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Purpose of the Assessment
Public entities which 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 also provide 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 that must be met by ADA Complementary Paratransit service programs.  Section 37.135(d) of the regulations requires that 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 which implement this civil rights law.  As part of its compliance efforts, FTA, through the FTA Office of Civil Rights, conducts periodic assessments of fixed route transit and ADA Complementary Paratransit services operated by grantees.

An on-site assessment of ADA Complementary Paratransit service provided by the Jacksonville Transportation Authority (JTA) was conducted June 8-11, 1999.  The assessment was conducted for the FTA Office of Civil Rights by JDG Associates, Inc. of San Antonio, Texas, and Multisystems, Inc. of Cambridge, Massachusetts.  The assessment focused on compliance of the JTA ADA Complementary Paratransit service with one specific regulatory service criteria – the “capacity constraints” criteria.  Section 37.131(f) of the DOT ADA regulation requires that ADA Complementary Paratransit services be operated without capacity constraints.

This report summarizes the observations and findings of the on-site assessment of JTA’s ADA Complementary Paratransit service.  A description of key features of the service is first provided, followed by a description of the approach and methodology used to conduct the assessment.  Observations and findings related to each element of the capacity constraint criteria are then summarized.

As the assessment of ADA Complementary Paratransit capacity constraints was being conducted, other service compliance issues were noted.  These included service policies and practices that may need to be reviewed for compliance with other parts of the regulations.  These additional observations and findings are presented in the “Observations Regarding Other Issues” section of this report.

Finally, the major findings of the assessment are summarized in the last section of this report.  Some recommendations of the review team for addressing issues identified are also provided.  JTA’s response to the preliminary report is incorporated at Attachment 10.

Background
The Jacksonville Transportation Authority (JTA) provides public transit services in the greater Jacksonville area.  This includes both fixed route and paratransit service.  ADA Complementary Paratransit service is provided as part of a countywide, coordinated paratransit program called the Community Transportation System (CTS).  Intelitran, a private, for-profit company that serves as an administrative broker, manages the CTS.

The CTS program combines three separate paratransit services.  These include:

ADA Complementary Paratransit service for JTA.  This service is provided to persons with disabilities who are determined to be eligible by the Intelitran staff.  The service is described in more detail below.

Agency-sponsored transportation.  Under Florida law, a County Transportation Coordinator (CTC) is designated in each county.  All local and regional agencies, which provide or purchase transportation with state funding, are required to coordinate their efforts through the CTC.  Intelitran serves as the CTC for Duval County (which includes Jacksonville).  As part of this program, Intelitran has contracts with several human service agencies to coordinate the provision of transportation for clients.  The most significant agency client services provided are medical transportation for Medicaid clients and daily transportation to work and work training programs for clients of mental health, mental retardation, and rehabilitation services.

Transportation Disadvantaged (TD) “non-sponsored” service.  The Florida Commission provides funding to local CTCs for the Transportation Disadvantaged (FCTD).  This funding is used to provide transportation for persons who are determined “transportation disadvantaged.” Persons eligible for this service include seniors, persons with disabilities, persons with low-incomes, and children at risk, who do not have access to publicly-funded transportation and who do not have, or cannot afford, private transportation.  Because the TD program is intended to provide for transportation that is not available from other agencies or sources, it is often referred to as the “non-sponsored” transportation service.  A Local Coordinating Board (LCB), comprised of local human service agency representatives and local officials, establishes policies for the TD program.  In Duval County, the LCB has set service priorities for the TD program.  As described in the Duval County TD Coordinating Board Handbook for 1999, highest priority is given to trips for life-sustaining medical services, including dialysis, chemotherapy and radiation.  Second priority is given to trips for other medical services.  Third priority is given to trips to school and to work.  Fourth priority is given to trips for social/shopping/recreational purposes.  Intelitran staff noted that funding for the TD service is limited and that trip priorities are used for this service when demand exceeds available funding.

Description of the ADA Complementary Paratransit Service
JTA contracts with Intelitran to provide ADA Complementary Paratransit service as part of the overall Community Transportation System.  Based on information in the “Duval County Community Transportation Services Rider’s Guide,” ADA Complementary Paratransit service levels and policies include:

Service Area: ADA Complementary Paratransit service is provided to all trips with origins and destinations within ¾ of a mile of JTA non-commuter fixed routes.  

Days and Hours: ADA Complementary Paratransit service is provided Monday through Saturday from 5:00 a.m. until 10:30 p.m.  Sunday and holiday service is provided between 5:30 a.m. and 8:30 p.m.

Response Time: Trip requests may be placed Monday through Friday, from 8:00 a.m. to 

5:00 p.m. The reservation office is not open on weekends or on holidays (including New Year’s Day, Memorial Day, Independence Day, Labor Day, Thanksgiving, and Christmas).  Reservations must be placed at least one day in advance and are accepted up to 14 days in advance.

Fares:  Depending on trip length, ADA Complementary Paratransit fares are either $1.25, $1.50, or $2.25 per one-way trip.

Trip Purposes: All trip purposes are served without prioritization.

All trip requests are received at a central reservations and scheduling office which is staffed by Intelitran employees.  After all trip requests have been received on the day before the day of service, manifests are prepared for established runs for each contracted service provider.  An automated scheduling system assigns requests to these designated runs.  Schedulers review the manifests and make final adjustments before they are given to the service providers. Trips that are not assigned by the automated system to a run are referred to a taxi company.  Schedulers also review and revise standing order trips and overall run structure on an ongoing basis.

When customers call, they are asked to provide their desired arrival or appointment times for the “going trip” and the desired pick-up time for their “return trip.”  On the going trip, customers are then usually asked to be ready to be picked-up 60 minutes prior to their stated appointment/ desired arrival time.  Sometimes, for long trips, a pick-up time more than 60 minutes prior to the appointment may be given.  For return trips, customers are asked to be ready from their scheduled pick-up time until the vehicle arrives.

CTS vehicles are operated by three private contractors.  The service area is divided into three zones and each contractor is assigned trips that originate in that area.  These contractors and the number and type of vehicles operated by each at the time of the review are shown in the table below.

Table 1.  CTS Contract Carriers and Fleet Information

	PRIVATE 
Contracted Carriers
	Vehicles

	Browning Transportation
	6 school buses

4 standard vans

20 lift-equipped vans

	Buggs Transportation, Inc.
	6 sedans

17 lift-equipped vans

	Dan Beth Medical Supply Company
	14 sedans

28 lift-equipped vans


Each contract carrier is responsible for hiring, training, and supervising drivers; for providing trips as scheduled by Intelitran; for operating service in accordance with LCB and Intelitran policies; and for maintaining vehicles.  Each contract service carrier has its own dispatcher(s) who oversees daily operations.

On the day of service, if customers need to cancel or change trips, or need to check on a ride, they call a central customer service/dispatch office that is staffed by Intelitran employees (located together with the central reservations and scheduling office).  For “Where’s my ride?” calls, the Intelitran dispatcher will contact the service provider dispatcher while the customer is on hold.  The service provider dispatcher will then contact the driver for an estimated arrival time.  Information is then relayed back to the customer through the Intelitran customer service/ dispatcher.  Cancellations and trip changes are recorded and then relayed to the appropriate service provider by the Intelitran staff.

If scheduling or service delivery problems arise during the day, service provider dispatchers are able to refer trips back to the central Intelitran dispatch office.  Intelitran dispatchers will then attempt to get another service provider to accept the trip.  If no other provider is able to serve the trip, it will be referred to a taxi company and served at meter rate.  Intelitran encourages service providers to use this centralized back-up system if operational issues or scheduling problems are encountered.  Service providers are asked to refer trips back to Intelitran dispatch at least one hour before the appointment time so that alternatives can be arranged without delaying the trip.

The central Intelitran office also takes all calls for general service information, handles eligibility determinations, takes all customer comments and complaints, and manages and administers the overall system.

A copy of the Duval County “Community Transportation Services Rider’s Guide” is provided as Attachment 1.

At the time of the assessment, the overall CTS service was providing about 61,000 one-way trips per month, of which about 17,500 trips were for JTA’s ADA Complementary Paratransit program.

