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1 Purpose of the Review

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

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

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

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

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

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

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

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

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

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

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

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

This report includes the results of the review of lift reliability, maintenance, and operation at the Winston-Salem Transit Authority (WSTA), operating in Winston-Salem, North Carolina.  The review was conducted from April 28 to May 1, 2008.  This report summarizes the observations and findings of the on-site review of WSTA’s fixed route bus service.  A description of key features of the fixed route bus service is first provided, followed by a description of the approach and methodology used to carry out the review.  Observations and findings related to the ADA requirements are then described.  The major findings of the review are summarized at the end of this report.  Recommendations for addressing issues identified also are provided.  WSTA had no comments on or correction to the draft report.
2 Background
The Winston-Salem Transit Authority (WSTA) was formed in 1968 by an ordinance of the City of Winston-Salem, North Carolina.  The City had been granted the power to establish the Authority by special legislation passed in 1967 by the North Carolina General Assembly. In 1972, the City took over transit service from Safe Bus Company, Inc., a private bus company that had been operating service since 1926.  WSTA is governed by an eight-member board, appointed to three-year terms by the City Council upon the recommendation of the Mayor.
WSTA operates the fixed route system in the City of Winston-Salem and operates the paratransit system (Trans-AID) throughout all of Forsyth County.  The City contracts with Veolia Transportation for management services and Veolia employs the General Manager; the remaining staff members are employed by the City.   

The transit agency provides nearly 2.8 million unlinked passenger trips annually, including 9,369 or 0.3 percent that were taken by people who use wheelchairs.  WSTA operates 27 weekday bus routes, providing service from about 5:30 a.m. until 6:30 p.m.; two connector routes; one park & shuttle route for downtown commuters; one downtown trolley; and seven late night service routes, which operate Monday through Friday from 6:30 p.m. until midnight.  WSTA also operates 18 routes on Saturday; there is no bus service on Sundays or major holidays.  The system map showing the fixed routes and WSTA service area is shown in Exhibit 2-1.  All routes are wheelchair accessible and all buses have bike racks.  The regular adult fare is $1; seniors and people with disabilities pay a $0.50 discounted fare.  Monthly passes ($30 and $15) and 10-ride passes ($10 and $5) are available for regular and discounted fares, respectively.
WSTA owns two parking lots in the downtown area, the north lot, located at 7th and Marshall Streets, and the west lot, located at Green Street near Broad and 2nd Streets.  The shuttle bus takes passengers to their workplace; it runs weekdays from 6:30 to 9:00 a.m. and from 4:00 to 6:30 p.m. The downtown West End Trolley (WET) provides transportation to the offices, hotels, shops, and banks of downtown Winston-Salem.  Designed as modern replicas of the original Winston-Salem Street Railway cars, the Downtown WET runs approximately every 20 minutes, Monday through Friday from 7:20 a.m. to 5:30 p.m. for a fare of $0.25.
The Clark Campbell Multimodal Transportation Center is located at the corner of Fifth, Trade, and Liberty streets. The center, which is named for a bus operator who drove for Safe Bus and then WSTA, includes 16 covered bus parking bays adjacent to a glass-fronted interior waiting area.  The 2,300 square foot lobby includes seating, vending machines, and restrooms.  A 31,000 square foot canopy covers bus loading, exterior waiting areas, and pedestrian walkways.  The center is fully accessible and includes LED message update signs.  
WSTA also has a Mobility Manager program with information specialists who provide information regarding fixed route bus service times, bus stop location, trip planning, and other travel information. Eligible persons who use Trans-AID service may call the Mobility Management Department to schedule trips.  Additionally, WSTA offers a “Try Transit Program,” which is designed to help individuals or groups with their specific questions or transit training needs, including one-on-one training.

[image: image1]
Exhibit 2‑1: WSTA System Map
3 Overview of the Review

The review focused on WSTA’s compliance with the DOT’s ADA regulatory requirements related to the operation and maintenance of lifts as required for accessible fixed route bus service.  The specific regulatory requirements that were the focus of the review are described in the first section of this report.
FTA provided WSTA with written notification of the review on March 14, 2008.   A copy of the notification letter is provided in Attachment A.  The information requested was as follows:
· Five copies of the current fixed route system map

· A complete set of current detailed route schedules

· Identification of which routes are operated directly by the transit authority and which are operated by private contractor

· Identification of which routes/areas are served by each garage

· Bus fleet inventory identifying year, make, bus garage, and accessibility of each bus, including whether the system uses low-floor buses and to what extent
· A description of lift maintenance practices identifying the location and party performing lift maintenance

· Current fixed route operators’ manuals, notices, memoranda, or other documentation informing vehicle operators of lift operation and maintenance procedures
· Reports, memoranda, or other documentation regarding lift operation and maintenance monitoring activities and findings
· A list of all complaints related to lift operations in the past year

The letter also requested that an opening conference be scheduled on Monday, April 28, 2008, and an exit conference on Thursday, May 1, 2008.
Planners Collaborative, Inc., of Boston, Massachusetts, with TranSystems of Medford, Massachusetts, conducted the review on behalf of FTA.  Rosemary Gerty of TranSystems served as the team leader.  Jim Purdy of Planners Collaborative and Don Kloehn of TranSystems assisted with the review.  A schedule of the team’s on-site review is provided in Attachment B.
Prior to the on-site visit, a complete package of the requested information was received and reviewed by the assessment team.  The team also contacted several advocacy organizations in advance of the site visit.  Brief interviews were conducted with three agency representatives; however, the agencies could not provide referrals for individuals who use lift-equipped buses so the team was unable to speak with consumers prior to arriving on-site.  These interviews are described in Section 4.1.
The following individuals participated in the opening conference held at 3 p.m. on Monday, April 28, at the WSTA maintenance and administrative facility located at 1060 North Trade Street in Winston-Salem:
Art Barnes
WSTA/Veolia General Manager
John Ashford
WSTA Maintenance Manager

V. Cedric Crawford
WSTA Director of Operations
Phyllis Witherspoon
WSTA Human Resources Manager
Jackie Ijames
WSTA Director of Mobility Management
Tikina Alston
WSTA ADA Coordinator
David Knight
FTA Office of Civil Rights (via conference call)
Jim Purdy
Planners Collaborative (Reviewer)
Don Kloehn
TranSystems (Reviewer)
David Knight of FTA’s Office of Civil Rights thanked WSTA for its cooperation with the review.  He described the purpose of the review as identifying whether people with disabilities were receiving the accessible fixed route services to which they are entitled in accordance with DOT ADA regulations.  He also noted that an objective of the review is to offer assistance to WSTA in meeting the ADA requirements, and that the review team was available for that purpose.  Mr. Knight outlined the process the team would follow for the review, noting that the team would present preliminary findings at the exit conference on Thursday, May 1.  He explained that the review team and FTA would then prepare a draft report, which would be transmitted to WSTA for its review.  Any errors or omissions identified by WSTA would be corrected, and the WSTA response letter would be included in the Final Report.  The corrected Final Report with WSTA’s initial comments would become a public document in accordance with the Freedom of Information Act.  Following issuance of the report, WSTA would be required to provide quarterly reports on progress in advancing corrective actions for those findings that identify a potential for improvements in delivering the ADA required service in compliance with DOT regulations.  Progress reporting will continue on a quarterly basis until FTA is satisfied that all findings have been adequately addressed and releases WSTA from further reporting.

