that some requests have been recorded as denials in recent years.  They are identified as “FA3 capacity denials” in the Pierce Transit ADEPT system.  Information provided by Pierce Transit indicated that from January 1, 2005 through September 30, 2007, a total of 986 trip requests had been rejected as capacity denials.  During this same period of time, a total of 588,721 trips were reported as being provided.  This yields a denial rate of about 0.17 percent.

While FA3 capacity denials were recorded in the system, Pierce Transit staff indicated that it was their belief that the actual number of capacity denials for ADA eligible trip requests was substantially lower.  It was their belief that some of the trips recorded as FA3 denials were really for Bus Plus trip requests, for requests outside of the ADA paratransit service area or advertised days and hours of operation, or were the result of incorrect trip codings by CSRs.

With the assistance of Pierce Transit staff, a detailed analysis of trips recorded as “FA3 capacity denials” during the months of October and November 2007 was conducted during the on-site review.  A special report was generated to identify all trips coded in the system as “FA3 capacity denials” from October 1, 2007 through November 12, 2007.  The report identified 66 trips that were recorded as capacity denials and a total of 51,215 trips requested during this period, yielding a denial rate of 0.13 percent.  While slightly lower, this denial rate is consistent with reported denials for the past three years

Next, a report providing trip detail for the 66 reported capacity denials was prepared.  The report provided trip date, rider, and trip address information.  It also included special comments related to the trip.  A copy of this special report, with rider and address information redacted, is provided in Attachment F.  The report indicated that 33 of the 66 trips recorded as denials were Bus Plus requests.  It also showed that five of the trips were “test clients,” or trip bookings run as system tests by the CSRs or supervisors (for training or other system test purposes).  Information showing the trips that were Bus Plus or client tests is shown in the “Trip Status” column of the report in Attachment F.
Finally, the remaining 28 trips recorded as capacity denials were investigated.  Trip booking information and CSR actions recorded in the ADEPT system were examined.  Information on all 28 trips was printed out.  This detailed review shows that in 19 of the 28 cases, the CSRs kept the trips in the system as unscheduled requests and that these requests were later manually scheduled and provided at the times requested.  The CSRs, however, had incorrectly coded the requests as FA3 capacity denials rather than “Standby” trips.  In the remaining nine cases, the requests were either outside of the ADA paratransit service area or outside of the days and hours of operation.  Two sample printouts of this detailed trip analysis information, one showing the requests outside the area and one showing an incorrect coding by the CSRs, are provided in Attachment F.
The end result of this detailed analysis indicated that there were no true capacity denials between October 1, 2007 and November 12, 2007.  The results also provide circumstantial evidence corroborating the opinion of Pierce Transit personnel that records substantially overstate the number of denials.
8.4 Observations of the Handling of Trip Requests
Review team members sat with several different CSRs and observed the trip booking process during morning and afternoon peak call times.  Review team members collectively made over 15.5 hours of observations during the afternoon of November 13 (Tuesday) and the morning of November 15 (Wednesday).  Review team members recorded each trip request that was made, the outcome of the scheduling process, as well as other observations of the practices of the CSRs. 

Observations were made for the handling of 168 trip requests.  Of that number, 164 requests were for ADA trips and were being made between one and five days in advance.  The remaining four requests were for non-ADA, same-day trip requests.  All ADA requests were scheduled.  One of the four same-day requests could not be accommodated and was denied.  Table 8.1 shows the distribution of observed ADA trip requests by the number of days ahead each request was made.  A high proportion of trips (59.5 percent) were requested just one day in advance.  A total of 135 of the 168 trip requests (80.3 percent) were made two or fewer days in advance.  The fact that riders are not often calling a full five days in advance to make trip requests indicates that they are not concerned about having requests denied or about getting trips at the times requested.
Table 8.1 – ADA Trips Requests by Days Ahead Requested

	Days Ahead
	0

(same day)
	1
	2
	3
	4
	5
	Total

	Number
	4
	100
	35
	13
	3
	13
	168

	%
	2.4%
	59.5%
	20.8%
	7.7%
	1.8%
	7.7%
	99.9%


It was noted that, while same-day trip requests are accepted on a space available basis, Pierce Transit manages the number of same-day trips accepted so as not to adversely impact on-time performance and on-board ride times.  A notice is typically posted in the call center indicating if the system is getting full and if same-day requests should still be accepted.  For example, on the morning of November 13, a supervisor posted a notice on a chalkboard in the call center indicating “No same-day rides until 18:00.” 
The review team observed that virtually all advance reservation requests made based on a requested pickup time were scheduled at the time requested.  That is, the trip was accepted by the ADEPT system at the exact requested time.  It is highly unusual for a transit provider to make so little use of the 60 minute negotiation window.  A review of scheduled trip times indicated that the ADEPT system appeared to be “accepting” trips at the times requested as long as spots on runs could be found within the 30-minute on-time pickup window.  For example, if a rider requested a 9 a.m. pickup and the ADEPT system could find a solution on a run anytime from 9 a.m. to 9:30 a.m., it would indicate to the CSR that the trip was accepted and scheduled at the time requested.  In effect, it appeared that the ADEPT system was using part or all of the on-time pickup window in the scheduling process.  Doing so could put added pressure on schedulers, dispatchers, and drivers to perform trips that are already scheduled for pickup well into the on-time performance window.  It also could be limiting options for subsequent grouping of trips and impacting system productivity and efficiency.  Pierce Transit managers noted that they were pursuing this issue with StrataGen.
Of the 168 trip requests observed, only nine (or 5.4 percent) were from riders who were “ADA 3B Transit Conditional” eligible and scheduling feeder trips to a fixed route stop.  On the other hand, as noted in Chapter 6, almost 20 percent of eligible riders are ADA 3B eligible.  The difference could be due partly to the fact that many ADA 3B eligible riders are given direct SHUTTLE service for some of their trips.  It is also possible, though, that the total travel time and number of transfers required for feeder service is discouraging some riders from making trips.  Two CSRs who were asked about ADA 3B trips stated that when riders are informed that they will only be transported to a bus stop and must complete the trip on fixed route, many decide not to book the trip.  When asked, one CSR estimated that “8 out of 10” riders offered feeder service opt not to take the trip.  The other indicated that “7 or 8 out of 10” decide not to take the trip.  Both indicated that they often hear that riders arrive at transfer points to the fixed route system well in advance of the planned transfer time.  One CSR noted that she hears that riders often get to bus centers “up to 45 minutes early.”  If this is happening, it could make the total travel time for feeder trips longer than is reasonable and could account for part of the difference between the percentage of ADA 3B riders and the number of feeder trips actually taken.
It was observed that when riders called to make will-call return trip pickup requests, the CSRs entered the requested time as 15 minutes after the time of the call.  It was explained that this is done to allow dispatchers to receive and then work on the request.  Riders are informed that will-call pickups could be scheduled as much as 45 minutes after the time that they call.  The ADEPT system is then set to schedule will-call return trips within 30 minutes of the “requested” time that is entered.  The 30-minute scheduling window, together with the 15 minutes added by the CSRs equates to a 45-minute response time.

It was also observed that some CSRs verified key trip information at the end of the trip booking process, while others did not.  Some CSRs verified trip dates, times, addresses and other information as they proceeded with the booking, but did not then do a final verification of key information with riders at the very end of the process.

8.5 Findings
96. Pierce Transit does not appear to impose trip caps or use waiting lists when providing ADA paratransit service.  Some trips that cannot be immediately scheduled onto runs are placed on “Standby,” but riders are informed that they have the trip at the time requested, and these trips are later manually scheduled to runs and provided.
97. Pierce Transit does not appear to deny eligible ADA paratransit trip requests. 
98. Some trip requests appear to be miscoded as capacity denials.  An analysis of trip requests in October and November 2007 indicated 66 trip requests were coded as capacity denials.  Of that number, 33 were requests for non-ADA Bus Plus service, and the remaining 33 were found to be incorrectly coded requests for standby trips or for trips that outside the area or hours of operation.  All of these ADA trip requests should have been coded as “not eligible.” 
99. A very high proportion of trips are scheduled at the exact time requested by riders.  Little negotiation of trip times appears to be done.  It appears that the ADEPT system is using the 30-minute on-time performance window in the initial trip scheduling process.  While this is very responsive to callers, it could be placing added pressure on schedulers, dispatchers, and drivers to perform the trips on-time.  It also could be impacting service productivity and efficiency.
100. While almost 20 percent of SHUTTLE riders are “ADA 3B” eligible, only nine of the 168 trip bookings observed were for ADA 3B feeder trips.  CSRs who were interviewed indicated that riders often opt not to accept feeder trips.  CSR’s indicated that riders who accept feeder service report getting to bus centers for transfers to the fixed route system very early.  Pierce Transit should closely monitor the impacts of feeder service on ADA 3B riders to ensure that the actual level of performance for these trips is not discouraging travel by riders who are offered only feeder service.
101. While it was noted that trips appeared to be booked in an efficient and accurate manner, it was also observed that CSRs do not consistently repeat and verify key trip information at the end of the trip booking process.  Pierce Transit should consider this practice to further strengthen the accuracy of the trip booking process.
8.6 Recommendations
102. Pierce Transit should consider additional training of CSRs in proper coding of trips that are outside the ADA paratransit area or outside the days and hours of service.  Additional training in the proper handling of trips placed on “Standby” is also recommended.

103. It is recommended that Pierce Transit discuss the automated trip booking process and the apparent use of the on-time window in the initial trip scheduling process with StrataGen.  Pierce Transit should consider changes that will enable more time negotiation and the preservation of the full 30-minute on-time window.
104. It is recommended that Pierce Transit track the number and percentage of ADA 3B feeder trips that are offered and the number and percentage that are actually accepted by riders.  Pierce Transit should also track arrival times at transit centers for feeder transfers and the total travel time required to complete feeder trips.  This information might be periodically gathered for a random sample of feeder trips to ensure that an appropriate level of service is being offered.
105. It is recommended that Pierce Transit consider adding a final verification of key trip information to the trip scheduling procedure.