Policies and Service Standards Related to Capacity Issues
The Local Coordinating Board has established several service standards and policies related to on-time performance, travel time, and phone capacity for the CTS service.  These are included in Appendix G of the “1999 Duval County Transportation Disadvantaged Coordinating Board Handbook.”  JTA accepts these standards for its ADA Complementary Paratransit service.  Standards are described below.

On-Time Performance: On-time performance is defined as trips where customers arrive at their destinations no later than their desired arrival/appointment time.  The goal established for on-time performance is 75% of trips provided.  This goal applies to all contract service providers.  It does not apply to taxi trips.

Travel Time: The Handbook states that “Whenever possible, the length of time a passenger is on a vehicle should be one hour or less.  Particular care shall be taken when scheduling return trips for dialysis patients, to minimize the length of the trip.”

Phone Capacity: The handbook states that “Call in-take will be monitored to ensure that callers are not on hold for more than 4 minutes at any time of day.”

The Handbook for the CTS service does not include a standard regarding trip denials or missed trips.

Overview of the Assessment
As noted above, this assessment focused on compliance with the ADA Complementary Paratransit capacity constraints requirements of the DOT ADA regulation.  Several possible types of capacity constraints are identified by the regulations.  These include “wait listing” trips, or patterns or practices which result in a significant number of trip denials, untimely pick-ups, or excessively long trips.  Capacity constraints also include other operating policies or practices which 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 assessment focused on observations and findings regarding:

· trip denials and “wait listing” of trips;

· on-time performance; and


· travel times.

Observations and findings related to two other practices and policies that can affect ADA Complementary Paratransit use were also developed.  These included:

· determinations of ADA Complementary Paratransit eligibility; and

· telephone capacity.

ADA Complementary Paratransit eligibility determinations were assessed to ensure that system use was not impacted by inappropriate denials of eligibility for the service.  Telephone capacity was assessed because access to reservations and customer service staff is a critical part of using a paratransit service.

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

· a description of how JTA’s ADA Complementary Paratransit service is structured;

· copies of current service provider contracts;

· a copy of the operator manual which details service policies and practices to drivers and employees;

· the “Rider’s Guide,” which details service policies to customers; and 

· a description of the service standards adopted by JTA related to on-time performance, trip denials, travel times, and telephone service.

Additional information was requested to be available during the on-site visit.  This included:

· copies of completed driver manifests for recent months;

· six months of service data, including the number of trips requested, scheduled, denied, canceled, no-shows, missed trips, and trips provided;

· a breakdown of trips requested, scheduled, and provided in defined areas served by JTA;

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

· detailed information about trips in the last six months that exceeded the travel time standard set by JTA; 

· telephone call management records; and

· a listing of recent customer complaints related to capacity issues (trip denials, on-time performance, travel time, phone access).

In addition to the review of data, the assessment team also conducted telephone interviews with three human service agency staff persons whose clients frequently use the ADA Complementary Paratransit service.  The Chairman of the JTA’s Citizens’ Advisory Committee was also interviewed.

The on-site assessment began with an opening conference, held on Tuesday, June 8 at 9:00 a.m.  In attendance were:  Mr. Michael Blaylock, JTA Director; Mr. Danny Ours, JTA Deputy Director; Mr. Darrell Smith, JTA Manager of Service Planning; Ms. Janice Sampson, JTA Contract Compliance Administration; Ms. Joyce O’Brien, Intelitran General Manager; 

Mr. Darryl Mauney, Intelitran Manager; Ms. Denise Bunnewith, Senior Planner for the City of Jacksonville; and Mr. Jim Bowen, Chairman of the JTA Citizens’ Advisory Committee (CAC).  Representing the FTA review team were Ms. Donna Gonzalez and Ms. Linda Armstrong of JDG Associates, Inc., and Mr. Russell Thatcher of Multisystems, Inc.  Mr. Frank Billue, the FTA Civil Rights representative located in FTA’s Region IV, participated in the opening conference by telephone.  

Mr. Billue opened the meeting by explaining the purpose of the ADA assessments being conducted by FTA.  He thanked JTA staff for their assistance in providing the information requested and with on-site visit arrangements.  Donna Gonzalez and Russell Thatcher then reviewed the proposed assessment schedule. (Attachment 2)  Final arrangements and plans were made for the staff and departments that would be visited each day.  Mr. Blaylock explained the structure of coordinated paratransit in Duval County and the history of ADA Complementary Paratransit service.  He also noted that the City is conducting a service review and that they have begun a review process with the community.  Ms. Denise Bunnewith explained the roles of various organizations in the coordinated program.  She also noted that an effort has been undertaken to promote fixed route service as a way to manage the growing need and demand.  She noted that the system serves 4500 to 4700 unduplicated riders per month.  Mr. Jim Bowen then reviewed some of the service issues from a customer perspective.  He noted, in particular, on-time performance issues and apparent problems recruiting and retaining drivers.

Following the opening conference, the assessment team met with Mr. Danny Ours to review service issues.  The team then met with Ms. Joyce O’Brien and Darryl Mauney and reviewed the data that had been made available in advance and the data that was available on-site.  The team was then given a tour of the central Intelitran administrative offices, which included a review of the reservation and scheduling systems, customer service/dispatch area, and introductions to other administrative staff.  As part of the tour, the automated reservations/scheduling/dispatch system used by Intelitran was explained.

On Wednesday, June 9, the review team observed the reservations process at the central office and data on the handling of trip requests was collected.  The three assessment team members sat with three different reservation clerks and recorded calls as they were received.  The handling of trip requests was recorded.  Eligibility records were also reviewed and the eligibility determination staff was interviewed.  On the afternoon of the 26th, the customer service/dispatch function was observed at the central office and data on service issues was collected.  The scheduling process was also reviewed and run manifests for Thursday, May 27 were obtained.

On Thursday, June 10, the dispatch and operations of the three contract carriers was observed.  Several runs were randomly selected for each provider and drivers performing those runs were asked to radio in the exact times of each pick-up and drop-off.  On-time performance was observed in this way for both the morning and afternoon peak periods.

Throughout the week, the service data provided by JTA was reviewed and analyzed.  A major part of the review involved developing on-time performance statistics from a sample day of service.  From the completed driver manifests made available by JTA, the assessment team selected Wednesday, May 12 for this detailed analysis.  Actual pick-up and drop-off times recorded by drivers were compared to pick-up and drop-off times scheduled.  Scheduled times were also compared to pick-up and appointment times initially requested by customers.  

The exit conference was held at 3:00 p.m. on June 11.  The assessment team presented preliminary findings and these findings were discussed with JTA, City, and CAC representatives.

Observations Regarding Trip Denials
As indicated in the “Overview of the Assessment” section of this report, information regarding trip denials and “wait listing” of trips was collected in three ways.  These were:

1.
A review of service statistics provided by JTA for the ADA Complementary Paratransit program;

2.
First-hand observation of trips requested and trips scheduled in the reservation and scheduling process; and

3.
Interviews with customers and advocates.

PRIVATE 
JTA Service Recordstc  \l 5 "JTA Service Records"
Summary statistics on the ADA Complementary Paratransit service from November 1998 through April 1999 were obtained from JTA.  These statistics show total trips requested, trips scheduled, and trips provided for the period.  A copy of the summary service information is provided in Attachment 3.  Information was also obtained from Intelitran, the service broker, about the number of trips provided and the number of trips denied for the period from January 1997 through April 1999.  This information is provided below in Table 2.

While there is a slight discrepancy in the reported number of trips provided between JTA and Intelitran, the reports indicate that there have been no denials of ADA trip requests since October 1998.  There were trip denials, however, from March 1997 through September 1998.  During some months, the number and percentage of denials was quite high, reaching 15.6% in both August and September of 1998.

PRIVATE 
Funding of ADA Complementary Paratransit Servicestc  \l 5 "Funding of ADA Paratransit Services"
According to JTA staff, the elimination of trip denials after September 1998 was a result of an increase in the budget for the ADA Complementary Paratransit service.  To review the history of funding of ADA Complementary Paratransit services, copies of the contract between JTA and Intelitran for ADA Complementary Paratransit service were obtained and reviewed.  The original contract was dated February 18, 1991, and extended through September 30, 1992.  Since October 1992, single year extensions of the contract have been executed.  A copy of the most recent contract extension available at the time of the assessment, which was valid through September 30, 1999, is provided as Attachment 4.