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

The team then met with senior managers to discuss the history of WSTA, policies and procedures, fleet resources, and expansion plans.  Individual team members later met separately with WSTA managers and examined records regarding service monitoring and the handling and response to complaints, plans and budgets for fleet replacement and maintenance, and training of new operators.
On Tuesday, April 29, the review team observed bus pull-outs at WSTA’s bus garage at 1060 N. Trade Street.  During the day, interviews were conducted with the operations personnel regarding employee monitoring and the disciplinary system, with the safety and training manager, and with the maintenance manager.  Maintenance records were reviewed, several buses were inspected, and interviews were conducted with bus operators.  

On Wednesday, April 30, the review team spent several hours at the Multimodal Transportation Center observing bus transfers and use of the lifts by people using wheelchairs.   Only a few people were observed boarding and alighting at that time; no difficulties were observed and the boardings and alightings went smoothly.  As described above, it should be noted that the review team members had contacted various human service agencies in advance of the site visit to identify individuals willing to ride along with the team to assess lift use but were unable to locate individuals who were available.  During the day, interviews were conducted with bus operators, bus maintenance records were compared with pull-out sheets and the dispatcher’s log book, and vehicle inspections were completed.  

On Thursday, May 1, the review team synthesized the materials and information collected, and reported preliminary findings at the exit conference.  The following people attended the exit conference:

Art Barnes
WSTA/Veolia General Manager

John Ashford
WSTA Maintenance Manager

V. Cedric Crawford
WSTA Director of Operations

Phyllis Witherspoon
WSTA Human Resources Manager

Jackie Ijames
WSTA Director of Mobility Management

Tikina Alston
WSTA ADA Coordinator

Alvis Reynolds
WSTA Operations Manager

Wendell Smith
WSTA Training and Safety Manager

David Knight
FTA Office of Civil Rights (via conference call)

Rosemary Gerty
TranSystems (Review Team Leader)

Jim Purdy
Planners Collaborative (Reviewer)
Don Kloehn
TranSystems (Reviewer)
Mr. Knight thanked WSTA for its cooperation throughout the site visit and for providing space for the review team to analyze data.  He reviewed the purpose of the review and the schedule for preparation of this report.

Ms. Gerty outlined the material to be covered in the exit conference, and the team presented its preliminary findings.  It was noted that although some deficiencies existed, the review indicated that WSTA has many sound practices in place that well serve persons with disabilities, and that staff was clearly motivated to correct the deficiencies noted.  The conference ended with another round of thanks to WSTA’s staff for its cooperation.
4 Observations of Lift and Ramp Reliability and Maintenance

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

· Reviewed policies and procedures regarding lift operations, service monitoring, and equipment inspection

· Observed bus operations

· Interviewed bus operators to gauge their understanding of lifts and wheelchair securement policies and procedures 

· Observed vehicle pull-outs and pre-trip inspections
· Inspected buses for conformance with ADA-related specifications
· Reviewed maintenance procedures and performance

· Reviewed recent bus procurements and current fleet accessibility

· Reviewed availability of resources for lift/ramp operation
· Observed and briefly interviewed two customers who used lifts to board buses at the Multimodal Transportation Center 
4.1 Customer Input
Customer Interviews
In advance of the site visit, the review team contacted three social service agencies in the Winston-Salem area to discuss their experiences and the experiences of their customers with WSTA’s fixed route services.  They reported that their program participants mostly used the paratransit services rather than fixed route so they could not provide direct feedback related to lift use and reliability.  The review team also attempted to contact individuals with disabilities in advance of the site visit; however, no one responded to the request.  During the site visit, two customers using mobility aids were interviewed at the Multimodal Transportation Center; they expressed general satisfaction with the manner in which WSTA was providing service.  Overall, there were no specific issues or concerns expressed by these two individuals with respect to lift and securement use on WSTA fixed route services.
Customer Comments and Complaints
Customer comments and complaints to WSTA are typically received by telephone, although some customers also provide input in-person at the Multimodal Transportation Center.  When a customer contacts WSTA, an information specialist documents the complaint or comment in the transit agency’s computer database and the information is forwarded to the transportation manager or other appropriate department manager, depending on the topic.  Managers are not prompted to look for complaints; they must remember to look periodically at the complaint module.  Upon receiving a complaint, the manager undertakes an investigation and logs the resolution into the database.  There are no set deadlines for responding to complaints. 
WSTA’s computerized complaint log was reviewed for the past year to identify complaints related to lift operations on fixed route service.  WSTA receives between five and 10 complaints a month with only one complaint related to wheelchair access logged in the past year (February 2007) in which a customer complained that a lift was not working properly when she attempted to board.  According to the road call log, this event resulted in a road call and the bus was replaced.  There is no specific notation about how long the customer waited for the next bus.  As is the case for most other transit systems, real-time complaints and concerns are not typically logged as “complaints” unless the passenger follows up later or the issue cannot be resolved quickly.  DOT regulations (49 CFR 27.121) require that transit systems are required to receive and maintain records of rider complaints.  Furthermore, it is a common and effective practice for transit systems to respond to complainants and for transit systems to investigate these complaints to ensure that they are meeting all DOT ADA requirements.
The FTA Office of Civil Rights also was involved in an e-mail and telephone exchange with a customer over the past two years who reported service issues related to fixed route and ADA complementary paratransit accessibility; however, the communication was not recorded by FTA as being an official complaint.  WSTA stated that the situation, which involved the weight capacity of the wheelchair lift, had been satisfactorily resolved and that the customer is using the fixed route system without further complaints.
4.2 WSTA Policies and Procedures

Bus Operations
WSTA has developed policies and procedures regarding bus operations, driver conduct, safety and training, and boarding of passengers with disabilities.  The policies and procedures governing bus operations, which are part of an overall operator training program, are supplemented by occasional driver bulletins related to safety and procedural updates and changes.  Although WSTA is staffed by city employees, the General Manager works under a management contract with Veolia Transportation, and several Veolia documents have been adopted.
Excerpts from the policies and procedures for lift operations are included in Attachment C to this report and are summarized below.