9 Service Performance
The DOT ADA regulations for ADA complementary paratransit service note that service quality problems—in particular missed trips, a substantial number of untimely trips, and excessively long rides—can constitute capacity constraints.  Consequently, the review team examined on-time performance, missed trips and no-shows, and on-board ride times for Pierce Transit’s ADA complementary paratransit service.
The review team conducted the following activities to assess service quality:

· Obtained consumer input regarding on-time performance and travel times through telephone interviews and a review of complaints filed with Pierce Transit
· Reviewed Pierce Transit’s relevant service policies, procedures, and standards

· Observed Pierce Transit’s scheduling and dispatch functions and interviewed schedulers and dispatchers

· Interviewed drivers about schedules provided and dispatch support received

· Reviewed Pierce Transit’s on-time performance and travel time reports

· Tabulated actual pickup and drop-off times recorded on completed manifests for a selected day and compared the results to reported performance

· Reviewed no-shows and missed trips
· Reviewed a sample of driver manifests to assess average trip length
· Compared travel times of ADA complementary paratransit trips to those of comparable fixed route trips
9.1 Consumer Comments
As noted in Chapter 3, riders and advocates contacted in advance of the on-site review had mixed opinions of Pierce Transit’s paratransit service quality.  Six of the eight individuals contacted provided input on on-time performance.  Four individuals indicated that on-time performance was a significant issue during the software transition, but had improved in recent months.  One of these individuals said that pickups were now late only about 10 percent of the time and most late pickups were only about five minutes late.  A second of these four said that while improvements had been made, there were still issues with arriving very early for appointments as well as sometimes arriving late for appointments.  A fifth person who commented on on-time performance said that riders leave extra time when they request trips to ensure that they get to appointments on-time.  The sixth person who commented on on-time performance said that she mainly had problems with late pickups for will-call trips.  She cited two recent times when she said she waited two hours for her will-call pickups.

Seven of the individuals contacted offered comments on ride times.  One of these individuals indicated no problems with ride times.  Another said she had not heard clients mention this as an issue and assumed that ride times were okay.  Three of the six respondents said that trips were “sometimes” or “occasionally” long, but that ride times in general were okay.  Two of those who said ride times were only sometimes long mentioned add-ons in route as the main reason for long or circuitous rides.  Two individuals who commented on ride times said that long rides were a more frequent problem.  One of these two individuals cited add-ons as the reason for longer rides.  The second indicated that trips were circuitous but added that they were “more logical recently.”
The most frequent type of complaint received by Pierce Transit in the first 10 months of 2007 was regarding late trips.  Of the 433 complaints received, 106 (24 percent) were about late service.  There were also a much smaller number of complaints regarding early pickups or drop-offs (12) and missed trips (18).  Another 35 complaints concerned scheduling and routing.
9.2 Service Standards and Policies
On-Time Performance Policies and Standards

When riders make trip requests for SHUTTLE service and receive a confirmed trip, they receive a 30-minute pickup window within which they are asked to be ready and waiting for vehicles to arrive.  This window begins at the initial scheduled time (negotiated time) to 30 minutes after the negotiated time (0/+30 minutes).  Pierce Transit considers a pickup to be on-time if it occurs within this 30-minute window.  In addition, for will-call pickups, Pierce Transit tells its riders that they will be picked up within 45 minutes of the call requesting the pickup.

At the time of the on-site review, Pierce Transit’s standard was to make at least 95 percent of all SHUTTLE pickups on-time.

For trips with requested drop-off times, Pierce Transit’s standard is to perform at least 95 percent of SHUTTLE drop-offs “zero minutes late for the time passenger requests to arrive at a destination.”  Pierce Transit does not have a “drop-off window,” (i.e., a standard for how early SHUTTLE may drop off the passenger at the destination prior to the requested appointment time).

No-Show and Missed Trip Definitions and Performance Standards

According to the SHUTTLE Handbook, Pierce Transit defines “no-shows” as situations when vehicles arrive for pickups within the on-time pickup window and riders either are not there or decide not to make the trip.  Riders are also charged with no-shows if they do not de-board at a destination for any reason.  The SHUTTLE Handbook gives two examples of situations where a rider does not de-board: where a facility is not open and where no one is at the destination to receive the rider.  More generally, if the vehicle has to continue with the rider and return at a later time for the drop-off, the rider is charged with a no-show.

Pierce Transit staff indicated that the agency defines a missed trip as:

· Any trip that is not taken by the rider where the vehicle arrives outside the 30-minute on-time window

· Any trip where the pickup is made late (after the end of the 30-minute on-time window) and the rider was late to a scheduled appointment

Pierce Transit does not have a stated goal for missed trips.

Travel Time Policies and Standards

According to Pierce Transit’s on-board travel time standard a SHUTTLE trip from origin to destination should not “exceed the amount of time it takes to make the same trip by fixed route including walking to and from the bus stops and transfers.”  The contract between Pierce Transit and First Transit does not, however, specify a goal or requirement for the percentage of trips that meet Pierce Transit’s travel time standards.
9.3 Daily Operations
Scheduling Procedures

The review team observed the scheduling process and spoke to the lead scheduler on November 14, 2007.  Pierce Transit is responsible for scheduling and dispatching trips for its in-house runs, as well as for First Transit and Transpro runs.  There are three schedulers who work on the schedules on a daily basis.  The first scheduler is responsible for preparing the in-house runs (31) and any trips assigned to Transpro.  The other two schedulers work with the First Transit runs.  One scheduler handles the even-number runs (e.g., #102, #104) and the other handles odd-numbered runs (e.g., #101, #103).  The schedulers work staggered shifts, starting at 2 p.m., 3 p.m., and 4 p.m., respectively.

When the schedulers start working on the schedules, they are working with schedules that have been created when the CSRs entered trip information into the ADEPT system and assigned them to runs.  Although the ADEPT system is used for scheduling and re-optimization, a large amount of manual manipulation is needed to complete the scheduling process.  Each scheduler has a checklist of activities to be accomplished during their shift.  At the end of their shifts, each scheduler is to sign their checklists and return it to the assistant manager for specialized operations.  Attachment G presents sample copies of the Scheduler Checklists for each shift.
The “third scheduler” is actually the first scheduler to report (2 p.m. to 10 p.m.).  This scheduler first scans group trips and like addresses for pickups or drop-offs and consolidate the trips onto vehicle runs as much as possible.  After the re-optimization process, this scheduler is responsible for scanning the odd-numbered First Transit routes and rescheduling trips that are late or unproductive.  Also to be pulled and rescheduled are trips that have an estimated pickup time of 20 to 25 minutes past the agreed upon pickup time.  Insert routes (“floaters”) may be used but are not to be filled up at a specific times of day in order to ensure that the dispatchers have flexibility when using these routes on the day of service.

The “first scheduler” starts his shift at 3 p.m.  His first task is to make sure that there are no standby trips.  If there are, these are to be scheduled to their respective promise times.  The next task is to manually schedule the “hand-to-hand” trips.  These are the inter-county trips provided by Transpro.  This involves synchronizing times at transfer centers with runs from other counties.  This scheduler is also responsible for running the ADEPT re-optimizer after 5 p.m.  This process includes all trips, including wait-listed trips.  The insert runs are excluded from this process.  Also excluded are runs that have been selectively excluded after scheduler review—for example, trips that are primarily comprised of “hard-coded” (subscription) trips.  This process may be run twice depending upon the volume of trips to be scheduled.  After the re-optimization, this scheduler schedules any early wait-listed trips (for pickups at 7:30 a.m. or earlier) and then scans the Pierce Transit runs for rescheduling trips that are late or unproductive.  This scheduler also reschedules trips that have an estimated time of 20 to 25 minutes past the pickup time.
The “second scheduler” starts her shift by making sure that there are no standby trips to be scheduled, and by manually scheduling any trips to the Gig Harbor area.  Like the third scheduler, this person is to scan groups and like addresses in an effort to consolidate trips where possible.  This is not a duplication of the earlier effort, as each scheduler has a list of sites to look at for consolidating trips.  Before scanning the even-numbered First Transit runs, this scheduler adjusts the start and end times of the First Transit routes (“nip and tuck”); more importantly, he scans the trips going to the military bases in the area.  Non-authorized individuals are not allowed on the bases, so it is very important to make sure that civilian trips are not routed to any of the bases.  These trips are reviewed, and either auto rescheduled or wait-listed.  At this point, the even-numbered First Transit runs are reviewed.  Trips that are late or unproductive are pulled from the runs and rescheduled.  Also to be pulled and rescheduled are trips that have an estimated time of 20 to 25 minutes past the pickup time.
The final step in the scheduling process is to print the manifests for the in-house runs and make the vendor manifests available for uploading by each vendor.  This process is usually completed after midnight.  It is the responsibility of the first scheduler to verify that the uploaded manifests are in the correct folders for uploading, and that the vendors were able to print the manifests.

One concern that arises in the scheduling process is the need to handle the trips that have estimated times 20 to 25 minutes past the pickup time agreed upon with the customer during the reservation phone call.  This issue appears to result from the current trip scheduling methods used by the ADEPT software.  If, for example a trip is requested with a 9 a.m. pickup time, ADEPT searches for a time between 9 a.m. and 9:30 a.m.  If it finds a time within the 30-minute window, such as 9:20 a.m., ADEPT schedules the ride at that time.  The promised time is given as 9 a.m. and the on-time window is listed as 9 to 9:30 a.m.  The scheduled time is already 20 minutes into the window.  Schedulers and dispatchers see these as trips that could end up running late and attempt to reschedule them.  There is a belief among staff that the ADEPT system initially looks to schedule a trip toward the end of the on-time window, and then move it closer to the requested time as other trips are scheduled.
Review team members also noted that the scheduler checklists do not include a check of runs for trips with long ride times.  This is typically done in other transit systems by schedulers in the final “clean-up” of runs.  Pierce Transit should consider adding this to the checklists.
Subscription Rides

Pierce Transit allows customers to request subscription rides for recurring rides.  The requirements for a subscription ride are that the rides will last longer than three weeks, and the times, days and addresses will remain constant.  There is no minimum number of days per week that the subscription ride must take place.

When Pierce Transit receives a request for subscription service, a CSR in the call center completes a “Subscription Ride New Qualification and Request” form.  The CSR records the name of the person calling and verifies that the request meets the criteria for creating a subscription ride.  If the requirements are met, the CSR records all the trip information on the request form.  If the rides are to start immediately, the CSR enters the necessary trips into the open dates.  The subscription trip request record is kept in the reservations office.  
It is the standing file coordinator’s responsibility to enter subscription trip requests into the ADEPT system.  Periodically throughout the day, the standing file coordinator retrieves new subscription trip requests and looks to see if they can be added to the subscription template.
The standing file coordinator also verifies whether subscription trip requests meet the requirements established by Pierce Transit.  When a subscription trip request is received, the coordinator goes into ADEPT and retrieves the customer’s trip history.  The coordinator looks back three weeks from the date of the request to determine if the pattern of trips being requested already exists.  If the pattern does not exist, the request is denied.  The coordinator calls the customer and explains that the request for a subscription ride has been denied because there is no three week pattern of trips.  The customer is informed at that time that he or she must call into reservations to schedule the rides, and that he or she can make a new request once the pattern of requested rides has occurred for three weeks.