Table 2. ADA Complementary Paratransit Trips Provided and Denied, January 1997-April 1999

	PRIVATE 
Month, Year
	ADA Trips Provided
	ADA Trips Denied



	January 1997
	11,258
	0

	February
	10,528
	0

	March
	11,128
	77

	April
	11,665
	152

	May
	11,875
	543

	June
	11,249
	972

	July
	10,686
	1,325

	August
	10,476
	1,650

	September
	9,607
	1,672

	October
	11,378
	1,648

	November
	10,135
	1,087

	December
	10,435
	824

	January, 1998
	11,120
	897

	February
	10,493
	211

	March
	13,009
	346

	April
	10,060
	365

	May
	9,985
	472

	June
	11,386
	987

	July
	10,275
	1,203

	August
	9,907
	1,835

	September
	10,009
	1,854

	October
	13,040
	0

	November
	12,863
	0

	December
	12,383
	0

	January, 1999
	13,372
	0

	February
	13,800
	0

	March
	15,816
	0

	April
	14,876
	0


PRIVATE 
Table 3.  Monthly and Annual Budget Maximums for ADA Complementary Paratransit Servicetc  \l 4 "Table 3.  Monthly and Annual Budget Maximums for ADA Paratransit Service"
	PRIVATE 


PRIVATE 
Fiscal Yeartc  \l 4 "Fiscal Year"
	Monthly Budget Maximum
	Annual Budget Maximum

	10/1/91-9/30/92
	$71,000
	$750,000

	10/1/92-9/30/93
	$110,000
	$1,460,000

	10/1/93-9/30/94
	Not indicated
	$1,460,000

	10/1/94-9/30/95
	$157,500
	$2,100,000

	10/1/95-9/30/96
	$147,250
	$1,860,000

	10/1/96-9/30/97
	$155,000
	$1,860,000

	10/1/97-9/30/98
	$155,000
	$1,860,000

	10/1/98-9/30/99
	$196,666
	$2,360,000


Each annual contract extension specifies a maximum annual amount for ADA Complementary Paratransit service.  The letters also indicate a maximum monthly amount that can be billed.  Table 3 above shows the annual and monthly budget maximums for ADA Complementary Paratransit budget from FY91/92 through FY98/99.  

Intelitran bills JTA for service on a “grid” basis.  For each trip provided, the number of grids to be billed is determined based on the length of the trip.  The “grids” refer to the number of map grids traversed by the trip.  Essentially, then, the payment basis combines trips and miles.  The greater the number of trips provided, the more that is billed (assuming that average trip length and grids per trip remain fairly constant).

Given the contract funding maximums, Intelitran tracks the funding available each month for ADA Complementary Paratransit service.  A screen that shows available funding is available to reservation clerks.  Prior to October 1998, this information was used by reservationists to decide if ADA Complementary Paratransit trip requests could be accepted.  Since October 1998, Intelitran staff indicated that JTA directed that all ADA trips served, and reservation clerks do not deny trips based on available ADA funding.

Funding was apparently adequate to meet all expressed ADA Complementary Paratransit demand through FY95/96.  In FY96/97, however, while the service was level-funded, demand increased and trips began to be denied (beginning in March 1997).  Despite a systemwide trip denial rate between 11-15% between July of 1997 and September of 1997, the service was again level-funded for FY97/98.  As noted above, denials increased significantly toward the end of the last fiscal year.  In response, the budget was increased by $500,000.  This has apparently been adequate to meet all expressed demand through April 1999.

It is important to note that, in the current fiscal year, Intelitran has billed a total of $1,499,175 for the first seven months of the year (or an average monthly amount of $214,168).  A total of $860,825 (or $172,165 per month) remains for the rest of the fiscal year.  It was noted that monthly service use has in the past been lower during the summer months.  It would have to be significantly lower, though, for all trips to continue to be served this year.

PRIVATE 
Reservations/Scheduling Observationstc  \l 5 "Reservations/Scheduling Observations"
As part of the on-site assessment, the trip reservations process was observed during the peak morning request time (8:00 am until 10:00 am) on Wednesday, June 9.  Requests being taken by three different reservation clerks were recorded and the handling of these requests was noted.  Information collected for each request included the date of the trip being requested, the time requested, the customer’s name and type of eligibility, the origin and destination, whether the customer was ambulatory or uses a wheelchair, and whether the trip was scheduled, denied, or wait listed.  If trips were scheduled, the time scheduled was also noted to determine if times offered were within one hour of the times requested.

Information for a total of 70 round-trip requests (140 one-way trip requests) was collected.  All ADA Complementary Paratransit trip requests observed were accepted for scheduling by the reservation clerks.

It was also noted that a reasonable percentage of trip requests were for service on the next day.  Twenty round-trip requests (28%) were for the next day (June 10).  Another 23 requests (33%) were for trips from 2-7 days in advance.  The final 27 requests (39%) were for trips from 8-14 days in advance.  While a higher percentage of trips from 1-7 days in advance might be expected, this distribution indicates that customers feel comfortable waiting until the day before to place trip requests.  The relatively high percent of requests from 8-14 days in advance could be due to the high percentage of medical trips provided.  It might also be due to a lingering sense of need to place trips well in advance by customers who may still remember significant trip denials last fiscal year. 

PRIVATE 
Customer/Advocate Interviewstc  \l 5 "Customer/Advocate Interviews"
As part of the assessment, four customers and local agency staff were interviewed by phone for input about the service.  Those contacted included paratransit riders, human service agency staff persons, and members of local advocacy organizations.

Input was requested specifically about capacity constraint issues, including trip denials and “wait listing” of trips.  While several of those contacted expressed concern about on-time performance and other issues, none indicated that trip denials or “wait listing” were concerns for customers who are determined ADA Complementary Paratransit eligible.  One person mentioned that it was difficult to get standing order trips for clients, but said that clients could call for each trip if a standing order was not provided.

PRIVATE 
Findings and Recommendationstc  \l 5 "Findings"
1.
Based on data provided by JTA and contractors, on-site service observations, and customer/advocacy interviews, there do not appear to be any significant current denials of trips requested by persons who are ADA Complementary Paratransit eligible. 

2.
Based on data reviewed and first-hand observations, JTA does not appear to “wait list” ADA Complementary Paratransit eligible trip requests.

3.
There have been significant trip denials in the past and if the practice of limiting trips based on monthly budget maximums is reinstated, there will probably be denials in the future.  To avoid past budget problems, JTA should develop an approach for more accurately forecasting demand each fiscal year.  A procedure/policy for addressing funding needs should demand begin to exceed predicted levels early in the fiscal year should also be considered.

4.
Rather than basing the number of ADA Complementary Paratransit trips on budget limitations, JTA should adopt a goal of providing all trips that are requested.  
Observations Regarding ADA Complementary Paratransit Eligibility Determination
As described in the “Background” section of this report, Intelitran makes determinations of eligibility for both JTA ADA Complementary Paratransit service and the countywide TD service.  Eligibility for agency-sponsored service is determined by each organization that purchases transportation from Intelitran as part of the CTS system.  Eligibility for the ADA and TD services is determined using the same four-page application form (see Attachment 5).  Using the information in the single, combined application form, Intelitran staff determines if applicants are eligible for ADA service, TD “non-sponsored” service, or both.

On Tuesday, June 8, the review team met with and interviewed the Intelitran staff person responsible for reviewing applications for service eligibility.  The logic and process used to make determinations was discussed, and questions about ADA Complementary Paratransit eligibility concepts were asked.  From this interview, it appeared that the staff person assigned to eligibility determination had a good understanding of ADA Complementary Paratransit eligibility.  She understood the issues of basing decisions on functional abilities, considering most limiting conditions, and conditional eligibility.

In this interview, the staff person noted that it is JTA’s policy to limit ADA Complementary Paratransit eligibility to persons who live in the ADA Complementary Paratransit service area.  Page 1 of Appendix G of the 1999 Duval County TD Handbook appears to confirm this policy.  It states that “Disabled persons living within 3/4 mile of a bus route but not capable of utilizing the fixed route service are eligible for the ADA Complementary Paratransit service of the Jacksonville Transportation Authority.”  Several examples were noted where applicants were given TD eligibility only because they lived outside of the three-fourths mile corridors.  Based on the information in these applications, these individuals appeared to be ADA Complementary Paratransit eligible.