Veolia Safety Policies & Procedures Handbook
Section 5.29 Wheelchair Safety describes procedures employees are required to follow when assisting passengers who use wheelchairs, as well as the need to perform pre- and post-trip inspections.
Veolia Operators Study Guide: Behind the Wheel Standards
This item highlights materials covered during the classroom instruction, including items related to pre- and post-trip inspections using form WCS 5.10, which requires the bus operator to cycle the lift: “The wheelchair lift is inspected and run through a cycle” and the checkpoint criterion: “Operator cycles wheelchair lift on buses that are equipped.”
Operator’s Vehicle Familiarization Training
Operators are required to complete a checklist of vehicle-related items that they have learned during training.  The list includes elements related to wheelchair lifts, securements, the public address (PA) system, interior/exterior speaker control and microphone, wheelchair securement area stop request dashboard light, double chime for wheelchair securement area stop request, and kneeling feature.

Safety Bulletins
Several safety-related bullets have been issued relating to wheelchair lift and securement use. 
· July 10, 2003—To: All Fixed-Route Operators/From the Safety Training Department/Re: Wheelchair Lift Keys—“All Fixed-Route operators are required to have in their possession a wheelchair lift key while on duty…”
· April 25, 2007—To: All Employees/From: V. Cedric Crawford/Re: Failure to Pick Up or Secure Mobility Devices—“Failure to pick up mobility devices is a class three offense. All mobility devices which include wheelchairs, scooters, Hub-around and Rascals are to be secured with the 4-point tie down system.  If you are unable to properly secure a mobility device with all 4 points, notify base immediate [sic] before moving the coach for further instructions.  Failure to notify base that you are unable to pick up a mobility device is a class II offense.  If for some reason you are unable to pick up a mobility device, contact base from that location.”
· July 3, 2007—To: All Employees/From: V. Cedric Crawford/Re: Boarding Wheelchairs—“It was announced at the last Safety Meeting that all 1056s
 were to be boarded by backing on the lift for safety and mechanical reasons.  It was later learned that ADA law prohibits Transit from requiring that all 1056s board by backing on the lift.  Transit can no longer require any 1056s from boarding by backing.  Effective immediate [sic] when boarding a 1056 all operators are to ask all 1056s to back on the lift.  If for any reason they refuse to do so, they are to be loaded forward on the lift.  At no time can any 1056 be refused service because they refuse to board by backing.”

· November 12, 2007—To: All Employees/From: L. Leftwich/Re: Boarding and Deboarding—“If there is a bus stop on your route that is unsafe to pickup or deboard a mobility device, let transit base know so that we can properly handle this matter.”  

Although WSTA appears to be fully in compliance with 49 CFR §§ 37.163(d) and (e)—the requirement to remove a bus with inoperable lift/ramp from service before its next service day unless there is no spare bus and in no event more than three days—there is no written policy directive to this effect, nor any record-keeping procedure for documenting the actions taken when an inoperable lift is reported.
A noteworthy innovation introduced by WSTA is an extension strap issued to all drivers for use in securing three-wheel mobility aids.  These straps are approximately 24 inches long with a grommet at each end to which the front securements can be attached.  This allows the securement system to wrap around the front spindle of the scooter, improving stability.

Operator Training

WSTA has a six-week training program for all new bus operators, regardless of their prior experience.  An additional two-week training period may be required for operators lacking a commercial driver’s license (CDL).  This training is provided by WSTA staff using training materials prepared by Veolia Transportation.  The first two weeks of newly hired bus operator training is conducted in the classroom followed by four weeks of behind the wheel and equipment training.  According to WSTA’s training manager, trainees receive considerable ADA equipment training and experience cycling the bus lifts and using securement equipment.  

Annual refresher training is provided to supplement the new operator training program.  The refresher training provides an overview discussion of operating topics, including ADA functions and equipment, during an eight-hour session.  Operators are encouraged to share their experiences during the refresher sessions and the Veolia training manager provides instruction and facilitation of the training sessions.  Because of the general success of the refresher training, WSTA expects to conduct sessions on a more frequent basis.  Use of individuals with disabilities to speak at the refresher training sessions has been employed by WSTA on an infrequent basis, but efforts are underway to include the disability community more frequently in WSTA’s training programs.

Additional formal training exercises and sessions are performed as described:
· Quarterly safety meetings are held for operators to cover specific safety, accessibility, and operational topics 

· Post Accident/Incident Training—one-on-one topic-specific training as part of the progressive disciplinary process

· ADA Sensitivity Training—2-hour annual session provided by “Adaptables” (Center for Independent Living)

· Blood borne pathogens training for WSTA employees incorporated into the Winston-Salem City employee training program

· Mechanics receive safety/OSHA, CDL and driver training through in-house training programs and technical training through industry resources coordinated by the maintenance manager

· Written and practical testing is conducted to determine training effectiveness throughout the training programs

As described in the training program, during pre-trip inspection, operators are supposed to perform the following tasks

· Operate the lift for a full cycle

· Check securement belts, clamps, and other equipment

· Check kneeler (on equipped buses)

· Test “stop request” cord and buzzer at securement locations

· Check visual customer request display

· Check all international symbols of accessibility and other required signage

The new operator training includes instructions for boarding and alighting passengers who use the lift or ramp.  There are also instructions for boarding standees on lifts.  Instructions for using the lift or ramp and securement systems include:

· Customers may board the lift facing inward or outward, whichever they prefer.

· Customers must permit the use of securements.  If the securement system does not safely secure the device, advise the customer.  It is then the customer’s decision to decide if they wish to ride the bus.

· If the bus is equipped with a shoulder and lap belt assembly as part of the securement system, customers must be offered the use of these safety features but may not be required to wear them.

Regarding the priority seating on buses, the Veolia training instructs operators:

· If there are other customers in these seats, politely request that customers without disabilities give the seat up to the customer with a disability…  

· Note: Although operators should request that customers without disabilities vacate the priority seating, operators may not require customers without disabilities to leave these seats.

When asked how WSTA determines the effectiveness of the training provided to the bus operators, the training manager stated that “mystery riders” (i.e., observers not known by or identified to the bus driver) are occasionally used to monitor and report to management the successes and failures of the bus operators to perform their duties during operational situations.

Issues revealed during the WSTA operator training program review included:
· Lift use training—Many road calls are reported as lift failures resulting from out-of-cycle issues as an apparent result of operator failure to complete a cycle phase before advancing the lift control to the next phase of the cycle.  It was noted that training should cover these issues and any irregularities in operation.

· ADA awareness (sensitivity) training is not mandatory for fixed route drivers.  Awareness training is not provided during the new-hire or the refresher training programs.

· The training program includes requirements for operators to “maintain physical contact with the wheelchair at all times…to lock the wheelchair brakes before removing their hands from the wheelchair…check wheelchair brakes to make sure they work properly…always stand on the lift with ambulatory passengers to assist if needed,” and many other instances of hands-on directions. 

· Monitoring operator performance is random with once-a-year ride checks and “trail behind” monitoring (i.e., following drivers in another vehicle) by WSTA staff not able to directly observe the effectiveness of the training efforts.  The last “mystery ride check” effort, which allows for direct observation of operator performance, was conducted in 2005.

· Senior operators are not used for training, instruction, or evaluation purposes.