If the pattern does exist, the coordinator enters the subscription ride into ADEPT.  The coordinator checks to see if the new subscription request fits in with an existing group.  The coordinator may call the customer, as needed, to negotiate an alternate time to facilitate grouping of trips.  If the trip is booked with the requested pickup time, the customer knows the ready time, which is based upon the requested time.  If the trip is booked using an appointment time, the coordinator calls the customer to provide the pickup time and ready window for all of the trips.  Pierce Transit’s policy is to send a confirming letter explaining the subscription rides in detail once the request has been approved and entered into ADEPT.
If the trip cannot be scheduled as an ongoing subscription ride by the coordinator, the trip remains in a wait list for subscription trips.
Customers are allowed to request changes to their subscription rides.  Change requests are completed by the CSRs and picked up with new requests by the coordinator.  Change requests are handled the same way as new requests.  The coordinator may call the customer to negotiate times and may try to schedule the trip to a run.  If a customer makes frequent requests for changes, the rider might be removed from subscription service.
Dispatch Procedures

All dispatching activities for Pierce Transit and vendor runs are handled by the SHUTTLE communications office at Pierce Transit.  The review team observed Pierce Transit’s dispatchers for paratransit service and interviewed several dispatchers on November 14 and November 15, 2007 (Wednesday and Thursday) during the on-site review.
Window Dispatch (Pierce Transit)

SHUTTLE had a peak pull-out of up to 90 vehicles.  This means that each dispatcher manages a maximum of 22 to 25 runs during peak hours.  This is well within paratransit industry norms, which suggest a maximum of 25 to 30 runs per dispatcher.  Driver check-in is handled by a window dispatcher—not by SHUTTLE communications.  When drivers arrive, they scan their badge at a workstation outside of the window dispatch office.  After scanning the badge, the driver sees his or her assignment for the day.  The run that a driver is assigned to may vary because SHUTTLE drivers bid on work shifts, not specific runs.  A driver who has not signed in at the appropriate time has his or her name flash on the window dispatcher’s computer screen.  If needed, an extraboard driver will be assigned to cover the work.
After signing in, the drivers check the bulletin board for their vehicle assignment and sign for and pick up a Nextel phone.

At the time of the review, the Pierce Transit extraboard staff for SHUTTLE and fixed route consisted of 15 drivers, seven of whom were trained to provide SHUTTLE service.  SHUTTLE service has priority for extraboard drivers.  If no extraboard driver is available and a run is uncovered, a supervisor is assigned to cover the work.  The review team obtained pull-out reports for the period from October 15 through October 19 for Pierce Transit SHUTTLE runs and found that all runs were covered and started on time.  Out of the 190 runs for the period, only two needed to be covered by a supervisor.

SHUTTLE Communications
The SHUTTLE Communications Office and the window dispatchers are located in the same building and across the street from the call center.  There are a maximum of four dispatchers, a supervisor and a same-day scheduler located in the office.  The same-day scheduler also acts as a dispatcher assistant.  The SHUTTLE schedulers are also located in this office.  The SHUTTLE Communications Office is responsible for any same day changes, additions or deletion of runs.

The same-day scheduler’s main responsibilities are to schedule wait-listed trips and will-call trips.  The same-day scheduler places these trips onto runs but does not communicate with the drivers.  It is the responsibility of the dispatcher overseeing the particular run to review the placement of the trip, and, if the dispatcher feels it is an appropriate placement, she contacts the driver.  If the dispatcher does not agree with the placement of the trip, she removes it from the run and places it on the wait list.  The same-day scheduler also scans the runs for late trips and either wait-lists the trip or tries to use the “auto-schedule” feature of ADEPT to place the trip on another run.  As with the wait-listed trips, placing a trip on another run is subject to approval of the appropriate dispatcher.

The same-say scheduler also serves as the point of contact between the CSRs and the dispatchers.  CSRs receive the “Where’s my ride?” calls.  In turn, they contact the same-day scheduler.  If the time the customer is calling is still within the on-time window, the CSR is instructed to have the customer call back after the end of the 30 minute window.  If the time is already after the on-time window, the same-day scheduler talks to the appropriate dispatcher.  The dispatcher contacts the driver to get an estimated time of arrival (ETA).  The dispatcher relays the information to the same-day scheduler.  The same-day scheduler relays the information to the CSR, who relays it to the customer.  This process, depending upon the time of day and volume of calls, can cause significant hold times for customers.

The process for handling same-day cancels is slightly different than for “Where’s my ride?” calls.  Customers call the call center to cancel their rides.  The CSR enters the trip into the ADEPT system.  The ADEPT system notifies the dispatcher, electronically, of the cancelled trip.  The CSR may call the same-day scheduler, if in his or her opinion, the time the cancellation is received and the time of the trip is close.

Each dispatcher is responsible for responding to requests for assistance from their drivers, approving no-show requests, answering “Where’s my ride?” calls, and approving the placement of wait-listed trips placed onto runs by the same-day scheduler.  Each dispatcher is required to contact each of the runs that they manage every 30 minutes, to perform a time check.  The dispatchers contact each driver and get the time of the last performed trip (meaning either the last pickup or drop-off).  They “hard perform” the pickup or drop-off in ADEPT (i.e., enter the actual, rather than the estimated, time).  When the actual time is entered into the ADEPT system, ADEPT recalculates the estimated times of the subsequent trips on that run.  A trip that is estimated to occur late appears on the dispatch screen in red.  In this way, the dispatchers determine if a run is operating late or may soon be late and are able to make changes to the run to help get it back on schedule.
It is the responsibility of the dispatcher to review the placement of each trip that the same-day dispatcher has made.  If the placement is accepted, then the procedures are:
· Dispatcher sends the trip information to the driver

· Driver must acknowledge the receipt of the transmission within a short period of time

Review team members observed that the dispatchers spent a large amount of time scheduling trips from the wait list.  This was surprising, given that the same-day scheduler stated that there were usually 20 to 25 wait-listed trips at the start of the day.  Dispatchers said that they review their runs every morning, looking for trips that have scheduled times 20 or more minutes into the on-time window.  The dispatchers remove these trips from the runs and place them on the wait list because they “know the trips will be late.”  Just as the schedulers scan the runs and reschedule trips that are 20 to 25 minutes into the window (see the “Scheduling Procedures section above), the dispatchers repeat this process in the morning on the day of service.  As a result the SHUTTLE dispatchers are busy dynamically dispatching trips that were once on runs.  This is in addition to dealing with radio traffic from drivers, and handling “Where’s my ride?” calls, no-shows, and the required time checks.

Driver Interviews

The review team interviewed nine SHUTTLE drivers, who were randomly selected as they finished their runs.  The interviews were conducted in private, and drivers were informed that they would remain anonymous.  The interviewees included drivers from Pierce Transit, First Transit, and Transpro.  A mix of new and long-term drivers were interviewed; the shortest tenure was eight months and the longest tenure was 20 years.  Drivers were asked several questions about schedules and dispatch support, training, and understanding of service policies.  Attachment H includes a copy of the form and questions used in the interviews.
When asked about the schedules that they were given and whether the schedules were too loose, about right, or too tight, five of the nine drivers said the schedules were “about right,” “fine,” “very workable,” or “mostly good.”  A sixth driver said the schedules were good lately, but had been not so good in the past.  One driver said the schedules were “a little tight,” another that they were “too tight,” and one that they were “about 50/50.”
When asked how often they ran late (meaning outside the 30-minute window), most indicated that it was not often.  One driver said “almost never,” another said “very rarely,” and four said “a few a week,” or “once every day or two.”  One driver said he ran late on a daily basis in the afternoon peak time.  One driver said “one in four trips.”  One driver did not provide a response.

When asked about the assistance they receive on late trips from dispatchers, almost all indicated that dispatchers are responsive and help if they can.  Eight of the nine drivers said dispatchers were helpful and moved trips that might run late “most of the time.”  Two said that dispatchers are proactive and look ahead on the schedules for trips that are estimated to be late.  They said these trips are typically moved before they become a problem.  One driver said dispatch assistance was “50/50” and depended on the area, time of day, and who was dispatching.

Eight of the drivers had a good understanding of the 30-minute on-time window.  Six said pickups were on time if made up to 30 minutes after the scheduled time.  Three said they had until 28 minutes after the scheduled time.  One driver, though, said that the manifests had been changed recently to show ETAs and that she was unclear on when the 30-minute window started.
When asked if they needed to run early to stay on time, seven of the nine drivers said “no.”  One driver said “sometimes” and that he would ask dispatch to notify riders if he was going to be more than 15 minutes early.  One driver said that she did a lot of group trips and that when there are cancels in the middle of the group, she may end up being early for subsequent pickups.  Several of the drivers emphasized that if they run early they do not park in front of the pickup location and wait nearby until the start of the 30-minute pickup window.
Seven of the nine drivers said that most riders understand the 30-minute pickup window.  One said “some do” and another said that “not all understand.  Some are confused about the window.”  Two drivers said that experienced riders typically understand the window, but newer riders may not.
Six of the nine drivers said that riders rarely indicate that the times they were given are different from what is on the manifest.  The six responses ranged from “no,” to “very rarely,” to “not often.”  One driver said “yes, but only by a few minutes.”  Another said, “several times,” and a third said, “yes, with some regularity.”
All nine drivers indicated that they contact dispatch for instructions when riders do not appear to board and will not mark riders as no-shows without dispatch authorization.  Five noted that before contacting dispatch they look for the rider and will “go to the door.”  Three mentioned the five-minute minimum wait time, but six did not.
Drivers were also asked if information on the manifests about special pickup instructions or rider needs was accurate.  All nine indicated that the information was almost always good.  One indicated “sometimes the passenger notes can be outdated.”
When asked the general question, “What is the most difficult part of the job?” two drivers said “nothing” is too difficult, and five mentioned dealing with traffic or “dealing with other drivers.”  One driver said there were times when he “wanted to provide more assistance than he was allowed,” particularly helping riders beyond the door.  One driver said, “getting riders when I am running late.”  Two drivers noted “marking riders as no-shows” as a secondary difficult issue.
Finally, drivers were asked for “other issues” and general input.  One driver said that pickup times are sometimes late in the 30-minute window and that made it difficult.  Two drivers cited a lot of driver turnover and that new drivers often get frustrated and leave.  One driver said that riders note that they get no response to complaints, and one driver said that he sometimes gets no breaks and that the “schedules need improvements.”  One driver noted that regular, “standing” riders move around on the schedules and that this causes some problems.  Three drivers said that they thought the service was “pretty good” or “going pretty well.”
9.4 On-Time Performance
Using the reports available in the ADEPT software, Pierce Transit can generate reports for on-time performance by day (or a longer period) and by carrier.  Performance for the sample week (October 14 to 20, 2007) is presented in Table 9.1.  Pierce Transit reported on-time performance for pickups to be 62.9 percent.  An additional 30.4 percent of pickups were reported to be early: before the start of the 0/+30 pickup window.  This yields an on-time performance of 93.3 percent for on-time or early pickups.  Late pickups comprised 6.7 percent of all pickups: 5.6 percent were up to 15 minutes late, and 1.1 percent were more than 15 minutes late.  Only one pickup that week was more than 45 minutes late, with none more than 60 minutes late.