One determination also pointed out a possible misinterpretation of a question in the application.  The applicant indicated that he used a manual wheelchair and crutches, and indicated that he could not use JTA fixed route buses.  In response to the first question in Section E of the application, which asks, “Is there any condition which the community transportation provider should be aware of?” the person indicated “none.”  This answer was interpreted to indicate that the person did not have a disability and the applicant was denied eligibility.  Question 1 of Section E is apparently supposed to be used by applicants to indicate disability information.  The wording of the question, though, is quite vague.

The Intelitran staff person indicated that she receives 7-15 applications a day (about 200 per month).  Formal statistics on the number of applications approved by program and the number denied were not available.  Based on the sample of applications from April and May, there appeared to be very few denials of eligibility.

It was noted that when applications are incomplete, applicants are contacted by phone and missing information is verbally requested.  The application is then put “on hold” until additional information is received.  There is no written follow-up for incomplete applications.

It was also noted that there is no written documentation of the determination.  Applicants who are denied do not receive a letter of any kind.  Applicants who are approved are notified by phone and sent a Rider’s Guide.  Their eligibility is then entered into the computer customer file.

The application form also appears to gather limited information.  For example, for persons with mobility disabilities, the only information obtained is: (1) whether or not the person can use accessible buses; (2) how far they can travel with and without a mobility aid; (3) what type of mobility aids they use; and (4) if they need a personal assistant.  No information is obtained about the impacts of environmental or architectural barriers on the ability of applicants to get to and from fixed route stops.  The decision therefore appears to be geared to the ability to “use accessible buses” rather than the functional ability to get to and from fixed route stops (commonly recognized to be the most difficult part of using fixed route service).

The Intelitran staff person also appears to have limited time for making eligibility determinations.  In addition to reviewing about 200 applications per month, she also serves as the supervisor for the reservations process, and is the secretary for the company Vice-President.  Decisions therefore appear to be made based mainly on information in the application, with limited follow-up with professionals or applicants.

PRIVATE 
Reduced Fare Programtc  \l 5 "Reduced Fare Program"
Intelitran also makes eligibility determinations for JTA for its reduced fare program.  A copy of the application material for this program is provided in Attachment 6.

Through interviews with staff, it was determined that if individuals who are ADA or TD eligible apply for and receive a reduced fare card, a notation is added in their file that they have this pass.  This note then appears on the “Daily Trip Entry” screen each time the customer calls for a paratransit ride.  If reservation clerks see that the person calling for a paratransit ride has a reduced fare card, they are instructed to ask the customer why they are not able to use the bus for that trip.

This process appears to be a simplified way of implementing trip-by-trip eligibility.  Application for a reduced fare card is used as a way to identify customers who can use fixed route service for some trips.  Once customers have received a reduced fare card, they must then indicate each time they call for a paratransit trip why they cannot use the bus.  The reservation clerk might then make a decision on the trip’s eligibility based on what is verbally indicated.

While this process does not appear to result in many denials of trips by reservation clerks, it does establish a procedure that could very easily be used inappropriately.  As noted above, the initial application form contains little information about conditions of eligibility and there are no formal determinations that actually set conditions of eligibility.  There is therefore no information on file about the person’s functional abilities that can be used to compare to any reasons that might be stated for the need for a paratransit ride.  In the absence of any conditional eligibility information, developed through a formal eligibility process (which must include a chance to appeal any conditions of eligibility that are set), Intelitran staff is ill suited to judge trip eligibility from verbal responses to questions of need asked in the reservation process.  The process creates a situation that could easily result in reservation clerks making inappropriate determinations of eligibility.  The Intelitran manager noted that if this was to occur and the person called her or another supervisor to question the decision, they would ensure that the person received a paratransit ride. This places the burden on the customer to call and appeal the decision.  The supervisor or manager would also not have information on which to base a trip eligibility decision.  If the policy would be to automatically overturn any denials of trip eligibility made by reservation clerks, the logic and utility of the entire process must be questioned.

Findings and Recommendations:
1.
JTA and LCB should revise their policy of using the applicant’s place of residence to make eligibility determinations.  Determinations of ADA Complementary Paratransit eligibility should be made on the basis of functional ability to use fixed route service, regardless of the applicant’s place of residence in relation to a fixed route corridor.  Location is only an issue in determining if specific trip requests are ADA Complementary Paratransit eligible.  Applicants denied ADA Complementary Paratransit eligibility in the past because of their place of residence should be notified and decisions revised as appropriate.

2.
In accordance with Section 37.125(d) of the DOT ADA regulation, determinations concerning eligibility must be made in writing.  For determinations that limit eligibility (denials, TD only, or conditional ADA eligibility) the written notification must contain the specific reasons for the decision.  In accordance with paragraph (e) of the same section, documentation of eligibility must also be provided to persons determined eligible for ADA Complementary Paratransit service.  The documentation must include the name of the eligible individual, the name of the issuing transit provider, the telephone number of the transit provider’s paratransit coordinator, an expiration date for eligibility, and any conditions or limitations on the individual’s eligibility including the use of a personal attendant.  Appropriate documentation should be provided to all persons who have been determined ADA Complementary Paratransit eligible in the past.

3.
All applicants who are denied eligibility or who receive conditional or TD only eligibility, must be provided an opportunity to appeal.  Information about the appeals process should be included in the notification letter. 

4.
The application process appears to be somewhat informal and loosely administered.  In addition to the lack of documentation noted above, there does not appear to be thorough statistics regarding determination outcomes.  The application form requests limited information, and limited staff time is allocated to this function.  The entire process, as currently administered, creates a situation where inaccurate decisions can easily be made.  This could include decisions that may not “strictly limit” the issuance of ADA Complementary Paratransit eligibility as required by Section 37.125 of the regulations (and which inflate ADA Complementary Paratransit demand) as well as decisions which may not appropriately protect the rights of eligible applicants.  It is recommended that JTA thoroughly review the entire process used by Intelitran to determine ADA Complementary Paratransit eligibility.  Attention should also be paid to the 21 day processing time required by the DOT ADA regulation at 37.125(c). 

5.
The process of questioning trip eligibility of those who have reduced fare privileges should be reviewed.  Without more detailed conditional eligibility information obtained through the application  process, this procedure is invalid.  At worst, this continual questioning of the validity of the person’s trip requests might be viewed as a practice to discourage these persons from calling for paratransit service.
Observations Regarding On-Time Performance
The observation and review of on-time performance was conducted in the following ways:

· Input on issues related to on-time performance was obtained from customers, advocates, and local human service staff;


· On-time performance statistics reported by Intelitran and JTA were reviewed;

· Completed driver manifests for Wednesday, May 12, 1999, were obtained and the appointment and pick-up times originally requested by customers were obtained from Intelitran’s computer database.  Requested, scheduled, and actual pick-up and drop-off times for this randomly selected day of service were then analyzed.

· Dispatch was observed first-hand at each of the three contract service provider locations for the morning and afternoon peak periods on Thursday, June 10.

As noted in the “Background” section of this report, JTA accepts the on-time standard adopted by the County LCB, which is:

· For the “going trip,” drop-offs that are on or before the scheduled appointment (or desired arrival) time.

A goal of 75% of “going trips” to on-time has been adopted.  The standard does not consider late pick-ups for return trips, very early arrivals at a destination, or arrivals for a “going” pick-up that are before the 60+ minute “ready window.”

PRIVATE 
Customer/Advocate Interviewstc  \l 5 "Customer/Advocate Interviews"
All four customers/advocates contacted during the on-site visit cited on-time performance as a major service capacity constraint issue.  All cited it as a fairly serious concern of riders and local agencies.

PRIVATE 
Reported On-Time Performancetc  \l 1 "Reported On-Time Performance"
Data on on-time performance for the six months from November 1998, through April 1999, was provided by JTA at the opening conference.  This data is provided as Attachment 3.  As shown, systemwide on-time performance was reported ranging from 98.4% to 99.8%.  It was noted, however, that these percentages are developed using only a small number of actual late trips.  It was noted that untimely trips are only tracked if they are called-in to the Intelitran customer service office and the customer service representative remembers to record the call as a late trip.  It was acknowledged that late trips that are called-in and recorded probably make-up only a small fraction of all untimely trips.