Service Monitoring and Enforcement Procedures

WSTA uses management/supervision reviews of operator performance during bus service operations as well as customer complaint investigation efforts to determine performance compliance.  The road and zone supervisors drive lift-equipped vans, which permits them to assist passengers who use wheelchairs or scooters in the event of an in-service lift failure.  

When an operator infraction has been observed, there are four classes of progressive disciplinary process, with consequences varying according to type of offense:
· Class 1 includes minor infractions such as failure to use seat belt or excessive conversation; discipline is progressive from verbal counseling to termination (five levels).

· Class 2 includes time violations and safety infractions; discipline is progressive from written warning to suspension.

· Class 3 includes infractions related to stop announcements, wheelchair boarding, wheelchair securement, and cell phone use; discipline is progressive from two-day suspension to termination.

· Class 4 includes major infractions such as intoxication, insubordination, and weapon possession and generally results in automatic termination for first offense.

In order to review how this system was being applied, WSTA was asked to produce records of bus drivers disciplined during the past year for ADA-related infractions, including discipline administered.

· On April 21, 2007, an operator failed to properly secure a wheelchair and occupant, which resulted in a turn-over of the wheelchair while operating the bus in a normal environment.  Investigation resulted in Class 3 infraction whereby operator was suspended from duty for three days.

· On May 2, 2007, an operator failed to properly secure a wheelchair with the four-point securement system as observed by a supervisor.  Resulted in Class 3 infraction whereby operator was suspended from duty for two days.

· On December 3, 2007, an operator failed to properly secure a wheelchair and occupant as observed by a supervisor.  Resulted in Class 3 infraction whereby the operator was suspended from duty for two days.

· WSTA also reported that during the contracted mystery ride check program in 2005, 22 operators were issued Class 3 violations for failure to make required stop announcements.  One operator was issued a final warning.

· In February 2006, one operator and one supervisor were suspended from duty for two days for failure to properly secure a wheelchair and occupant, which resulted in a turn-over of the wheelchair while operating the bus in a normal environment.

Maintenance and Inventory Control
WSTA has developed procedures for lift and securement maintenance.  Attachment D outlines the maintenance procedures specifically followed for lifts and related accessibility features.  The lift/accessibility maintenance process is highlighted below.

1. Each day, lifts are cycled as part of the operator’s pre-trip inspection.  Securements are also checked, and the stop announcements are played.  Problems are to be reported to maintenance. 

2. When a bus is in service and experiences a problem, the operator is to contact dispatch, who will relay the call to maintenance.  Maintenance will contact the operator to determine whether the bus can continue in service or needs to be changed out.

3. When a lift fails in operation, maintenance will take out a replacement bus or will swap out the defective bus at the Multimodal Transportation Center or at a transfer location.  The lift will be repaired before the bus is returned back into service.  Drivers are not allowed to manually deploy lifts.
4. Wheelchair lifts and belts are to be inspected at least every 30 days.  The buses are listed on a calendar day (by maintenance personnel).

5. Preventive maintenance (PM) inspections are performed every 5,000 miles, plus or minus 750 miles.  The PM inspection is to include wheelchair lifts and belts.

6. Maintenance uses an inspection checklist for each inspection.

7. An adequate supply of spare parts is kept in inventory for lift repairs.

Maintenance records are stored electronically.  Each day, operators are required to complete a Pre-trip/Defect and Operator Time Card (see Attachment E).  The card includes passenger stop request signal chimes, kneeling system, wheelchair lift cycle, seat belts and wheelchair tie-down belts, and mobile data terminals (MDTs).  If there is a problem with the lift, drivers are required to report it, and the issue is noted on the “Down Sheet.”  The defect log is used to generate a work order.

All mechanics are trained to perform routine lift repairs.  Several have been trained for major lift repairs.   Only maintenance personnel are trained and allowed to cycle a lift manually, whether it fails in service or in the garage.  Maintenance generates a daily assignment sheet of available buses for dispatch to make driver assignments.  Buses are not to be sent out with defective lifts.  As will be described elsewhere, there are sufficient spare vehicles available to switch out a defective bus, whether at the garage or in service.  
A copy of the “Wheelchair Lift Inspection Sheet” used during preventive maintenance is included in Attachment F.   
Vehicles
WSTA has a total of 46 vehicles available for assignment to fixed route service, ranging in model year from 1996 to 2004; in addition, three 2002 Nova buses are included in the total fleet but are not available for use in service.   A fleet summary is shown in Table 4-1; the full roster is shown in Attachment G.  The available fleet includes 42 Nova 35-foot buses and four trolley-style buses.  All buses are equipped with rear door platform lifts and two securement positions.
Table 4-1: WSTA Fixed Route Fleet Summary

	Model Year
	Make
	Number in Fleet

	1996
	Nova
	20

	2000
	Nova
	18

	2001
	Nova
	4

	2000/2001
	Dupont Trolley
	2

	2002
	Nova
	3 (not in service)

	2004
	Trolley Enterprises
	2

	Total
	
	49


The current fixed route schedules require 33 buses, leaving 13 usable buses unassigned, for a coverage ratio of approximately 1.4 (= 46/33).  This ratio facilitates vehicle maintenance and provides enough spare buses to allow a very efficient road call strategy.  A spare bus is centrally positioned at the downtown transfer center.  When a driver reports a disabled vehicle, including an inoperative wheelchair lift, the spare bus is driven to the location and passengers are transferred to the replacement bus with minimal delay for passengers.  This strategy is possible because of the availability of spares.  In addition, the availability of ample spares allows immediate substitution if a problem is detected in the driver’s pre-trip inspection.

Roughly 40 percent of the fleet is now 12 years old, and another 40 percent is 8 years old.  WSTA is planning the purchase of new vehicles to retire 15 of the 1996 Novas; Federal Congestion Management and Air Quality (CMAQ) funds are expected to be available in the 2009 fiscal year for this purchase.

Facilities

WSTA uses the Clark Campbell Multimodal Transportation Center, located at the intersection of Fifth and North Trade streets in downtown Winston-Salem.  The center has 16 bus bays, a waiting room, offices, and Greyhound Ticket sales counter.  It permits a pulse schedule system in which interline transfers are made from converging radial bus routes.  WSTA bus parking, maintenance, administrative, and employee facilities are located approximately five minutes north on North Trade Street.  The relatively central location of these facilities enables quick response to any road calls involving inoperable lifts on buses. 

WSTA’s capital facilities consist of a 22,000 square foot maintenance building with seven service bays, a paint booth, and a bus washing bay, and a 4,000 square foot building housing administrative offices, dispatchers, and a bus operators’ ready room and locker room.  Both buildings appear to be in good condition.  There is adequate parking for fixed route and paratransit vehicles and a separate parking lot for employee vehicles.