Pierce Transit can also generate reports for on-time drop-offs for those SHUTTLE trips with a specified appointment time.  However, Pierce Transit does not actively track on-time performance for drop-offs.

Table 9.1 – Reported On-time Performance for SHUTTLE Pickups: October 14 to 20, 2007

	
	Number 
	%

	Total Completed Trips
	7,777
	100.0%

	In Window
	4,889
	62.9%

	In Window or Early
	7,256
	93.3%

	Early Trips
	2,367
	30.4%

	All Late Trips
	521
	6.7%

	
	1-15 minutes
	432
	5.6%

	
	16-30 minutes
	68
	0.9%

	
	> 30 minutes
	21
	0.3%


Calculated On-Time Performance for Sample Days

In order to develop an independent estimate of on-time performance, the review team evaluated a sample of SHUTTLE paratransit trips completed on Wednesday, October 17, 2007.  The review team analyzed a 10 percent sample, selecting every tenth trip listed on the completed set of driver manifests for October 17, including manifests from Pierce, First Transit, and Transpro.  This yielded a total of 150 passenger trips (Pierce: 51, First Transit: 93, Transpro: 6).  For each trip in the sample, the review team recorded the scheduled pickup time printed on the manifest, along with the actual pickup arrival times, pickup departure times, and drop-off times written on the manifests by the drivers.  Using the pickup window of 0/+30 minutes, the review team analyzed the on-time performance of these sample trips.  Table 9.2 presents a summary of this analysis for pickups.

Table 9.2 – On-Time Distribution for SHUTTLE Pickups, October 17, 2007

	
	Number 
	%

	Total Sample
	150
	100.0%

	Pickups in Window
	95
	63.3%

	Pickups in Window or Early
	143
	95.3%

	All Early Pickups
	48
	32.0%

	
	1-15 min.
	46
	30.7%

	
	> 15 min.
	2
	1.3%

	All Late Pickups
	7
	4.7%

	
	1-15 min.
	6
	4.0%

	
	16-30 min.
	1
	0.7%

	
	> 30 min.
	0
	0.0


The review team’s analysis of on-time performance for pickups shows that SHUTTLE was on time (in the pickup window) for 63.3 percent of the sample.  If one also includes the pickups prior to the window, then SHUTTLE was on time or early for 95.3 percent of the sampled trips.  This slightly exceeds Pierce Transit’s performance standard of 95 percent.

Late pickups comprised 4.7 percent of the sample.  Of the late pickups, 4.0 percent were up to 15 minutes late; 0.7 percent (one trip from the sample) was up to 30 minutes late.  No pickup in the sample was greater than 30 minutes late.

Overall, the review team’s analysis confirms Pierce Transit’s reporting of on-time performance for pickups.  Pierce Transit should be aware, however, that its proportion of early pickups—more than 30 percent—is high.  Dispatchers should ensure that these early pickups are the result of riders being ready early and willing to leave early—rather than drivers’ coercing riders to leave early to help the them keep on schedule.

The review team also analyzed SHUTTLE’s on-time performance for drop-offs.  From the October 17 sample of 150 trips, 46 trips had requested drop-off (appointment) times, representing 31 percent of the sample.  The review team computed drop-off performance for these 46 completed trips.  Table 9.3 presents a summary of this analysis.

Table 9.3 – On-Time Distribution for SHUTTLE Drop-offs, October 17, 2007

	
	Number 
	%

	Total Sample
	46
	100.0%

	All Early Drop-offs
	46
	100.0%

	
	1-15 min.
	6
	13.0%

	
	16- 30 min.
	18
	39.1%

	
	> 30 min.
	22
	47.8%

	Late Drop-offs
	0
	0%


Of this sample, all trips had drop-offs before the scheduled appointment.  Overall his is excellent performance, likely resulting from a combination of scheduling and attention paid by both dispatchers and operators to scheduled appointment times.

On the other hand, the sample of trips analyzed shows a large portion of very early drop-offs.  Nearly half the trips (47.8 percent) had drop-offs that were more than 30 minutes early.  This could be problematic for riders who arrive at buildings that may not be open that far in advance, and particularly serious for riders who are forced to wait outside during cold weather.  As discussed in Chapter 6, it could also be a concern for paratransit-to-fixed-route feeder trips if riders get to fixed route transfer centers significantly early.
Since Pierce Transit does not actively monitor on-time performance for drop-offs and does not have a defined drop-off window, the high portion of very early drop-offs is not surprising.  Schedulers and dispatchers may not focus as much on early arrivals as on the pickup window.  The combination of parameter settings in the ADEPT system also may not be set to ensure that drop-offs do not occur too early.
Under the DOT ADA regulations, prohibited capacity constraints include any operational pattern or practice that significantly limits the availability of service to ADA paratransit eligible persons  (49 CFR § 37.133(f)(3)).  Actual practice confirms that unreliability, stemming from failure to deliver a drop-off as promised, discourages use of the service.  Consequently, in some cases, failure to perform on-time drop-offs, including providing very early drop offs, may violate the regulatory requirements.  

Where a transit provider chooses to take reservation requests based on drop-off or appointment times, it creates a perception and expectation among riders that service will be delivered on-time with regard to that drop-off time.  Failure to drop off riders who have scheduled trips based on their appointment time is highly disruptive—possibly more disruptive than failure to pick up riders on time.
To improve SHUTTLE service, Pierce Transit should set a “no earlier than” time for drop-offs, the ADEPT system should be set to operate within this standard, and managers should regularly monitor very early as well as late drop-offs.

9.5 Review of No-Shows, Missed Trips, and Trip Coding
The review team analyzed SHUTTLE trip data for the sample week of October 14 to 20, 2007.  Pierce Transit staff provided reconciled trip information stored in the ADEPT software database.  During this week, there were requests for over 11,000 trips.  Ultimately, of these requests, Pierce Transit provided over 7,400 trips.  Table 9.4 presents a summary of the disposition of all trips requested for this week, based on the reconciled data.

Table 9.4 – Disposition of Trips Requested for SHUTTLE Service: October 14 to 20, 2007

	Category
	Number
	

	All SHUTTLE trips requested
	10,602
	

	Completed trips
	7,441
	

	All cancelled trips
	2,528
	

	“Deleted” trips
	110
	

	“Failed” trips
	305
	

	No-shows
	180
	

	“Unrecovered will-calls”
	38
	


Note: excludes trip requests for Bus PLUS service
Pierce Transit has three types of cancelled trips:

· trips cancelled more than one hour before the negotiated time (2,145 of all cancelled trips during the sample week

· trips cancelled less than one hour before the negotiated time: “late cancels” (195)

· late cancels that Pierce Transit considers not the fault of the rider (188)

Trip requests can be categorized as deleted trips for a variety of reasons.  For example:

· CSRs may be getting trained in ADEPT and are creating hypothetical trips

· CSRs may make a mistake in entering information while taking a trip request from a caller

· ADEPT may say that there is no capacity for a trip request; since Pierce trains its CSRs not to deny trips due to lack of capacity, CSRs are instructed to delete the original request and to re-enter the trip request

· A caller may begin to make a trip request but stop without completing the request

Unrecovered will-calls are requests for will-call pickups; these requests do not have a specified pickup time when the rider is calling to request the trip.  Ultimately, the rider does not call to ask for that return trip—which might happen if the rider finds another way to get home.

Failed trips are generally trip requests for which a rider has made the trip request, but there was some problem with the request.  There are ADEPT codes that Pierce Transit uses to classify these failed trips.  For the sample week’s data, there were five categories of failed trips:

· FA1: rider “trip booking aborted.”  These are trip bookings that are started by CSRs, but for various (e.g., the rider changes the trip), the booking is aborted and deleted and a new booking is started.

· FA2: rider “refused a negotiated scheduling solution.”  These are trips offered to riders within the allowable negotiation window that the rider turns down, even after the CSR offers other possible trips, consistent with good faith negotiation
· FA3: “capacity failure.”  According to Pierce Transit, these should have been deleted and re-entered

· FA4: the trip request goes beyond the SHUTTLE service area; a SHUTTLE supervisor must authorize this code

· FA5: “trip overlap.”  Pierce Transit has a policy in which pickup times for a rider’s trips must be at least 45 minutes apart

There were 234 trip records with an “FA1” code and seven trip records with an “FA2” code.  The review team analyzed these trip records, comparing the pickup time offered by Pierce Transit with the requested pickup time.  There were requested pickup times for 192 of the 234 records.  For each of those 192 records, the time offered was within 1 hour of the requested time.  In other words, the CSRs offered responsive trips to these trip requests.
Pierce Transit has six categories of no-shows:

· NSCD: rider cancels at door or within the 30-minutes pickup window

· NSLC: rider cancels up to one hour before the negotiated pickup time

· NSNA: there is “no answer” when operator and/or dispatcher tries to locate and contact the rider

· NSNR: rider is “not ready” when vehicle arrives at pickup point

· NSNT: rider is “not there” while operator is at pickup point

· NSPF: no-show is fault of provider

For all categories of no-shows except for “NSPF,” Pierce Transit considers the rider to be at fault.  The review team analyzed the 178 trip records with a no-show code (omitting the two no-shows coded as “NSPF”), comparing the negotiated pickup time with the actual arrival time of the vehicle.  Table 9.5 summarizes this analysis.