As indicated below, a review of sample completed manifests suggests that on-time performance is far below the percentages reported to JTA by Intelitran.  Even though 98-99% on-time performance was being reported, staff who were interviewed seemed to know that on-time performance was an issue.  In fact, page 5 of the recently revised “Rider’s Guide” states:

Our vehicles will often run late during periods of peak demand, rush-hours, or during severe weather.  Whenever possible, you should try to schedule your going and return trips between 10:00 a.m. and 2:00 p.m. or after 5:30 p.m. or on weekends.  During these periods you will experience the least amount of waiting time.

In subsequent conversations with Intelitran management, it was discovered that drivers do record actual pick-up and drop-off times on daily manifests, but this information is not tabulated.  Intelitran indicated that it does not take random samples of completed manifests to estimate actual on-time performance.

PRIVATE 
Sample On-Time Performancetc  \l 5 "Sample On-Time Performance"
As noted above, completed driver manifests for a randomly selected day of service, Wednesday, May 12, 1999, were obtained and analyzed.  A computer print-out of requested appointment and pick-up times for that day was also obtained.  The manifests were then cross-checked with the summary of original requested times, and any variation was noted.  Actual times recorded by vehicle operators were then compared to times requested by customers.  This process was followed for a sample of 1,617 one-way trips -- 818 “going” trips and 799 “return” trips.  Pick-up and appointment times requested by customers were compared to actual times recorded by drivers.  Table 4 below provides the results of this analysis. Because ADA, TD, and sponsored riders are often mixed on the same runs, it appeared that on-time performance was relatively equal for all riders.

Table 4 on the following page shows on-time performance for May 12, 1999, based on the above review process.  Early performance of trips as well as late performance is shown.  Early performance could include pick-ups before the requested return trip pick-up time, or pick-ups before the systems “ready window” (60 minutes before their appointment/desired drop-off time -- depending on distance and time of day.)

For going trips, using JTA’s standard of drop-offs no later than the appointment/desired arrival time, Table 4 shows that only 46.0% of all trips reviewed were dropped-off before the appointment time; 54.0% of the customers were dropped off after the requested appointment/ desired arrival time.  Based only on “late” trips using JTA standards, the performance on the sample day of Dan Beth, Buggs, Browning and Taxi trips were 36.3%, 47.3%, 56.8%, 53.6% respectively.  This on-time performance is well below the 75% goal established by JTA.

Table 4.  Intelitran On-Time Performance for a Sample of 1,617 Trips on May 12, 1999

(based on requested appointment/pick-up times and actual times recorded by operators)

	PRIVATE 

	Service Provider
	

	PRIVATE 

	Dan Beth
	Buggs
	Browning
	Taxi
	TOTAL

	Going trips - Pick-Ups
	
	
	
	
	

	91+ minutes before appointment
	3

(0.8%)
	2

(2.2%)
	30

(11.3%)
	5

(6.0%)
	40

(4.9%)

	61-90 minutes before appointment
	18

(4.8%)
	6

(6.6%)
	46

(17.3%)
	11

(13.1%)
	81

(9.9%)

	0-60 minutes before appointment
	287

(76.1%)
	77

(84.6%)
	175

(65.8%)
	58

(69.0%)
	597

(73.0%)

	1+ minutes after appointment
	69

(18.3%)
	6

(6.6%)
	15

(5.6%)
	10

(11.9%)
	100

(12.2%)

	Going trips  Drop-Offs
	
	
	
	
	

	61+ minutes early


	1

(0.3%)
	0

(0%)
	0

(0%)
	0

(0%)
	1

(0.1%)

	46-60 minutes early


	0

(0%)
	0

(0%)
	8

(3.0%)
	4

(4.8%)
	12

(1.5%)

	31-45 minutes early


	1

(0.3%)
	4

(4.4%)
	7

(2.6%)
	11

(13.1%)
	23

(2.8%)

	0-30 minutes early


	135

(35.8%)
	39

(42.9%)
	136

(51.1%)
	30

(35.7%)
	340

(41.6%)

	1-15 minutes late


	93

(24.7%)
	20

(22.0%)
	50

(18.8%)
	11

(13.1%)
	174

(21.3%)

	16-30 minutes late


	78

(20.7%)
	18

(19.8%)
	27

(10.2%)
	11

(13.1%)
	134

(16.4%)

	31+ minutes late


	69

(18.3%)
	10

(11.0%)
	38

(14.3%)
	17

(20.2%)
	134

(16.4%)

	Return Trips - Pick-Ups
	
	
	
	
	

	31+ minutes early


	2

(0.1%)
	3

(2.8%)
	2

(0.8%)
	3

(2.5%)
	10

(1.3%)

	16-30 minutes early


	11

(3.4%)
	4

(3.8%)
	1

(0.4%)
	3

(2.5%)
	19

(2.4%)

	1-15 minutes early


	35

(10.8%)
	6

(5.7%)
	54

(21.4%)
	7

(5.9%)
	102

(12.8%)

	0-30 minutes late


	244

(75.5%)
	41

(38.7%)
	163

(64.7%)
	88

(74.6%)
	536

(67.1%)

	31-45 minutes late


	15

(4.6%)
	13

(12.3%)
	11

(4.4%)
	3

(2.5%)
	42

(5.3%)

	46-60 minutes late


	5

(1.5%)
	10

(9.4%)
	6

(2.4%)
	3

(2.5%)
	24

(3.0%)

	61+ minutes late


	11

(3.4%)
	29

(27.4%)
	15

(6.0%)
	11

(9.3%)
	66

(8.3%)


As noted above, the JTA standard does not address on-time performance for the return trip.  A commonly used standard is that pick-ups for the return trip should occur no earlier than the requested pick-up time and no more than 30 minutes after the requested pick-up time.  By this common standard, the sample data in Table 4 shows 67.1% of trips were within the aforementioned window, 16.4% were early, and 16.5% were picked up more than 30 minutes after the requested pick-up.  

The sample trip data also shows that many pick-ups and drop-offs are well before the pick-up window or the appointment times.  About 14.8% of pick-ups on the going trip were more than 60 minutes before the appointment time.  More than 4.4% of drop-offs on the going trip were 31 or more minutes early (before the appointment time) and 1.6% were 46 or more minutes early.  Similarly, about 16.4% of return pick-ups happened before the requested pick-up time.

In many cases, early trip performance is not an on-time problem.  First-hand observations of the provider dispatch operations indicated that many return pick-ups are early because customers call and request an earlier than scheduled pick-up.  JTA and its operators will accommodate these requests if possible.  Many early “going” pick-ups are also a result of group trips where several customers are grouped on a run going to the same destination.  Often, the travel time on these trips is more than 60 minutes and the earlier time is established in the standing order scheduling process and is well-known by the customer.

On the other hand, early arrivals on going trips could be an issue.  First-hand dispatch observations showed many instances were customers were picked-up 45-60+ minutes before their appointment times and transported directly to their destinations in far less than 45-60 minutes (often only 10-20 minutes).  As a result, the arrival was well before the appointment time.  Based on our observations, this seemed to be occurring for two reasons:

1.
First, the automated scheduling system builds-in a considerable amount of slack time for grouping of trips.  Of the typical 60 minute pick-up window, calculated travel time may only be 10-20 minutes, but 40-50 minutes of slack is left for grouping.  If other trip requests are not received which can be grouped, a direct trip results and the arrival is very early.  

2.
Second, it appeared that some operators arrive early for pick-ups, if possible, to then be in a better position to stay on schedule throughout the run if problems arise.  On some runs, this seemed to be a regular practice.

The official operating policy does not require customers to board vehicles before the 60-90 minute pick-up window or before the scheduled return pick-up time.  However, if other passengers are on-board, customers may feel pressured to leave early.  Also, if early pick-ups occur on a regular basis for customers, which appears to be the case, the stated policies regarding boarding times and windows may begin to be viewed with less confidence and trust.

PRIVATE 
On-Site Observationstc  \l 5 "On-Site Observations"
On-time performance was observed for selected runs on Thursday, June 10.  These observations were made at the carrier offices.  Drivers for selected routes were asked to radio-in pick-ups and drop-offs and these were compared with scheduled times.  Five runs were monitored at Dan Beth (002, 006, 009, 016, and 027).  Six runs were monitored at Buggs (007, 101, 104, 106, 107, and 110).  Five runs were monitored at Browning (001, 007, 011, 015, and 017).  Observations were made during the morning from about 6:00 am to 10:30 am.