Staffing

WSTA employs 156 staff, not including the General Manager who is an employee of the contractor, Veolia Transportation.  Staff composition is shown in Table 4-2.
Table 4-2: WSTA Staffing

	Position
	Number of Employees

	Fixed Route Operators (includes 4 part-time)
	66


	Paratransit Operators (includes 8 part-time)
	22

	Maintenance
	

	Mechanics (includes 1 part-time)
	14


	Utility Workers (includes 1 part-time)
	7

	Cleaners (includes 1 part-time)
	4

	Administrative Staff (managers, supervisors/dispatchers)* 
	35

	Total WSTA Staff
	156

	*General Manager is a Veolia management employee and not included in the total.


Maintenance staffing levels permit vehicles and their accessibility components to be maintained in good condition through scheduled maintenance and expeditious repair of reported problems such as inoperable wheelchair lifts.  Maintenance practices and performance are discussed in Sections 4.2 and 4.3.

Staff turnover is relatively low among WSTA bus operators, which facilitates good customer service and proficiency in serving customers with disabilities.  Table 4-3 shows the number of staff hired each year since 1975.  WSTA’s staff replacement rate has ranged from 3 percent to 11 percent over the past 10 years.  This can be compared with a rule-of-thumb annual turnover for public transit systems of 15 percent.  Approximately 55 percent of the staff has at least 5 years of tenure with WSTA, and the weighted average staff tenure is just over 5 years (5.1 years).

Table 4-3: WSTA Bus Operator Staffing Years of Service

	Hiring 

Year
	Years of Service
	Number of Staff
	Percent of Staff
	Cumulative Percent

	1975-79
	33
	1
	2%
	2%

	1980-83
	28
	1
	2%
	3%

	1984
	24
	2
	3%
	6%

	1985
	23
	2
	3%
	9%

	1987
	21
	1
	2%
	11%

	1989
	19
	2
	3%
	14%

	1992
	16
	1
	2%
	15%

	1993
	15
	1
	2%
	17%

	1995
	13
	3
	5%
	21%

	1996
	12
	1
	2%
	23%

	1997
	11
	3
	5%
	27%

	1998
	10
	4
	6%
	33%

	1999
	9
	4
	6%
	39%

	2000
	8
	5
	8%
	47%

	2001
	7
	3
	5%
	52%

	2002
	6
	2
	3%
	55%

	2003
	5
	5
	8%
	62%

	2004
	4
	5
	8%
	70%

	2005
	3
	7
	11%
	80%

	2006
	2
	7
	11%
	91%

	2007
	1
	4
	6%
	97%

	2008
	0
	2
	3%
	100%

	Total
	n/a
	66
	100%
	100%

	Note: for hiring years not listed in the table, there are no current employees. 


Budget and Financial Resources

In the context of many urban transit systems, WSTA is relatively well funded.  Revenues are adequate to retain staff and meet operating and maintenance expenses.  In the current 2008 fiscal year, which ended on June 30, 2008, operating revenues were $9.055 million.  Budgeting for WSTA is part of the overall budget process for the City of Winston-Salem.  Components of FY 2008 revenue are shown in Table 4-4 and Exhibit 4-1, below.

Table 4-4: WSTA FY 2008 Revenue Components 
	Local Mass Transit Tax Fund
	$3,915,910

	Farebox/Tickets
	1,465,050

	Preventive Maintenance Funds
	1,209,160

	State Maintenance Assistance Program (SMAP)
	989,920

	Federal Transit Administration
	694,920

	Piedmont Authority for Regional Transportation (PART) Reimbursement
	172,630

	Vehicle Maintenance
	140,000

	Misc. Revenue
	120,620

	Debt Service
	119,130

	Winston-Salem State University Trolleys
	67,210

	West End Trolley
	59,400

	Greyhound
	26,500

	Charters
	26,000

	Vending Machines
	24,320

	Advertising
	20,000

	Park & Ride Shuttles
	5,000

	
	

	Total
	$9,055,770
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Exhibit 4‑1: WSTA FY 2008 Revenue Components
4.3 Review Team Observations

Operator Interviews

Seven bus operators were interviewed by the review team on April 29 and 30, 2008.  The review team also questioned operators during the service reviews as time allowed.  The purpose of the interviews was to gain a sense of the operators’ understanding of their responsibilities regarding the use of lifts and wheelchair securement systems.  These interviews also provided the operators’ perspectives on the support they received in providing service to customers with disabilities, including training and the performance of equipment needed to serve customers who have disabilities.  The interview form used by the team members is Attachment H.
All seven of the operators interviewed were full-time employees.  One of the operators had 1 year of service experience with WSTA, while one had 22 years.  The remaining five operators had service experience ranging from five to 11 years.  All of the operators had experience with each type of bus used by WSTA.  All operators stated they had received training in operating all types of equipment.

The range of frequency for wheelchair boardings reported by the operators ranged from three per week to four per day.  The operators reported boardings on WSTA routes 1, 9, 17, 18, 20, and 43 (which serves the Veterans Administration hospital) while the remaining service routes less often encounter passengers who use wheelchairs. 

Four of the seven operators said the training they had received was adequate without qualification; they included the most recently hired operator and those who had 8 to 11 years of experience.  Two of the operators mentioned that the training they had received included both classroom instruction and hands-on practice in boarding and securing wheelchairs; one of them described the training as “excellent.”  Three of the seven operators stated that they felt that the training provided by WSTA was not fully adequate; they included the driver hired before the ADA and the drivers with five and seven years of experience.  One described his training as “self-taught” and another as “inadequate,” noting that more attention to hands-on training on equipment use should be provided.  One operator said that feedback from operators to management did not always get a response, but another said that WSTA is open to suggestions about how best to provide tie-downs for securement.  One possible interpretation of these responses is that adequate training is now provided for new hires but that this was not always the case.

The operators all said that there was no refresher training on ADA issues, which appears to contradict the training program summary discussion, although four of the seven stated that ADA issues were sometimes discussed at quarterly safety meetings.  One gave the example of a discussion of boarding wheelchairs at stops that do not have a curbed sidewalk.
Several operators stated that they had not received training in ADA sensitivity matters, particularly concerning boarding an individual using a wheelchair at a stop where ambulatory passengers were also waiting to board.  Four operators said that the quarterly safety meetings did not discuss ADA sensitivity training.
As part of its stop announcement and route/vehicle identification program, WSTA requires drivers to stop at all intersections where potential riders are present, whether or not there is a bus stop sign.  The intent is to ensure that no one is passed by.  Most of the operators stated that this policy hampered efficient operations and often resulted on on-board passenger complaints for stopping so frequently.

All operators indicated that they cycle the wheelchair lift and check securements every day prior to beginning their route.  If a lift does not work, all operators said they report it to the on-site mechanic, their supervisor, or the dispatcher.  In the event of a bus having a non-operating lift during the pre-trip inspection, a substitute bus is assigned and the bus with the non-operating lift is placed out of service.
Regarding how long it typically takes to fix an inoperable lift, five operators said usually within hours to one day, and two said they were unaware of repair activities.  All of the operators stated that they had never been required to operate a bus with a defective wheelchair lift and that a substitute bus was consistently provided to replace a bus with a lift that had failed while in service.