Table 9.5 – Vehicle Arrivals for Trips Coded as No-shows, October 14 to 20, 2007

	No-show Category
	Total
	Vehicle Arrived >30 Minutes after Negotiated Time
	Vehicle Arrived >30 Minutes before Negotiated Time

	Cancel at door
	62
	7
	0

	Cancel late
	  5
	1
	0

	No answer
	  4
	1
	0

	Not ready
	15
	2
	0

	Not there
	92
	9
	4

	Total
	178
	20
	4


If the vehicle arrived more than 30 minutes after the negotiated time, then the vehicle arrived beyond the pickup window and the rider no longer had an obligation to wait for the vehicle.  From the sample week’s data, this occurred 20 times.  Pierce Transit should not be assessing a no-show to riders for these trip requests.  
Similarly, it is unlikely that the no-shows charged to riders when the vehicles arrived before the start of the pickup window are valid.  Pierce Transit does not electronically record the time that the operator left the pickup point, so it is not possible to determine if the operator waited at least 5 minutes within the pickup window—as required by SHUTTLE policy—before declaring a no-show and leaving.  However, there are four recorded no-shows in which the operator arrived at least 30 minutes (45, 34, 31, and 30 minutes) prior to the pickup window.  These were also coded NSNT (“not there”) which indicates that the drivers did not make contact with the riders.  In each of these cases, there is a reasonable likelihood that the operator did not wait for such an extended period of time before leaving.

In discussions with managers, it was also noted that Pierce Transit was still working on refining all of the trip codings in the new software system.  CSRs and dispatchers were also still getting used to the new ADEPT trip codes.  Staff noted that trips do not always get coded correctly and that training to correct this was continuing.

9.6 Analysis of On-Board Ride Times
In interviews, SHUTTLE managers noted that on-board travel time is not regularly tabulated or reported.  The ADEPT system has the ability to generate a report identifying trips with long travel times.  At the time of the review, however, Pierce Transit staff did not appear to be using that function.

To assess on-board travel times for Pierce Transit’s paratransit trips, the review team analyzed long trips within a sample of 150 trips provided by all providers on Wednesday, October 17, 2007.  A second analysis of travel time was conducted on trips provided from October 14, 2007 through October 20, 2007.
On average, SHUTTLE customers have an on-board time of 34 minutes and a trip length of eight miles.  There was no significant difference between paratransit and fixed route travel times when looking at the results for Pierce Transit and First Transit.  There was, however, a significant difference in the reported figures for Transpro.

Passengers transported by Pierce Transit had an average on-board time of 36 minutes and an average trip length of eight miles.  For the sample week, the daily range of average on-board time was a low of 33 minutes to a high of 37 minutes.  Trip length was eight miles for each day of the of the sample period.

Passengers transported by First Transit had an average on-board time of 33 minutes and an average trip length of eight miles.  For the sample week, the daily average on-board time ranged from 29 minutes to 35 minutes and the daily average trip length ranged from six to eight miles.  Except for Friday, October 20, when the average time on board travel time was 29 minutes and average trip length was six miles, the average on-board times ranged between 33 and 35 minutes and the average trip length was eight miles.

Transpro is the smallest provider, comprising about 5 percent of the service.  The bulk of Transpro’s trips are to the transfer points, such as the Federal Way transit center in King County.  These types of trips tend to be longer in terms of time on board and miles.  For the sample week, the average time on board for passengers riding Transpro was 42 minutes and the average trip length was 13 miles.
Table 9.6 shows the distribution of travel times in 30 minute increments.  The report shows that 90 percent of all trips had ride times of 60 minutes or less.  Another 9 percent of the trips were completed within 90 minutes.  Less than 2 percent of the trips had ride times greater than 90 minutes.  No trips were on-board for more than 150 minutes.

Table 9.6 – Trip Length for Sample of Trips: October 14 to 20, 2007
	Travel Time
	# of Trips
	%

	Up to 30 minutes
	4,060
	52.5%

	31 - 60 minutes
	2,878
	37.2%

	61 - 90 minutes
	675
	8.7%

	91 - 120 minutes
	106
	1.4%

	121 - 150 minutes
	12
	0.2%

	> 150 minutes
	0
	0.0%

	Total
	7,731
	100%


Comparison to Pierce Transit’s Travel Time Standards

The review team then identified passengers who had travel time greater than 60 minutes on one day during the sample week (Wednesday, October 17).  A total of 150 trips were found to have had travel times greater than 60 minutes.  Out of the 150 trips, 55 (or 36 percent) were provided by Pierce Transit, 85 (or 57 percent) were provided by First Transit and 10 (or 7 percent) were provided by Transpro.  A 25 percent sample (37 trips) was selected for the travel time analysis.

For each paratransit trip in the sample, Table 9.7 shows the time of day at which the trip was made, the origin and destination, and the actual paratransit trip travel time.  Table 9.7 then shows the fixed routes that would be used to connect the same origins and destinations, the number of transfers involved, calculations of travel times on board the buses, estimates of walking times to the bus stops, and calculations of total fixed route travel times.

The final two columns of Table 9.7 compare the ADA complementary paratransit services with Pierce Transit fixed route travel times.  The “Travel Time Difference” column presents the difference in travel times between the two modes.  A minus sign (-) indicates that the ADA complementary paratransit travel time would have been less than the estimated fixed route travel time.

Table 9.7 – Comparison of Travel Times on Pierce Transit’s Paratransit vs. Fixed Route
 for Selected Long Trips: October 17, 2007
	Pickup Address
	Drop-Off Address
	Pickup Time
	Routes
	Travel Time
	Wait Time
	Walk Time
	F-R Travel Time
	SHUTTLE Travel Time
	Difference

	2000 E 29th St, Tacoma
	4900 61st St Court E, Tacoma
	12:10 p
	41        409
	30
	5
	26
	61
	63
	-2

	5200 Solberg Dr, SW, Tacoma
	13500 103rd Ave E, South Hill
	12:30 p
	300     204     410     402
	80
	5
	4
	89
	71
	18

	5200 Solberg Dr, SW, Tacoma
	1400 Mason St, Tacoma
	12:46 p
	300      56       409
	112
	5
	4
	121
	67
	54

	2100 Pendleton Ave, Ft Lewis
	16000 92nd Ave E, South Hill
	13:31 p
	207      206    ST 574     490
	156
	5
	26
	187
	97
	90

	1500 6th Ave
	12700 104th Ave Court E, South Hill
	12:00 n
	1

410
	96
	5
	6
	107
	67
	40

	1700 S J St, Tacoma
	100 S 38th St, Tacoma
	11:08 a
	2

1
	44
	5
	2
	51
	77
	-26

	1700 S J St, Tacoma
	9100 78th St SW, Lakewood
	10:41 a
	2         212
	66
	5
	18
	89
	64
	25

	300 43rd Ave SE, Puyallup
	6300 S 19th St, Tacoma
	1:00 p
	402    410     204

2
	94
	5
	4
	103
	72
	31

	5400 Solberg Dr SW, Lakewood
	2600 S 13th St, Tacoma
	12:25 p
	603     28
	45
	5
	10
	60
	69
	-9

	4800 S Tacoma Way, Tacoma
	2100 N Orchard St, Tacoma
	2:00 p
	51
	32
	5
	6
	43
	92
	-49

	6300 S 19th St, Tacoma
	1100 Lafayette St S, Tacoma
	3:38 p
	2         204
	58
	5
	4
	67
	95
	-28

	1600 S I St, Tacoma
	22300 Mountainview Hwy E, Spanaway
	4:30 p
	45

1

402
	122
	5
	14
	141
	96
	45

	600 N Fife St, Tacoma
	5300 Nevada Ave, Ft. Lewis
	6:45 a
	1

2        206    207
	187
	5
	4
	196
	93
	103

	11400 Bridgeport Way SW, Lakewood
	1700 S J St, Tacoma
	4:41 a
	206

3
	51
	5
	10
	66
	66
	0

	10000 140th St Court E, South Hill
	600 Winnifred St, Tacoma
	7:58 a
	402

410

1
	100
	5
	8
	113
	91
	22

	7500 Sound View Dr, Gig Harbor
	2200 S 37th St, Tacoma
	9:00 a
	100

52
	59
	5
	12
	76
	68
	8

	1300 10th Ave NW, Puyallup
	9900 Veterans Dr SW, Lakewood
	5:39 a
	409     202    214
	66
	5
	10
	81
	64
	17

	10600 80th Ave E, Puyallup
	5200 Solberg Dr SW, Lakewood
	6:53 a
	410    204    300
	41
	5
	20
	66
	63
	3

	7400 Pioneer Way, Gig Harbor
	1901 S Union Ave, Tacoma
	12:40 p
	100

2
	56
	5
	4
	65
	67
	-2

	100 Jayne Ct, Steilacoom
	2200 Mildred St W, University Place
	8:42 a
	212

2
	73
	5
	14
	92
	70
	22

	1200 202nd St Court E, Spanaway
	1700 Yakima Ave, Tacoma
	10:25 a
	444

1
	54
	5
	16
	75
	65
	10

	12700 104th Ave Court E, South Hill
	1500 6th Ave, Tacoma
	7:15 a
	490

1
	65
	5
	6
	76
	92
	-16

	1700 Elm St, Sumner
	3700 N 16th St, Tacoma
	3:44 p
	408

582
	70
	5
	14
	89
	66
	23

	2100 Pendleton Ave, Ft. Lewis
	2700 N Shirley St, Tacoma
	3:53 p
	207

206

2

10
	115
	5
	14
	134
	65
	69

	14000 A St S, Tacoma
	1900 58th Ave E, Tacoma
	1:00 p
	1

501
	64
	5
	8
	77
	73
	4

	1100 Yakima Ave, Tacoma
	500 167th St Court E, Spanaway
	3:29 p
	45

1
	69
	5
	14
	88
	86
	2

	1500 Tacoma Ave S, Tacoma
	7100 Grandview Pl, Gig Harbor
	4:07 p
	2       100
	52
	5
	14
	71
	76
	-5

	1400 Port of Tacoma Rd, Tacoma
	11800 28th Ave E, 
	4:45 p
	60

1

410
	87
	5
	12
	104
	68
	36

	7000 S D St, Tacoma
	11100 Morningside Dr E, Puyallup
	5:25 p
	202    409   402
	61
	5
	20
	86
	91
	-5

	5200 Solberg Dr, SW, Tacoma
	31600 23rd Ave S, Federal Way
	12:38 p
	300   ST 574
	57
	5
	6
	68
	67
	1

	1300 E 61st St, Tacoma
	31600 23rd Ave S, Federal Way
	12:00 n
	41     ST 574
	40
	5
	8
	53
	90
	-37

	3100 S Cedar St, Tacoma
	10900 57th St E, Puyallup
	3:50 p
	57     ST 582    402
	97
	5
	12
	114
	63
	51

	14000 A St S, Tacoma
	1100 Rose Pl, Buckley
	12:11 p
	1       ST 582    407    406
	222
	5
	8
	235
	100
	135

	2200 Mildred St W, University Place
	13100 110th Ave Court, South Hill
	11:25 a
	1        410    402
	101
	5
	18
	124
	79
	45