A total of 108 going trips were monitored.  Customers were dropped-off on or before their appointment times in 70 cases (65% of the time).  Customers arrived after the stated appointment time 38 times (35%).  Of the trips considered on-time (arrivals before the stated appointment time), it was noted that customers arrived more than 30 minutes early 7 times (6.5% of the time).

PRIVATE 
Service Provider Understanding of On-Time Performancetc  \l 2 "Service Provider Understanding of On-Time Performance"
While review team members were at service provider locations to observe performance, dispatchers were asked to describe the CTS on-time performance standard.  While all seemed to understand that they could not arrive later than the appointment time, there were different understandings of on-time service for other aspects of trips.  The Dan Beth dispatcher indicated that going trip drop-offs could be 15-20 minutes before the scheduled drop but not later than the scheduled drop.  He indicated that return trip pick-ups could be 15-20 minutes before the scheduled pick-up time.  Browning staff indicated that they thought they could make pick-ups 15 minutes before or after the scheduled time on both going and return trips.  Browning was unclear about the standard for drop-offs on the going trip.  In general, the providers seemed to be unclear about on-time performance standards.

PRIVATE 
Scheduling of Trips and Runs Created by Intelitrantc  \l 5 "Scheduling of Trips and Runs Created by Intelitran"
While observing operations at each of the service provider sites, team members discussed on-time performance with provider dispatchers and other staff.  Each provider appeared to recognize that on-time performance was a problem.  According to these staff persons, the runs that were provided by Intelitran were often impossible to perform.  Several examples of unrealistic scheduling were identified by dispatchers for the day being observed (June 10).  For example, copies of portions of manifests for June 10 that were noted by the staff at Dan Beth are provided in Attachment 7.  Some examples of unrealistic scheduling contained in these manifests are:

· Manifest DAN001 included two 9:00 a.m. drop-offs at 4108 Blanding Blvd. in Jacksonville and also a 9:00 a.m. pick-up at 11565 Harts Road in Paradise pines/Old Turtle Creek.  The Dan Beth dispatcher estimated that, at this time of day, it would take 30-45 minutes to get from the drop-off to the pick-up.

· Manifest DAN005 included two 10:00 a.m. drop-offs at 2843 University Blvd. N. in Jacksonville, and a 10:00 a.m. pick-up at 12387 Silent Brook Tr. N.  The Dan Beth dispatcher noted that this combination would set the driver back by 20-25 minutes even if she was running on time at 10 a.m.

· Manifest DAN008 included an 8:20 a.m. pick-up at 2618 W 28th Street in Jacksonville; then an 8:26 a.m. pick-up at 1557 W 26th Street (of a customer who uses a wheelchair); then an 8:29 a.m. pick-up at 1741 W 11th Street; then an 8:30 a.m. pick-up at 1169 W 29th Street; then an 8:35 a.m. pick-up at 1510 W 2nd Street; and then an 8:41 a.m. drop-off at 655 W. 8th Street.  While the scheduling only gave the driver 21 total minutes to make these 5 pick-ups and one drop-off, it actually took the driver 47 minutes.

· Manifest DAN010 included a 12:14 p.m. pick-up at 333 E Ashley Street (of a customer who uses a wheelchair) and a 12:19 p.m. drop-off at 1325 San Marco Blvd. (also of a customer who uses a wheelchair).  Only 5 total minutes are allowed to board and disembark both customers (using the lift) and to travel between these points which the dispatcher estimated would take 10-15 minutes.

· Manifest DAN010 included pick-ups at 1:30 p.m. of 7 customers at the Community Rehab Center at 623 Beechwood Street in Jacksonville; a 1:42 p.m. drop-off of one rider at 1963 W 17th Street; a 1:45 p.m. drop-off of a customer at 1737 W 27th Street; and a 1:50 p.m. drop-off of two customers at 1550 W 9th Street.  A total of 20 minutes was provided to board 7 customers at the Rehab center and then drive to 3 different locations for drop-offs.

· Manifest DAN014 included two 12:00 p.m. drop-offs at 2392 Edgewood Avenue N; a 

12:04 p.m. drop-off at 5045 Soutel Drive; a 12:06 p.m. drop-off at 4626 Wrico Drive; a  12:17 p.m. pick-up at 621 W 44th Street (of a customer using a wheelchair); a 12:27 p.m. pick-up at 1326 W 10th Street; and a 12:31 p.m. drop-off at 655 W 8th Street (of a customer using a wheelchair).  A total of 31 minutes is provided for travel between these six different points, plus loading and unloading of passengers (including two who use wheelchairs).

The above examples represent only some of the unrealistic scheduling noted by carrier dispatchers for only a portion of one carrier's runs.  Other carriers reported similar problems.

These specific examples were then reviewed with the Intelitran schedulers.  They agreed that scheduling is often too tight and acknowledged that it could cause on-time performance problems. They indicated, however, that they didn’t feel they had an option as they were required to schedule trips on a set and limited number of runs without exceeding a set number of “taxied” trips.

PRIVATE 
Scheduling System Parameterstc  \l 2 "Scheduling System Parameters"
In order to enable the computer scheduling system to place trips on the limited number of runs available, Intelitran has apparently adjusted the system’s scheduling parameters.  A printout of the scheduling parameters was obtained (see Attachment 8).  A review of the parameters at the time of the on-site visit showed the following settings:

· Peak travel speeds of 18 mph up to 5 miles and 32 mph at 20 miles;


· Off-peak travel speeds of 22 mph up to 5 miles and 40 mph at 20 miles;

· A “Squeeze Multiplier” of 1.25, and a “Squeeze Factor” of 2 minutes.

By industry standards, 18 mph travel speeds during peak hours is optimistic at best.  By comparison, the speed parameter used in Orlando (which had the same scheduling system) for peak times was 10 mph up to 17 miles.  In most systems, paratransit travel speed settings at peak hours are commonly between 10-15 mph.  The off-peak speed setting in Jacksonville is similarly overly optimistic.

The “Squeeze Multiplier” allows the computer to expand the actual calculated time available.  For example, if a trip from Point A to Point B was calculated to take 20 minutes, using a “Squeeze Multiplier” of 1.25 would allow the computer to schedule 25 minutes of travel in this 20 minute time period (an extra 5 minutes, or a 25% increase).

The Squeeze Factor then adds an extra amount of time.  For example, if calculated time is 20 minutes, applying a Squeeze factor of 2 minutes would let the computer schedule 22 minutes of time in this 20 minute slot.

The combination of all of these parameters appears to enable the automated scheduling system used by Intelitran to schedule more trips on runs than perhaps should be scheduled.  The initial “calculated time” for a trip is optimistic given the travel speed settings.  An extra 25% plus two minutes is then added to this time.  So, for example, if an estimated travel time of 20 minutes is initially optimistically calculated, 27 minutes worth of service will be scheduled in this time period.

Intelitran staff indicated that some overbooking is done to counteract cancellations and no-shows. It was acknowledged, though, that extra trips scheduled do not always fit neatly into time slots created by cancellations and no-shows.  While paratransit systems do sometimes have a policy of overbooking to counteract cancellations and no-shows, the amount of overbooking in the JTA system seems excessive.  By comparison, the LYNX system in Orlando which uses a similar software system uses a Squeeze Multiplier of 1.1 (but no Squeeze Factor) to do some overbooking.  The parameters used by Intelitran seem overly tight.

PRIVATE 
Changes to Requested Timestc  \l 2 "Changes to Requested Times"
When customers call to place a trip request they will either state a desired arrival/appointment time (for going trips) or a desired pick-up time (for return trips).  In some cases, if the requested times cannot be scheduled, the reservation clerk may negotiate these times.  After this request and negotiation process is completed, the final requested pick-up or appointment times are recorded in the automated scheduling system.

After pick-up and appointment times have been taken and negotiated with customers, schedulers will adjust these times in order to fit all trip requests on the runs available.  A final “scheduled pick-up” or “scheduled drop-off” time is then recorded on the manifest.