Operators were asked what they would do if a lift failed to operate in service.  All seven said they would radio the dispatcher (a maintenance technician is typically included in the radio communication) whereupon a supervisor or mechanic responds to the scene with a replacement bus.  All indicated that WSTA maintenance personnel respond quickly when these situations arise.  Each operator stated that discussing the situation with the customer and offering an apology was part of their response to the failed lift situation.

Four questions addressed techniques and procedures for boarding and securing wheelchairs or scooters.  All operators appeared to be familiar with boarding and securement procedures.  Several of the interviewed operators mentioned the extension straps issued to all operators for use in securing three-wheel scooters.  All of the operators said they were experienced in securing scooters.  
All operators said they would position the bus close to the curb so the lift could be deployed to the sidewalk and properly boarded by the customer.  Each operator said that they talk to the customer while boarding and securing the wheelchair and determine what level of assistance the customer needs.  The operators indicated that they would ask any passengers in the securement area to move so that they could secure the wheelchair, and all said that the other passengers are generally cooperative.
When asked for any additional thoughts or comments, one experienced operator said that the maintenance of the buses and equipment is “awesome.”  Another emphasized the importance of maintaining relationships with individual customers and said that WSTA and the City should focus on making the bus stops more accessible.  

Pull-out and Condition of Accessibility Equipment

On Tuesday, April 29, 2008, the review team observed the morning pull-out of 29 vehicles at the WSTA facility on North Trade Street.  The purpose of the observations was to assess the working condition of lifts/ramps and other accessibility equipment, to observe procedures used by bus operators for cycling and inspecting equipment, and to determine whether bus operators were familiar with the operation of accessibility equipment.

All of the vehicles observed had rear-door wheelchair lifts.  During the morning pull-out, team members looked for the following operator practices and vehicle features:

· Operation of lift
· Operation of kneeling systems

· Placement of International Symbol of Accessibility signs (ISAs)
· Working exterior destination signs

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

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

· Clean securements and restraints

· Operator familiarity with the equipment

· “Stop request” adjacent to wheelchair securement area

· Proper signage adjacent to priority seating

· PA system functional

Review team members used a standard form to record results of the observations and inspections.  A copy of the “Record of Lift Cycling/Working Condition of Lifts and Access Features” form is included in Attachment I.
Table 4-5 provides a summary of the pull-out observations.  Note that in some cases, not all items were observed and/or tested on every bus.  Therefore, the total observations of accessibility features does not equal the total number of buses observed.

Table 4-5: Summary of WSTA Pull-out Observations, March 29, 2008

	Observation
	Yes
	No
	Total Observations
	% Functional

	Lift Works
	28
	1
	29
	 97%

	Securements Work
	20
	0
	20
	100%

	Restraints Work
	20
	0
	20
	100%

	Securements and Restraints Clean
	26
	0
	26
	100%

	Stop Request Audible Chime
	26
	1
	27
	 96%

	PA System Functional
	17
	0
	17
	100%

	Kneeler Works
	14
	0
	14
	100%

	 ISA
	27
	2
	29
	 94%

	Proper Signage for Vacating Accessible Space
	22
	0
	22
	100%

	Destination Signs Work
	29
	0
	29
	100%

	Operator Familiar with Equipment
	29
	0
	29
	100%


As shown in Table 4-5, 28 of the 29 lifts observed operated properly.  The bus with the non-working lift was replaced and not put into service.  The securements and restraints were inspected by 20 of 29 operators and all appeared to be in clean, working condition.  Seventeen operators were observed to test the PA systems, all of which were functioning.  All of the drivers appeared to be comfortable with operation of the securements and restraints.  All looked to see whether the restraints were there; however, only about two-thirds appeared to check the condition of the restraints.
The kneeling system was tested by 14 operators and all were functioning.  The ISA was displayed on 27 of the 29 vehicle. Proper signage for vacating accessible spaces was observed on 22 vehicles (note that not all reviewers recorded this observation).  All of the destination signs were functioning and all of the drivers appeared to be familiar with the equipment.
Use of Buses with Inoperable Lifts

ADA regulations (49 CFR §37.163(d) and (e)) require that buses are to be taken out of service at the beginning of the next service day after a lift (or ramp) is found to be inoperable unless there is no spare bus, and the regulation specifically prohibits keeping a bus with an inoperable lift in service for more than three days for any reason (see Section 1 of this report).
The review team inspected maintenance records, bus pull-out sheets, dispatcher logs, and “Lift Bus Road Call” logs to determine whether the regulations were being followed.  A copy of the Lift Bus Road Call log for the past year is included in Attachment J.  Based on the policies, procedures, observed practice, and reports generated by WSTA, it appears that all vehicles with inoperable lifts are either not put into service when discovered during the pre-trip inspection or are replaced with a spare bus should a lift become inoperable while in service.  However, there appears to be an abnormally high number of road calls, given the proactive nature of the maintenance program.  From February 23, 2007 to April 17, 2008, there were 119 lift-related road calls recorded, of which 84 percent (98) were for “lift out of cycle,” requiring a reset by the mechanic.  This suggests that some bus operators may not be correctly using the lift controls (although only one lift problem occurred in the pre-trip observations conducted by the review team).  WSTA should investigate further to determine whether there is a driver training issue specific to lift operation that could be corrected or a maintenance-related issue.  As described in the training section, the review did observe that some operators would benefit from a quick refresher in lift use when they report what appears to be an in-service failure, which turns out to be operator error.
Vehicle Inspections
The review team inspected five buses representing each type of fixed route vehicle operated by WSTA.
The vehicles inspected and the dates of the inspections appear in Table 4-6.  Vehicles were inspected to determine whether their designs meet the requirements of Subpart B of 49 CFR Part 38, the ADA Accessibility Specifications for Transportation Vehicles.  This portion of the ADA regulations applies to all new, used, or remanufactured buses.  Vehicles purchased by public as well as private entities operating services covered by the ADA, regardless of whether or not they receive federal funding, must comply with these specifications.
Table 4-6: WSTA Bus Inspection Schedule

	Year
	Make
	Model
	Length (ft)
	Veh ID

	1996
	Nova
	RTS
	35
	1604

	2000
	Nova
	RTS
	35
	1037

	2002
	Nova
	RTS
	35
	1245

	2001
	Dupont
	Trolley
	28
	1195

	2004
	Enterprise
	Trolley (Hybrid)
	28
	1496


The components addressed in the bus inspections included:

· Wheelchair lifts
· Securement areas
· Other accessible features (e.g., doors, steps, floors, handrails, communication devices)

The review team members used a Bus and Van Specification Checklist to record the observations for each bus (see Attachment K).  Following are observations from these inspections.
Nova RTS Bus Findings
One common deficiency was found for each of the three Nova RTS units inspected (manufactured in 1996, 2000, and 2002).  Section 38.27(a) states:

Each vehicle shall contain sign(s) which indicate that seats in the front of the vehicle are priority seats for persons with disabilities, and that other passengers should make such seats available to those who wish to use them. At least one set of forward-facing seats shall be so designated.
The signage on the buses inspected reads: “Please Offer Seats Forward Of This Sign To Persons With Disabilities And the Elderly.”  However, the seats forward of the sign are aisle facing, whereas the seat directly beneath the sign is forward facing.  This deficiency can be corrected by moving the sign to a position behind the forward-facing seat or by changing the wording on the sign, for example, “Please offer seats in this area to persons with disabilities and the elderly” (see Exhibit 4-2).  In addition, mandatory language is typically required in order to satisfy the requirements of 49 CFR § 37.167 that designating priority seating signage “shall include language informing persons sitting in these locations that they should comply with requests by 
transit provider personnel to vacate their seats to make room for an individual with a disability.”  The language used by WSTA could be interpreted as a mere request rather than a statement that priority must be given to persons with disabilities and elderly persons.
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Exhibit 4‑2: Priority Seating Sign on Nova Buses

Dupont Trolley Findings

The priority seating signs on the Nova RTS buses are located next to the aisle-facing seats.  The regulations require stop request controls adjacent to the securement location and both auditory and visual indication that a stop request has been made.  A stop request control is provided at the wheelchair securement spaces and an auditory indication is provided, but there is no visual indicator that a stop has been requested.
Enterprise Trolley Findings

Two wheelchair securement areas are located at the rear of the vehicle.  The securement space furthest from the lift has its clear floor area restricted by a floor mounted heater box (see Exhibit 4-3).  A clear area of 30 inches by 43 inches is provided; 30 inches by 48 inches is required.  The review team noted that the other Enterprise Trolley owned by WSTA has an unobstructed securement area owing to different positioning of the floor-mounted heater box.  
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Exhibit 4‑3: Obstructed Securement Area on Enterprise Trolley

The overhead handrails (one on each side of the vehicle) are not continuous from the front to rear of the vehicle in the seating area.  A 39-inch gap is present in both handrails (see Exhibit 4-4).
A stop request control is not provided at the wheelchair securement spaces.  The stop request available throughout the bus provides an auditory signal but not a visual indication that a stop has been requested.  
A feature common to all WSTA buses is a decal on the lift-equipped rear door that depicts a three-wheel scooter and a caption that reads, “Tip Over Hazard” (see Exhibit 4-5).  This decal was affixed to the buses after an incident in which a scooter overturned and reflects WSTA’s concern that three-wheel mobility aids are difficult to secure.  However, WSTA also provides all bus operators with an extension strap that improves the securement of these three-wheel devices, and in the observed boarding of a three-wheel scooter, the operator appeared to be very thorough and the scooter very effectively secured.  Although the decal may not violate DOT regulations, it is unusual and may have the effect of discouraging passengers with disabilities from using WSTA fixed route buses.  Singling out a particular type of mobility aid as undesirable or dangerous, where that mobility aid is of the type that must be admitted on board transit service, is contrary to the overriding intent of the ADA and may violate prohibitions in the statute and regulations against discrimination among disabilities.  Given WSTA’s improvements in securement procedures, the decal is at least unnecessary.
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Exhibit 4‑4
Gap in Overhead Handrail on Enterprise Trolley
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Exhibit 4‑5
Tip Over Hazard Decal

5 Findings and Recommendations

5.1 Findings

WSTA appears to have policies and procedures to provide access to its fixed route vehicles and services for passengers who use wheelchairs and other mobility aids.  FTA sets forth the following findings that require action by WSTA.
Customer Complaints and Comments

1. Although the number of complaints received by WSTA appears to be relatively low, the compliant-handling process does not include specific procedures for complaint resolution, including a standard time for responding to customer complaints.
Use of Buses with Inoperable Lifts for More than Three Days
1. Review of maintenance records revealed that buses with an inoperable wheelchair lift were taken out of service and replaced with a spare vehicle with a working lift immediately following the reported equipment failure.  However, WSTA has no written policy requiring replacement before the next service day and in no event to remain in service for more than three days.
Use of Buses with Inoperable Lifts
1. Some bus operators stated unequivocally that, based on professional pride and obligation to their customers, they never would pull out in a bus they knew to have an inoperable lift or ramp.
2. WSTA does not track the full history of each lift failure in a systematic manner.  The dispatchers’ logs record only the initial failure and not the subsequent response and repair.  While there is no evidence that buses with inoperable lifts remained in service, WSTA operations and maintenance records do not clearly document this.
Pull-out Inspections

1. During team member observations of the morning pull-out of WSTA buses on April 29, 2008, the wheelchair lift worked properly on 28 of 29 buses.  The bus with the non-working lift was replaced and not put into service. 

2. The kneeling feature worked properly on all 14 of the buses tested.  The other 14 buses were not tested and this feature did not appear to be an item that was routinely checked during pull-out.

3. The wheelchair securements appeared to work properly on the 20 buses where they were checked by the operator.  The operator did not check the securements on nine of the 29 buses.  

4. The ISA was present on 27 of the 29 buses inspected.

5. All of the stop request chimes that were tested operated properly.

6. Team members observed 17 operators check the operation of the PA/microphone; 12 operators did not check this equipment.

Bus Operations

1. WSTA requires bus operators to notify the dispatcher when a wheelchair customer is boarded.  A daily record of boardings that includes bus route and bus operator is maintained by the dispatcher.
2. If a lift fails to operate while in service, the operator is required to notify dispatch.  Bus operators indicated that WSTA mechanics respond quickly and effectively to these incidents.  Although dispatchers log each lift failure, WSTA does not document how a passenger was ultimately accommodated.
3. A spare bus is located at the Multimodal Transportation Center to facilitate a quick change-out if needed for any mechanical failures, including inoperable lifts.

4. There appear to be a high proportion of road calls related to “lift out of cycle,” which suggests a potential issue with operator’ training on the use of lift controls. 

5. An innovation by WSTA is the use of an extension strap issued to all bus operators that improves the securement of three-wheel mobility aids (scooters).  Drivers appeared to be familiar with the proper application of the extension strap.

6. The majority of bus operators interviewed stated they have significant in-service experience boarding and securing wheelchairs and scooters.

7. Bus operator interviews and limited interviews with customers who use the lifts when boarding indicated that service to persons in wheelchairs was relatively good on the routes.

8. Four of the seven bus operators interviewed said they had received adequate training in wheelchair boarding and securement; three said the training was not adequate.  Since the operators had experience ranging from one year to 22 years, this may indicate that there had been periods in the past when training on ADA issues was not adequate.  

9. Sensitivity training is not routinely provided to bus operators during the initial or refresher training sessions.  Practical exposure and experience have been the main influence on the manner in which drivers serve customers with disabilities.
10. The policies, procedures, and other directives issued to bus operators emphasize the importance of ADA compliance and service to customers with disabilities and the responsibility of the individual bus operator to comply.  However, the Veolia corporate training program used by WSTA includes requirements for operators to “maintain physical contact with the wheelchair at all times… to lock the wheelchair brakes before removing their hands from the wheelchair… check wheelchair brakes to make sure they work properly… always stand on the lift with ambulatory passengers to assist if needed,” and many other instances of ‘hands-on’ directions.  This reflects a lack of sensitivity toward individuals with disabilities who may resent what they feel is unnecessary contact by the bus operator.