	9800 10th Ave E, Tacoma
	1701 Elm St E, Sumner
	6:30 a
	1        56      409
	73
	5
	18
	96
	75
	21

	4800 S Tacoma Way, Tacoma
	9000 Zircon Dr SW, Lakewood
	8:10 p
	Not Possible: destination > 4 miles from stop
	
	

	4500 Steilacoom Blvd SW, Lakeview
	1600 E Marc St, Tacoma
	11:59 a
	3        41      65
	145
	5
	8
	158
	61
	97


Note:
Addresses rounded to nearest 100 block


All fixed routes are Pierce Transit unless preceded with “ST” (Sound Transit)

Using the Pierce Transit On-Line Trip Planner, the review team developed fixed route itineraries for each of the 37 trips in the sample.  The itineraries showed: the walking distance from the origin address to the nearest stop; the bus routes traveled; the pickup and drop-off points of each leg of the trip; and the walking distance to the destination.  To compute the travel time, there were two additional assumptions: the walking speed for the traveler was three miles per hour; and the traveler would arrive at the initial bus stop five minutes before the scheduled time.  The walking time, wait time and travel time (including waiting time for transfers) were summed and compared to the corresponding ride time in SHUTTLE service.
Of the 37 trips sampled:

· One had a fixed route itinerary with no transfers necessary
· 18 fixed route itineraries required one transfer
· 11 itineraries required two transfers
· Six itineraries required three transfers
· One shuttle trip had no corresponding fixed route itinerary available; the destination was almost four miles from the nearest bus stop.
Comparing the remaining fixed route ride times to the SHUTTLE ride times, the review team found that the SHUTTLE ride times were equal to or less than the fixed route ride times on 27 rides (75 percent of the sample). Of the nine SHUTTLE trips (25 percent) with ride times greater than fixed route, five had ride times greater than 15 minutes in excess of the fixed route ride times.  Paratransit ride times that are 15 minutes greater than the fixed route ride times are at the threshold of what could be considered to have “excessive” trip lengths.  With one trip having a ride time difference of 16 minutes, that leaves four trips (11 percent of sample) that would probably be considered excessively long.
9.7 Findings
106. Pierce Transit’s definition of no-shows includes situations where riders refuse to de-board because the facility that they are traveling to is not open, there is nobody to meet them at the destination, or other similar reasons.  While these situations can be considered disruptive to the service, they are not “no-shows” as defined by the DOT ADA regulations.  Section 37.125(h) of the regulations defines no-shows as “missing scheduled trips.”  It is also likely that arriving before a facility is open is not something requested by the rider and not within the rider’s control.  It is inconsistent with the DOT ADA regulations to consider these situations in determining whether a rider has established a pattern or practice of missing trips.
107. The scheduling process for SHUTTLE trips is well organized and documented.  The “Scheduler Checklists” provide a clear and consistent approach to the scheduling process.
108. When looking for trip scheduling options, the ADEPT system appears to schedule trips any time within the 30-minute pickup window.  If estimated pickup times are scheduled far back in the pickup window, there is little leeway for delays on the day of service.  Currently, schedulers and dispatchers spend a considerable amount of time identifying and re-scheduling trips that were originally scheduled far (at least 20 minutes) into the pickup window.
109. There appears to be an adequate number of radio dispatchers given the number of runs in service.  Dispatchers do a good job of managing no-shows and proactively managing runs.
110. There is only one same-day dispatcher who serves as a contact for all of the CSRs in the call center.  This creates a communications bottleneck that can result in long rider hold times, particularly during peak operating hours.
111. For trips with requested drop-off times, Pierce Transit’s standard is to perform at least 95 percent of SHUTTLE drop-offs “zero minutes late for the time passenger requests to arrive at a destination.”  Pierce Transit does not, however, use a “drop-off window,” establishing limits for how far in advance of appointment times passengers can be dropped off.  By extension, Pierce Transit does not monitor its performance against a standard for early drop-offs.
112. Based on an analysis of a one-day sample of 150 completed trips (roughly 10 percent of all trips for that day), SHUTTLE was on time or early for 95.3 percent of it pickups, late by 15 minutes or less for 4.0 percent of trips, and late by 16 to 30 minutes for 0.7 percent of trips (one trip from the sample).  No pickups in the sample were greater than 30 minutes late.  This analysis confirms Pierce Transit’s own reporting of on-time performance for pickups.

113. Based on the analysis of the one-day sample, more than 30 percent of pickups are early—this is a high proportion.

114. Pierce Transit does not actively track SHUTTLE’s on-time performance for drop-offs.

115. Based on a subset of 46 completed trips with requested drop-off times from the one-day sample, no trips analyzed had drop-off times after the stated appointment times.
116. Nearly half the trips in the sample (47.8 percent) had drop-offs that were more than 30 minutes early.  This is problematic for riders who arrive at buildings that may not be open that far in advance, and particularly serious for riders who are forced to wait outside during cold weather.

117. For trips requested during the sample week of October 14 to 20, 2007, there were 234 trip records recorded as refusals by the rider.  For all 192 requests in the sample with a requested pickup time, the time offered by CSRs was within one hour of the requested time.

118. One hundred and seventy eight trip records in the sample week had a no-show code indicating that the rider was at fault.  Twenty of these 178 trip records indicated that the vehicle arrived more than 30 minutes after the negotiated pickup time—beyond the pickup window, when the rider no longer had an obligation to wait for the vehicle.  Another four trip records indicated that the vehicle arrived at least 30 minutes before the negotiated pickup time.  There is a reasonable likelihood that the operator did not wait for at least 5 minutes into the pickup before leaving.  

119. Pierce Transit staff appears to still be getting used to the new trip coding options under the new ADEPT system.  There appears to be some miscoding of trips.  Pierce Transit should not impose suspensions for no-shows until staff performs a check of the no-shows in question.

120. A one-week sample of trips had an average (mean) trip duration of 34 minutes and trip length of eight miles.  Most trips (90 percent) were completed in 60 minutes or less.  Less than 2 percent trips in the sample took longer than 90 minutes.

121. Pierce Transit does not appear to regularly track or monitor on-board travel times for paratransit trips.

122. An analysis of 37 long SHUTTLE trips on Wednesday October 17, 2007 showed that 27 trips had ride times equal to or less than fixed route ride times for comparable trips.  Nine trips had ride times greater than fixed route ride times.  Five trips had ride times that were 15 minutes or longer than comparable fixed route ride times.  Pierce Transit does not appear to have a significant problem with excessive ride times.
9.8 Recommendations
123. Pierce Transit should revise its no-show definition to delete the reference to riders refusing to disembark.  Repeated failure to disembark not related to scheduling issues or system operations might be considered “seriously disruptive” under Section 37.5(h) of the DOT ADA regulations, but should not be considered no-shows.

124. Pierce Transit should work with StrataGen to correct the problem of trips being scheduled within the on-time performance window.  Pierce Transit should consider setting the system to allow CSRs to negotiate times and preserve the full on-time window during the initial trip booking process.  The on-time window would then be available for subsequent scheduling needs and same day service delivery.
125. Pierce Transit should consider adding another same-day dispatcher to alleviate the bottleneck in communications between the CSR’s and the dispatchers.
126. Pierce Transit should define a drop-off window for trip with requested appointment times.  The ADEPT system should then be set to schedule drop-offs within this window and SHUTTLE managers should then actively monitor drop-off performance—both early and late drop-offs.
127. Given the high proportion of early pickups, SHUTTLE dispatchers should ensure that these early pickups are the result of riders being ready early and willing to leave early, and that riders are not pressured to leave earlier than scheduled.
128. When vehicles arrive at pickup points prior to the beginning of the pickup window and no contact is made with the rider, dispatchers should ensure that drivers wait at least five minutes within the pickup window before authorizing no-shows.

129. Pierce Transit should provide additional training in trip coding to CSRs and dispatchers to ensure that trip codes are used correctly.  In particular, dispatchers should carefully verify the actual arrival times of vehicles to confirm that they arrived within the pickup window before assessing riders with no-shows.  If vehicles arrive outside the pickup window (early or late) and trips are not taken, these occurrences should be coded as provider missed trips, even if riders are there and decide not to take the trip.  When vehicles arrive early, trips should be coded as no-shows only if riders indicate that they do not intend to take the trip even if the vehicle waits until the scheduled time.
130. Even though the analysis of a sample of trips did not indicate a significant problem with excessively long ride times, Pierce Transit managers should regularly track and monitor the on-board travel times of SHUTTLE trips.  As part of their final review of runs, schedulers should check for trips with travel times that exceed the established standard.
10 Resources

The review team collected and examined information about the resources made available by Pierce Transit to provide ADA complementary paratransit service.  This information included:

· Rider comments on driver performance and vehicle condition
· Input from drivers on training and vehicle condition

· Information on the vehicle fleet
· Number of drivers and driver tenure/turnover

· Availability of vehicles and drivers to cover scheduled runs
· Operating budget for the service and the process used to estimate funding needs
10.1 Consumer Comments
Riders contacted in advance of the on-site review had generally positive comments about drivers and vehicles.  Seven of the eight persons contacted provided input on drivers.  Three riders said that they either had not experienced any issues with driver performance or that they had not heard from clients that there were problems with drivers.  One rider said the drivers were “good.”  Two others said that most drivers were good.  Another rider said that “99 percent of the drivers are very good.”  The seventh person said that she had experienced problems with drivers driving too fast and with having her powered wheelchair inadequately secured.  One of the seven people who commented on drivers said that drivers sometimes get lost and that more training in map reading and orientation to the area was needed.

Six of the eight individuals contacted commented on vehicles.  All six said the vehicles were clean and in good repair.