Where the original requested/agreed times vary from the scheduled times, the manifests show the scheduled times -- information about the originally requested time is not included.  This has the potential to cause miscommunications between operators and customers regarding the ready times and ready windows.  For example, if a customer originally requests a 2:00 p.m. return trip pick-up and this time is changed to 2:15 p.m., the customer will be looking for the vehicle 15 minutes before the driver is due to arrive.  If the driver arrives at 2:30 p.m. (15 minutes after the scheduled time -- which the carrier may feel is good performance) the customer sees this as a pick-up that is 30 minutes late.  Similarly, the customer may indicate that they have a 9:00 a.m. appointment.  If this appointment time is adjusted to 8:45 a.m. and the driver gets the person there 20 minutes early (again seen as good performance), the customer is actually arriving 35 minutes before the stated appointment time.

To determine how widespread and significant these time changes were, the requested versus scheduled pick-up and appointment/drop-off times for May 12, 1999, were analyzed.  Table 5 below shows the results of this analysis.  On May 12, a total of 2,593 trips were scheduled.  Of these, the pick-up or appointment times for 1,313 trips (50.6%) had been changed.  For going trips, the stated appointment times had been adjusted up to 15 minutes earlier than requested in 519 cases; between 16 and 30 minutes early in 216 cases; and more than 30 minutes early 4 times. If it is assumed that the number of going trips is about half of the daily total, this means that the stated appointment time was changed by 15 minutes 40% of the time, and more than 15 minutes about 17% of the time.  Return pick-up times were adjusted up to 15 minutes later than originally requested for 387 trips; between 16 and 30 minutes for 127 trips; and more than 30 minutes later than requested for 25 trips.  Again, assuming that return trips made up half of all trips, this means that about 30% of all return times were adjusted up to 15 minutes later than requested and another 12% were adjusted more than 15 minutes later than requested.

In 21 cases, appointment times were actually adjusted in the scheduling process to be after the times indicated by customers.  This would mean that even if the driver was exactly on-time, the customer would be late for her appointment.  Similarly, return pick-up times were adjusted earlier than the time requested in 14 cases.

PRIVATE 
Driver Recruitment and Retentiontc  \l 5 "Driver Recruitment and Retention"
Several of the people interviewed, including service provider staff, Intelitran staff, and JTA staff, indicated that a major factor affecting service performance was the ability of the service providers to recruit and then retain qualified drivers.  Intelitran and the service providers indicated that they would like to increase the number of runs.  Vehicles were apparently available at some of the providers to do this, but it was indicated that it was difficult to find, train, and retain drivers for additional runs.

Service providers also indicated that turnover was very high.  The manager of Dan Beth reviewed his personnel records and indicated that in the last two and a half years, he has hired 610 people to maintain a workforce of about 75 drivers.  This translates into an annual turnover rate of about 320%.  When asked what drivers were paid, the Dan Beth Manager indicated that drivers start at $6.25 per hour and that pay can increase over time to a maximum of $7.00 per hour.  He also indicated that there are no benefits provided to drivers.

Table 5.  Changes Made to Requested Times for Trips Requested on May 12, 1999.

	PRIVATE 
Difference Between Requested and Scheduled Times
	Number of Times Adjusted
	% of Total Trips
	% of Going or Return Trips1

	PRIVATE 
Going Trips

	PRIVATE 
Appointment time adjusted 1-15 minutes earlier than requested
	519
	20.0%


	40.0%

	Appointment time adjusted 16-30 minutes earlier than requested
	216
	8.3%
	16.6%

	Appointment time adjusted 31+ minutes earlier than requested
	4
	0.2%
	0.4%

	Appointment time adjusted to be later than time requested.
	21
	0.8%
	1.6%

	PRIVATE 
Return Trips

	PRIVATE 
Return pick-up adjusted 1-15 minutes later than requested
	387
	14.9%
	29.8%

	Return pick-up adjusted 16-30 minutes later than requested
	127
	4.9%
	9.8%

	Return pick-up adjusted 31+ minutes later than requested
	25
	1.0%
	2.0%



	Return pick-up adjusted to be earlier than requested time
	14
	0.5%
	1.0%

	TOTALS
	1,313
	50.6%
	NA


1  Assumes that going trips are about half of all trips and that return trips are about half of all trips.

Intelitran and service providers indicated that low pay was related to low reimbursement rates from sponsoring agencies and JTA.  Contract records show that the unit rate of reimbursement for ADA Complementary Paratransit trips has remained the same ($1.45 per grid for group trips and $1.80 per grid for random trips) since October 1995.  Intelitran also reported that its true rate (the rate charged to other sponsoring agencies) was $2.06 per grid for random trips.  As a result of contract extensions without cost adjustments, Intelitran was paying providers hourly rates that ranged from $23.00 to $26.00 (depending on the type of vehicle).

Findings and Recommendations:
1.
JTA’s goal of 75% of origination trips to be on-time is well below industry standards for ADA Complementary Paratransit service as well as accepted performance levels for fixed route service.  This, in and of itself, indicates a built-in capacity constraint.  For on-time performance, JTA considers only trip drop-offs for origination trips. It does not account for late pick-ups for return trips, very early arrivals at a destination, or very early pick-ups before the ready window.  A higher goal should be set, and the standard should be expanded to address all aspects of on-time performance.


While it could be argued that there are many more operating variables in paratransit than fixed route, this difference between modes is already captured in the way that “on-time” service is measured.  For fixed route service, a run is typically “on-time” only if it is within 5-10 minutes of the schedule.  In paratransit, a 60-90 minute pick-up window is employed for the going trip and a 30 minute window is used for the return pick-up.  Using these different measures of on-time service to account for the difference in modes, similar performance (90+%) should be achieved for the services to be considered comparable.

2.
JTA does not accurately measure on-time performance and consequently reports high on-time statistics based on invalid data. Trips are considered to be on-time unless a complaint is made to the Intelitran customer service office and the customer service representative records the call as a late trip. 

JTA should require that on-time performance be monitored based on actual recorded pick-up and drop-off times.  This could be accomplished by recording all manifests or a statistically-significant sample of completed manifests. JTA also should require that as part of the monitoring process, the broker randomly check the accuracy of times recorded by drivers.  This could be done by observing vehicles at selected pick-up/drop-off points and then comparing recorded times with times on the manifests.

3.
The sample data developed by the review team suggests that on-time performance for JTA’s ADA Complementary Paratransit service could be as low as 60.6%.  This low level of performance is significant and indicates a constraint on the use of the service.

4.
JTA limits the number of runs that can be scheduled without exceeding a set number of “taxied trips.”  While this does not necessarily cap the number of trips, it does require all requested trips to be scheduled on the limited number of runs resulting in unrealistic schedules.  In many cases, the schedules are impossible to maintain and the on-time performance level is adversely affected. 


JTA should ensure that sufficient runs are authorized to accommodate most trips on time.  As stated above, JTA should increase its goal to a minimum of 90% on-time performance.

5.
Driver recruitment and retention appears to be a significant problem, and is most likely contributing to the poor level of service provided.  Low driver wages appear to be related to low reimbursement rates provided by JTA to Intelitran and the resulting low hourly contract rates between Intelitran and the service providers.

Observations Regarding Trip Length
The observation and review of travel time/trip length was performed in the following ways:

· Input on issues related to travel time was obtained from customers, advocates, and local human services staff.

· Travel times for Wednesday, May 12, 1999, (selected as a sample day of service) were reviewed.

PRIVATE 
Sample Trip Length Datatc  \l 5 "Sample Trip Length Data"
Travel time was calculated from information contained in the completed manifests for May 12, 1999.  Table 6 shows travel times for each of the carriers.

A review of 1,613 trips completed on May 12, 1999, revealed that 80.5% were provided in 60 minutes or less.  One hundred and eighty-eight (11.7%) took between 61 and 90 minutes.  Eighty-seven (5.4%) took from 91-120 minutes; twenty-seven (1.7%) took from 121 to 150 minutes; and 13 trips (0.8%) exceeded 151 minutes.  In total, about 315 (19.5%) exceeded the maximum 60 minute travel time standard that JTA has established for the service.

A review of the trips in excess of 60 minutes on this day identified several long group runs for customers going to work training programs and other local human service programs.  On this day of service, it was noted that 74 customers had rides of between 91 and 173 minutes traveling to programs such as Triumph Industries, ARC Duval, and Pine Castle School.  Twenty of these customers traveled over two hours each way.