11. All operators interviewed said that there is no formal refresher training on wheelchair and scooter boarding and securement.
12. WSTA has a progressive discipline process for violations of its ADA policies.  The respective levels of discipline appear appropriate for the severity of violations.  Furthermore, WSTA management appears to follow its progressive discipline process.
13. WSTA’s monitoring of operator performance is random with once-a-year ride checks and “trail behind” monitoring by WSTA staff.  The most recent “mystery ride check” effort took place in 2005. This level of monitoring is not sufficient to determine the effectiveness of established training efforts.
Maintenance of Lifts and Other Accessibility Features
1. WSTA uses in-house resources exclusively to perform maintenance tasks, including inspection and preventive maintenance of the wheelchair lifts.  Heavy overhaul and rebuild efforts are also performed by in-house personnel, providing a one-shop response level that has proven to be very effective for the WSTA equipment.  Maintenance records are maintained in a computer database.
2. As part of their daily pre-trip inspection, operators are supposed to cycle the wheelchair lift.  If an operator finds a problem with the wheelchair lift, he or she must report this to the dispatcher, supervisor, or mechanic on site at the WSTA facility. 

3. WSTA records indicate that maintenance staff perform “bi-weekly” inspections every 5,000 miles—typically occurring every 30 days.
4. Maintenance staffing levels permit vehicles and their accessibility components to be maintained in good condition through scheduled maintenance and expeditious repair of reported problems such as inoperable wheelchair lifts.
Vehicle Specifications

1. The vehicles in WSTA’s fleet comply with DOT specifications except for the following:

· On the Nova vehicles, the wording and placement of the priority seating sign does not clearly indicate that it is applicable to a forward-facing seat.

· On the Dupont Trolleys, the priority seating signs on the Nova RTS buses are located next to the aisle-facing seats.

· On the Dupont Trolleys, there is an audible stop request indicator but no visual indicator.

· On one of the Enterprise Trolleys, the securement area is obstructed by a heater box.

· On the Enterprise Trolleys, the overhead handrail is not continuous.

· On the Enterprise Trolleys, there is no visual indicator for stop requests and no stop request control reachable by a wheelchair passenger.
2. Decals on the lift-equipped rear doors of WSTA vehicles depict a three-wheel scooter and a caption that reads, “Tip Over Hazard.”  WSTA provides all bus operators with an extension strap that improves the securement of these three-wheel devices, and in the observed boarding of a three-wheel scooter, the operator appeared to be very thorough and the scooter very effectively secured.  Singling out a particular type of mobility aid as undesirable or dangerous, where that mobility aid is of the type that must be admitted on board transit service, is contrary to the overriding intent of the ADA and may violate prohibitions in the statute and regulations against discrimination among disabilities.  Given WSTA’s improvements in securement procedures, the decal is at least unnecessary.
Budget and Resources

1. WSTA has sufficient vehicles to provide its current scheduled service.

2. In the context of urban transit systems, WSTA is relatively well funded.  Revenues are adequate to retain staff and meet operating and maintenance expenses. 
3. The facilities used for WSTA fixed route service appear sufficient for current operations and vehicle maintenance.
4. Staff turnover is relatively low compared with the norm for urban transit systems.

5.2 Recommendations

FTA makes the following recommendations to address the findings presented above.  WSTA does not have to follow these specific recommendations and may address the findings in other ways.
Customer Complaints and Comments

1. WSTA should consider developing a more comprehensive system for tracking customer comments and complaints, particularly with respect to complaint resolution, customer follow-up, and timing of the investigation and response
Use of Buses with Inoperable Lifts for More than Three Days
1. Although WSTA is currently in compliance, it should adopt a written policy implementing 49 CFR §37.163(d) and (e): the requirement to remove a bus with inoperable lift/ramp from service before its next service day unless there is no spare bus and in no event more than three days.  This policy requires clear record-keeping responsibilities.

Use of Buses with Inoperable Lifts
1. WSTA should maintain a report that records the time of an in-service lift failure, the actions taken to respond, and the time at which the customer is picked up by the following bus or served by alternative means.  The report should be reviewed on a weekly or monthly basis.

Pull-out Inspections

1. WSTA should direct operators to check bus kneeling, the functionality of securements and restraints, and the operation of the microphone and PA system during their pre-trip vehicle inspections.

Bus Operations

1. WSTA should review the training curriculum for new drivers and revise as necessary to ensure that sufficient time is given to hands-on practice of lift operation and securement of wheelchairs and scooters.

2. The training curriculum should be revised to ensure that sensitivity to passengers with disabilities is adequately and appropriately covered.  Input can be obtained from disability community resources such as Easter Seals Project Action.

3. WSTA should institute periodic refresher training for all bus operators, with priority given to operators assigned to routes that see wheelchair customers too seldom to maintain proficiency and drivers who have required road calls for an inoperable lift which turns out to be operable.  Lift operation, hands-on securement skills (such as placement of anchors, retracting and tightening securement straps, and placement of passenger restraints) and sensitivity/communication should be emphasized in this training.

4. WSTA should track the training status for each operator using a spreadsheet so the training manager can easily ascertain the date and type of training received by each operator.

5. WSTA should conduct additional monitoring, including “mystery ride checks,” to determine the proficiency of all bus operators and the effectiveness of training.

6. In addition to providing discipline and corrective training for poor performance, WSTA should consider recognizing operators who are observed performing well with respect to serving passengers with disabilities.

Maintenance of Lifts and Other Accessibility Features
1. WSTA should evaluate the reason why it has so many road calls related to “lift out of cycle” and take appropriate steps to retrain operators or make other changes, as appropriate, if it is determined to be the result of operator error.
Vehicle Specifications

1. The priority seating sign on the Nova buses and Dupont Trolleys should be repositioned and/or reworded to clearly apply to at least one forward-facing seat.
2. The heater box on the Enterprise Trolley should be relocated to maintain the required clear area in the securement location.
3. WSTA should remedy the gap in the discontinuous overhead handrails on the Enterprise Trolleys.
4. WSTA should install a visual stop indicator on the Dupont and Enterprise Trolleys and add a stop request control that is usable by a wheelchair passenger in the securement locations of the Enterprise Trolleys.
5. WSTA should remove signs characterizing three wheel scooters as hazardous.[image: image7.emf] 
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�  The word “lift” is used in the DOT’s ADA regulations to describe the accessibility feature for boarding and alighting riders using wheelchairs and others unable to use the steps of the vehicle.  Similar requirements would apply to other boarding technologies and systems, such as ramps used on low-floor buses.  


� Note that 1056 is radio 10-code shorthand for boarding wheelchairs and scooters.
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