Thirty-nine percent of the complaints on file at Pierce Transit (168 of 433 complaints received in the first 10 months of 2007) were related to drivers.  The most frequent complaints about drivers concerned rude, unresponsive, or abusive behavior by drivers, which totaled 48 percent of all driver complaints and 19 percent of all complaints.  Another 30 percent of the complaints about drivers were about drivers not following procedures.  Thirteen percent of complaints about drivers had to do with drivers not providing assistance.  The remaining 9 percent of complaints about drivers were about unsafe driving or smoking on or near the vehicle.  
None of the 433 complaints received by Pierce Transit in the first 10 months of 2007 was about vehicles.
10.2 Driver Comments
As noted in Chapter 9, review team members interviewed nine drivers, following a standard set of questions (Attachment H).  Three of the interview questions related to training and vehicle condition.  Drivers were asked if the training they received adequately prepared them for the job.  Eight drivers responded (one driver who said that he was on the job for 20 years said he could not remember).  Five of the eight indicated that the training was “very good,” “good,” or “pretty good.”  Two drivers indicated that more assistance in “locating places,” or in map reading would be helpful.  One driver said that the layout of the map books that drivers receive is confusing.  One driver who had worked for two of the previous service contractors said that training quality varied and one company’s training (not First Transit) was not as good.
Drivers were also asked if they received periodic refresher training.  Five mentioned the monthly safety meetings and that key topics, including securement and customer service issues, were sometimes discussed at these meetings.  The Pierce Transit drivers indicated that there was periodic instruction on new equipment, but that there was no general refresher training.
Drivers were also asked about vehicle condition.  All nine drivers said the vehicles were in good shape and that the mechanics were “good” or “excellent” about making any needed repairs promptly.
10.3 Vehicle Fleet and Vehicle Availability
At the time of the review, Pierce Transit had a SHUTTLE fleet of 100 agency-owned vehicles.  All vehicles were body-on-chassis minibuses and all were accessible.  Sixty-four of these vehicles were assigned to First Transit for its portion of the operation.  Pierce Transit used the remaining 36 vehicles for the in-house operated portion of the service.  In addition to these 100 agency-owned vehicles, Transpro provided its own vehicles for the service that it operated.  Transporo vehicles included two dedicated, accessible vehicles as well as other vehicles in its fleet that were used for non-dedicated service.
On a typical weekday at the time of the review, First Transit’s peak pull-out required up to 56 vehicles.  With 64 vehicles available, this provided for eight spares, a 14 percent spare ratio.  The Pierce Transit portion of the operation typically required up to 31 vehicles at peak pull-out.  With 36 vehicles kept for in-house operation, there are five spares, yielding a 16 percent spare ratio.  Transpro operates two vehicles and provides spares and backup, as needed, using the other vehicles in its fleet.
Overall, Pierce Transit operates with about a 15 percent spare ratio.  Twenty percent would be a more desirable ratio.  Five vehicles would need to be added to the current fleet to reach a 20 percent spare ratio.

A review of the fleet roster and of recent replacements indicates that Pierce Transit has replaces SHUTTLE vehicles on a fairly regular basis.  The fleet included: 15 model year 2002 vehicles, 50 model year 2004 vehicles, 20 model year 2005 vehicles, five model year 2006 vehicles, and 10 model year 2007 vehicles.  The oldest vehicles in the fleet had under 150,000 miles of service (143,000 was the highest mileage noted), and the average age of the fleet was 3.7 years.

Dispatchers at both the First Transit garage and the Pierce Transit garage indicated that they always have enough vehicles to cover pull-out and never need to close assigned runs due to a lack of vehicles.
Pierce Transit staff discussed the current capital replacement plan (see Attachment I).  The plan allocates $2,256,288 in 2008 for SHUTTLE vehicle replacements.  Staff indicated that this amount would allow for the replacement of 28 to 30 vehicles (the model year 2002 vehicles and some of the highest mileage vehicles of model year 2004).  Table 10.1 summarizes the planned expenditure of funds for replacement vehicles.

Table 10.1 – Pierce Transit Plan for SHUTTLE Replacement Vehicles
	Year
	Funds
	Planned Use

	2008
	$2,256,288
	replace 28-30 model year (MY) 2002 and MY 2004

	2009
	$2,115,273
	replace 28 MY 2004

	2010
	$2,050,176
	replace 8 MY 2004 and 20 MY 2005

	2011
	None
	

	2012
	$3,390,486
	replace 5 MY 2006 and 10 MY 2007 plus replacement of purchases after MY 2007

	2013
	$1,384,452
	


In addition, the existing capital plan provides for only one SHUTTLE expansion vehicle each year from 2008 through 2013.  This would only accommodate about a 1 percent per year rate of growth.  Recent ridership trends suggest that the service can be expected to grow at a greater rate.  Ridership decreased by 2.9 percent between 2005 and 2006, but staff indicated this was due largely to a drop in service quality during the software transition.  Between 2006 and 2007, as service quality improved, ridership increased by 5.1 percent.  As noted in the “Budget, Planning and Funding” section below, the Pierce Transit Director of Finance indicated that the operating budget for 2008 was based on a 4 percent increase in ridership.  Pierce Transit should consider additional expansion vehicles between 2008 and 2013 to allow for a more reasonable rate of service growth.  The capital plan should also account for additional expansion vehicles to allow for an increased spare ratio, as noted earlier this section.
10.4 Run Coverage and Extraboard/Standby Drivers
To determine if scheduled runs are covered and the level of backup typically available on the day of service, the review team analyzed pull-out records for the week of October 14 to 20, 2007.
Information from the pull-out records at First Transit is summarized in Table 10.2.  As shown, First Transit was able to cover all assigned runs during the sample week.  Coverage was provided by a combination of drivers who volunteer to be available as “standbys,” drivers scheduled as available extraboard, and supervisors.
Overall, First Transit was able to cover all assigned runs, but supervisors had to be used on five of the seven sample days.  This is not ideal because it impacts the other functions typically provided by these supervisors.  In addition, on some days, such as Wednesday and Thursday, there were generally few standby or extraboard drivers available, relative to the number of drivers needed.

Table 10.2 – Run Coverage and Driver Backup, First Transit: October 14-20, 2007

	Date
	No. of Runs Assigned
	No. of Runs Closed
	Standby

Drivers
	Extraboard Drivers
	Supervisors Used to Cover Runs

	Sun., Oct 14
	39
	0
	5 available

2 used
	0 available
	0

	Mon., Oct. 15
	71
	0
	8 available

7 used
	0 available
	3

	Tues., Oct 16
	85
	0
	4 available

4 used
	3 available

3 used
	2

	Wed., Oct. 17
	83
	0
	2 available

0 used
	3 available

2 used
	1

	Thurs., Oct 18 
	84
	0
	0 available

0 used
	2 available

2 used
	2

	Fri., Oct 19
	73
	0
	6 available

3 used
	1 available

1 used
	0

	Sat., Oct 20
	39
	0
	4 available

4 used
	0 available
	1


A review of the pull-out records at the Pierce Transit garage showed a total of 190 assigned runs.  All runs were covered.  All but two runs were covered by regularly scheduled drivers, relief drivers, or extraboard drivers.  The other two runs were covered by supervisors.

For the sample week of October 14 through October 20, 2007, Pierce Transit had 15 scheduled extraboard drivers.  Eight of these drivers were trained as SHUTTLE drivers and were used first for the SHUTTLE service if backup was needed.  On three of the five days of the sample week (Pierce Transit only operates SHUTTLE service on weekdays), this available extraboard was sufficient to cover all call-outs.  One supervisor was needed to cover a run on Monday, October 15, and one supervisor covered a run on Thursday, October 18.
As noted earlier, Transpro operates only two regularly scheduled runs.  In addition to the two drivers that are regularly scheduled to those runs, Transpro has two primary backups.  In addition, the company has a total of 76 drivers, all of whom qualify to perform SHUTTLE work (training and drug testing) and are available as needed to back up the two assigned runs.  For the sample week of October 14 through October 20, 2007, Transpro covered the runs assigned to it by Pierce Transit.
10.5 Drivers, Driver Training, and Turnover
First Transit

At the time of the on-site review, First Transit had 89 full-time and 13 part-time drivers available for paratransit service.  This included 84 full-time and 11 part-time First Transit employees.  The remaining five full-time drivers and two part-time drivers were provided by Emerald Quality Transportation, a local DBE firm.  The Emerald Quality Transportation drivers worked out of the First Transit garage and operated under the supervision of First Transit employees.

Managers at First Transit indicated that they were looking to hire additional drivers.  The target total employment was 105 drivers for the current level of work.  Regular turnover of drivers had been preventing them from reaching and maintaining that level.
A review of First Transit personnel records showed that 81 drivers either resigned or were terminated for cause between January 1, 2007 and October 31, 2007.  Thirteen of these terminations were trainees who voluntarily left before finishing the required training course.  The remaining 68 employees left or were terminated after they began serving as regular drivers.  Given a total workforce of 102 drivers, this number of resignations and terminations translates to an annual turnover rate of 80 percent after training.  This rate of turnover is very high for ADA paratransit service.

The current labor agreement indicated that drivers were paid a starting hourly wage of $10.23.  This wage can increase to $14.08 after the driver completes six years of service.  Trainees are paid a wage of $8.00 per hour.  Fringe benefits include medical, dental, and vision coverage, which are all partially covered.  The employee contribution for medical coverage is $26.09 per week for an individual policy, $55.65 for an “employee plus one” policy, and $99.53 per week for family coverage.

Managers at First Transit indicated that job satisfaction was a major contributing factor to past turnover issues.  A number of drivers were not satisfied with the shifts that were available, or with the work in general.  They also noted that many new drivers would get frustrated trying to learn the geographic area and to keep up with their assigned schedules.  
The managers noted that they were looking at ways to improve the general work environment.  One idea being considered was to start new drivers with shorter runs (e.g., five hours).  Another possibility that was discussed was identifying the runs assigned to new drivers and “slowing” these runs by adjusting the estimated travel speed of the run or building in more slack time.  The latter idea would have to be implemented by Pierce Transit (which does the scheduling), with the cooperation of First Transit (which would need to identify the runs with new drivers for the schedulers and make sure the new drivers remained on these runs).
First Transit drivers receive 120 hours of training.  This includes 40 hours of classroom instruction and 80 hours of road training.  The classroom training includes instruction in passenger assistance (PASS).  Three employees at First Transit are trained PASS instructors.  Drivers are shown how to operate accessibility equipment and how to assist riders who use various types of mobility aids.  Drivers must then demonstrate their understanding of the operations and procedures by boarding, securing, and disembarking individuals using wheelchairs and other mobility devices.  The training material provided by First Transit managers also includes information about various types of disabilities and how to assist riders with disabilities in a proper and respectful way.
First Transit managers noted that, in response to issues with new drivers not knowing the area, they have been stressing map reading skills in their training.  They explained that applicants must first demonstrate the ability to read a map before they are accepted into training.  A written map reading test is used, and applicants must score 95 percent or better.
Pierce Transit
Pierce Transit has 31 drivers regularly assigned to SHUTTLE work.  They also have eight drivers assigned to the SHUTTLE extraboard and 18 “relief” drivers for the SHUTTLE service.
SHUTTLE drivers receive the same level of pay as fixed route drivers do and can move between the services, as long as they have received the required training for the SHUTTLE program.  The starting wage for a regular driver is $18.36 per hour with a top wage of $23.74 per hour.  Relief drivers start at $15.77 and the pay rate can increase to a maximum of $18.38.  Trainees are paid $14.19 per hour.

Pierce Transit managers indicated that there was no turnover of SHUTTLE drivers in 2007.  No drivers left or needed to be replaced.  A review of the SHUTTLE driver roster showed an average tenure of 14 years.  The most inexperienced driver had four years of experience and the senior driver had 26 years of experience.
Pierce Transit drivers who work on the SHUTTLE program receive 18 days of training.  The first two days cover an introduction to the SHUTTLE service, disability awareness, passenger assistance, lift operation and instruction in boarding riders who use wheelchairs, emergency and safety training, and vehicle orientation.  Day three is dedicated to map reading.  Days four through 18 are various types of on-the-road training, five with a senior driver.  A copy of the SHUTTLE Training Manual was provided to the review team.  It is very comprehensive and does a very good job of covering ADA issues, disability awareness, and passenger assistance.
Transpro

Transpro has a total of 76 drivers.  All have been trained to be eligible to driver for SHUTTLE and all have passed drug testing and other background screenings.  Two full-time drivers are assigned to operate the two dedicated runs that are typically assigned by Pierce Transit’s schedulers.  Two part-time drivers serve as the primary backups for the dedicated Pierce Transit runs.
One of the two full-time SHUTTLE drivers has been employed since 2002.  The other has been employed as a SHUTTLE driver since 2004.

Transpro provides new drivers a minimum of 11 days of training.  Additional road training is provided if the trainer feels it is necessary.  The first six days of training cover policies and procedures, passenger assistance, disability awareness, customer service, lift operations and instruction in boarding and securing riders who use wheelchairs, and other classroom training.  Materials in the Pierce Transit SHUTTLE Training Manual are used by the Transpro trainer.  Days seven through 11 of the training are for practice on the road.

10.6 Other Staffing

As discussed in Chapter 7, Pierce Transit employed 15 CSRs for SHUTTLE service.  Ten were full-time, while the other five worked at least 30 hours per week.  CSR shifts started at 4:15 a.m. and went to 1:15 a.m.  Peak staffing of seven to nine CSRs occurs on weekdays from 9 a.m. to 5 p.m.  Based on an analysis by review team members of telephone performance reports, long telephone hold times typically occurred during the afternoon peak period from 3 p.m. to 4:15 p.m.  There was also a pattern of long hold times from 6:15 to 9:45 a.m. and occasionally during late evening hours.  To reduce these long hold times, Pierce Transit would most likely have to add CSR capacity during these periods.
Chapter 7 also discussed current dispatcher staffing for SHUTTLE service.  There were 15 individuals who were used in SHUTTLE radio dispatch, Bus Plus and same-day SHUTTLE dispatch, and SHUTTLE scheduling.  They included seven individuals who were mainly radio dispatchers, three who dispatched and scheduled, one full-time extraboard dispatcher, and four “relief” dispatchers who filled in part-time, as needed.
During weekdays until 6 p.m., there were at least five dispatchers working.  For a peak vehicle pull-out of 87 vehicles, this appears to be sufficient coverage.  However, only one dispatcher is assigned to handle trip status calls from the call center.  This one dispatcher also is assigned Bus Plus demand requests.  This appeared to create a bottleneck for CSRs when checking on the status of rides.  Pierce Transit should consider adding another same-day dispatcher to shorten the resulting secondary telephone hold times.
10.7 Planning, Budgeting, and Funding
The review team met with Pierce Transit’s Director of Finance and reviewed planning, budgeting, and funding of the SHUTTLE service.  She explained that the process is started each year by a primary planner, who develops estimates of the number of SHUTTLE trips, vehicle hours, and vehicle miles for the upcoming budget year.  Projected ridership specifically considers:

· Changes to the fixed route system that may affect the amount of paratransit service needed

· Ridership trends for the most recent year
· Longer-term ridership trends

For the 2008 budget, Pierce Transit estimated a 4 percent growth in SHUTTLE ridership.

Next, the planner develops assumptions about service productivity.  For the 2008 budget, the planner assumed that productivity would remain at 2007 levels.

The productivity estimate is then applied to the ridership estimate to determine the number of vehicle hours of service that will be needed to provide the number of trips expected.  The hours to be operated in-house and by contractors is then determined.  Contractor costs are then estimated by applying bid prices to the estimated number of vehicle-hours.  In-house costs are built using service hours and wage information, estimated vehicle-miles, and fuel and maintenance costs, etc.

Needed service improvements or staffing changes are then added to the budget.  This might include additional CSRs, dispatchers, or other staff.  It might also include longer-term tasks such as the relocation of the communications center.
Table 10.3 shows the SHUTTLE operating budget, actual expenditures, and ridership for calendar years 2005, 2006, and 2007.  As shown, SHUTTLE ridership declined by 2.9 percent between 2005 and 2006.  Pierce Transit staff indicated that the ridership decline was likely due to a drop in service quality during the software transition.  Based on ridership in the first nine months of 2007, ridership was projected to increase 5.1 percent in 2007.  Based on recent trends, the 2008 budget assumed a 4 percent increase in ridership in 2008.
Table 10.3 – Pierce Transit SHUTTLE Ridership, Operating Budget, 
and Actual Expenses (2005, 2006, and 2007)
	
	2005
	
	2006
	
	2007
	

	SHUTTLE Ridership
	409,240
	
	397,523
	
	417,725 est. (1)
	

	% Increase
	NA
	
	-2.9%
	
	5.1% est.
	

	SHUTTLE Budget
	$10,501,605
	
	$10,125,734
	
	$11,998,523
	

	% Increase
	NA
	
	-3.6%
	
	18..5%
	

	Actual Expenditure
	$9,612,651
	
	$10,526,626
	
	$11,223,505 est. (2)
	

	% Increase
	NA
	
	9.5%
	
	6.6%
	


(1)  Ridership in the first nine months of 2007 was 313,294.  An estimate of the annual 2007 ridership was developed by multiplying by 1.33.

(2)  Actual expenditures for the first nine months of 2007 were $8,417,629.  An annualized expenditure was estimated by multiplying by 1.33.

The yearly budgets have tracked ridership changes, with a slight decrease in 2006 and an increase in 2007.  Actual expenditures increased by 9.5 percent between 2005 and 2006.  Based on the expenses in the first nine months of 2007, final expenditures for 2007 are likely to be about $11,223,505.

It is noteworthy that the 2007 budget allowed an 18.5 percent increase over the 2006 budget and a 14 percent increase over 2006 actual expenditures.  It is also noteworthy that, even though actual expenditures in 2006 exceeded the budget by $561,967, the service was funded at this higher amount.  This shows that Pierce Transit management has had the capacity to provide the funds needed to meet the demands of SHUTTLE service.
10.8 Findings
131. The average age, mileage, and condition of the Pierce Transit SHUTTLE fleet appears to be very good.  At the time of the review team’s visit, no vehicles in the fleet had more than 144,000 miles of service.

132. A review of the run structure and vehicle fleet indicated that Pierce Transit operates the SHUTTLE service with about a 15 percent spare ratio.  While no runs appear to go uncovered for lack of vehicles, this spare ratio is tight by industry standards.
133. The capital replacement plan provides for timely replacement of the current fleet, but allows for only one expansion vehicle per year between 2008 and 2013.  This will accommodate only about a 1 percent per year rate of growth.  Between 2006 and 2007, SHUTTLE ridership increased by 5.1 percent, and Pierce Transit staff indicated that its operating budget for 2008 anticipates a 4 percent increase in ridership.
134. A review of pull-out records for the week of October 14 through October 20, 2007 showed that Pierce Transit and its contractors were able to cover all scheduled runs.  First Transit, however, covered nine runs with supervisors due to a lack of available standby or extraboard drivers.  Using supervisors to cover runs is not ideal since it detracts from their abilities to conduct other important duties.  First Transit staff indicated that they were about three drivers below what they would consider a fully-staffed driver workforce.
135. Personnel records at First Transit for 2007 showed an 80 percent turnover rate among drivers.  This turnover did not include trainees who did not complete training.  High turnover can adversely impact service quality as well as service productivity.  First Transit managers indicated that they were exploring ways to decrease the turnover rate.
136. Stable, experienced driver workforces exist at Pierce Transit and Transpro.

137. Training programs at Pierce Transit, First Transit, and Transpro appeared thorough.  They addressed ADA requirements for training in the use of accessibility equipment and in the respectful and courteous treatment of riders.  While all of the training programs included map reading and orientation to the service area, comments from riders as well as drivers indicated that it would be helpful to strengthen this part of the training.
138. The process used by Pierce Transit to create an operating budget for the SHUTTLE program each year seems thorough and reasonable.  It considers ridership trends, staffing needs.  It is designed to accommodate 100 percent of the projected service demand.
139. During the peak periods for telephone volume—6:15 to 9:45 a.m. and 3 to 4:15 p.m.—callers often experience long hold times.
140. There is only one dispatcher assigned to handle trip status calls from the call center.  This dispatcher has other responsibilities as well.  As a result, there appeared to be a bottleneck for callers checking on the status of rides.

10.9 Recommendations
141. Pierce Transit should consider increasing the paratransit fleet to allow for a 20 percent spare ratio.
142. Pierce Transit should consider programming additional expansion vehicles in its 2008 to 2013 capital plan to accommodate likely growth in the SHUTTLE service.

143. Pierce Transit should work with First Transit to address the high rate of driver turnover.  Initial “frustration” with the pace of the job was noted as one major reason why some new drivers leave.  Pierce Transit should look at ways to identify runs assigned to new drivers and build in additional slack time or set a slightly lower travel speed.  Doing this for the first few weeks of employment might reduce turnover among new drivers, leading to reduced recruitment and training costs, and offset the slightly lower productivity for these first few weeks.  It may also avoid service delivery problems with newer drivers.
144. Pierce Transit should explore additional map reading and service area orientation training, particularly for First Transit drivers.  This might be done by adding additional hours to the initial training, or by sponsoring retraining for drivers who experience problems.
145. Pierce Transit should provide funding for one additional same-day dispatcher.  This additional position may help remove the bottleneck created in communications between the call center and the communications center.  This may allow CSRs to be more productive and may reduce telephone hold times during peak operating periods.  If call times still are not reduced to acceptable levels, Pierce Transit should also consider allowing funding for additional CSRs.
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