PRIVATE 
Table 6.  On-Board Travel Time by Carrier for May 12, 1999tc  \l 4 "Table 6.  On-Board Travel Time by Carrier for May 12, 1999"
	PRIVATE 
Time On-Board
	Dan Beth
	Buggs
	Browning
	Taxi
	Total

	0-60 minutes
	604

(86.3%)
	161

(81.7%)
	370

(71.3%)
	163

(82.7%)
	1,298

(80.5%)

	61-90 minutes
	63

(9.0%)
	30

(15.2%)
	81

(15.6%)
	14

(7.1%)
	188

(11.7%)

	91-120 minutes
	23

(3.3%)
	5

(2.5%)
	48

(9.2%)
	11

(5.6%)
	87

(5.4%)

	121-150 minutes
	8

(1.1%)
	1

(0.5%)
	15

(2.9
	3

(1.5%)
	27

(1.7%)

	151+ minutes
	2

(0.3%)
	0

(0%)
	5

(1.0%)
	6

(3.0%)
	13

(0.8%)

	Totals
	700

(100%)
	197

(100%)
	519

(100%)
	197

(100%)
	1,613

(100%)


Both JTA and Intelitran staff noted that, in some cases, parents or guardians have requested early pick-ups or late drop-offs to accommodate their work schedules.  It was recognized, however, that some group tours were very long and that not all customers are riding for these times by choice.

PRIVATE 
Customer/Advocate Interviewstc  \l 5 "Customer/Advocate Interviews"
Of the four customers/advocates contacted before and during the on-site visit, two mentioned travel time as a major issue.  One was the transportation coordinator for a local dialysis center and one coordinated transportation for a work training program.  Concern was expressed about the long ride times that were a result of extensive grouping of trips.  One person noted that on some of the long group rides, school buses without air conditioning are used.

One person noted that the agency they represent performs an annual client satisfaction survey.  The two items that are consistently reported as problems are the long ride times and the lack of air conditioning on vehicles.  This agency has in the past tried to develop transportation separate from the CTS program and indicated that it may have to do this in the future if these two issues are not resolved.

While both people noted that grouping was able to keep the cost of service low, and that they recognized that funding was limited, concern was expressed for the few customers at the beginning of each tour who rode sometimes for two or more hours each way.

Findings and Recommendations:
1.
JTA provides about 80.5% of all ADA Complementary Paratransit trips within 60-90 minutes.  However, a small number of customers attending work training and other local agency programs regularly experience excessive ride time, including some who ride for more than two hours each way.  This appears to be due primarily to the grouping of trips for these programs in order to provide daily service with the fewest vehicle hours and on a limited number of authorized runs. The complaints and concerns of these customers may not be adequately represented by parents, guardians, or agency staff.  


JTA should review the group runs to the types of programs noted above; get feedback on the level of service experienced from riders, parents or guardians, and agency staff; and reduce the trip lengths for persons who regularly experience excessively long trips.
Observations Regarding Telephone Capacity
As noted in the “Background” section of this report, the standard established for phone service for the Duval County CTS Program is that the average hold time should not exceed four (4) minutes at any time of the day.  This standard also requires that the phone service be monitored to ensure that this goal is met.  JTA adopted this standard for the ADA Complementary Paratransit service, which is part of the countywide CTS program.

Information and observations on telephone service and capacity included:

· Input from customers and advocates contacted in advance of the assessment or while on-site;

· Information from the Intelitran telephone management reporting system;

· First-hand observations in both the reservations office and the customer service/dispatch office; and

· Calls made by the review team to the CTS reservations office.

PRIVATE 
Customer/Advocate Interviewstc  \l 5 "Customer/Advocate Interviews"
Three of the four customers and local human service agency staff who were interviewed cited telephone hold times as a problem.  Two people specifically cited problems in the morning and in the afternoon hours.  One customer said that even after the call is first answered, there are long holds if you are transferred to customer service/dispatch.  This person also noted that it is not only hold times that are a problem, but getting through at all.  She said that she often has to call several times to get a free line.

PRIVATE 
Intelitran Phone MIS Recordstc  \l 5 "Intelitran Phone MIS Records"
Intelitran indicated that they have a total of 23 phone lines that come into the central office.  Two are administrative lines and another three are district lines (also administrative).  CTS service calls are handled by 18 lines which rollover to either reservations or customer service/dispatch.  Of these, three are dedicated to customer service/dispatch.

At the time of the on-site visit, Intelitran was meeting with phone service representatives to develop a phone reporting system.  This appears to have been done in order to respond to FTA’s request for phone MIS records.  Phone records for Tuesday, June 8, and Thursday, June 10, were prepared at the review teams’ request and are provided as Attachment 9.  Records apparently were not prepared and available for prior days.

Table 7 below summarizes calls answered, calls abandoned, and average delay time (hold time) on all lines (including administrative lines) for Thursday, June 10.  Information is provided for each hour of the day.  A similar breakdown was not generated for June 8 as Intelitran was just beginning to work with the phone service company on the format of reports.

PRIVATE 
Table 7.  Phone Records, All Intelitran Lines by Time of Day, Thursday, June 10, 1999tc  \l 4 "Table 7.  Phone Records, All Intelitran Lines by Time of Day, Thursday, June 10, 1999"
	PRIVATE 
Time Period
	Calls Answered
	Calls Abandoned
	Average Delay

(min:sec)



	4-5 a.m.
	1
	0
	0:02

	5-6
	12
	3
	1:36

	6-7
	28
	4
	0:52

	7-8
	40
	14
	1:44

	8-9
	131
	13
	1:15

	9-10
	118
	18
	1:37

	10-11
	103
	29
	1:57

	11-12
	141
	22
	1:07

	12 n-1 p.m.
	86
	6
	0:46

	1-2 
	105
	12
	0:36

	2-3
	121
	7
	0:43

	3-4
	114
	18
	1:09

	4-5
	96
	8
	0:29

	5-6
	26
	4
	1:26

	6-7
	0
	0
	0:35

	7-8
	0
	1
	0:35

	8-9
	0
	0
	0:33

	9-10
	0
	0
	0:32

	10-11
	0
	4
	0:32

	11-12 midnight
	0
	0
	0:33

	12-1 a.m.
	0
	0
	0:33

	TOTALS
	1,122
	163
	1:09


Table 8 provides a summary of total daily calls received, answered, abandoned, and average delay times (hold times) for just the reservation and customer service/dispatch lines for both June 8 and June 10.  The number of calls that were made but that could not get through was not captured.  Separate information is provided for the reservation lines and for the customer service lines.

PRIVATE 
Table 8.  Average Daily Phone Service Data for Only Reservations and Customer Service/Dispatch Lines, June 8 and June 10, 1999tc  \l 4 "Table 8.  Average Daily Phone Service Data for Only Reservations and Customer Service/Dispatch Lines, June 8 and June 10, 1999"
	PRIVATE 


PRIVATE 
Date/Functiontc  \l 4 "Date/Function"
	Total Calls
	Calls Answered
	Calls Abandoned
	Average Delay

(min:sec)

	Reservations
	
	
	
	

	Tuesday, 6/8/99
	673
	598
	28
	1:31

	Thursday, 6/10/99
	525
	469
	20
	1:20

	Cust. Serv./Dispatch
	
	
	
	

	Tuesday, 6/8/99
	856
	748
	109
	3:02

	Thursday, 6/10/99
	790
	653
	138
	3:13


As shown in Table 7, the average hold time on all lines does not appear to be significant at any time of the day.  For times when the reservation office is open (8 a.m. to 5 p.m.), the average hold time ranged from 29 seconds (4-5 p.m.) to 1:57 (10-11 a.m.)

Table 8, however, indicates that while hold times for reservations are low (about 1:20-1:31), the hold times to reach customer service/dispatch are more significant (over 3 minutes).  With an average daily hold time of over 3 minutes, it is probable that customer service hold times exceed the 4 minute standard at certain times of the day.  From the reports provided, though, it is not possible to evaluate customer service hold times by time of day.  It appears that the hourly report only records the initial hold time before the call is answered.  If the call is then transferred to a customer service representative by a reservation clerk, this second hold time does not appear to be captured.

For reservations, about 4% of all calls are abandoned.  For customer service, about 9% of calls received are abandoned.  Our observations suggest that some calls to customer service are abandoned if customers are calling to check on a ride and either the vehicle arrives as they are checking or they hang-up to go look for the vehicle again.

While the average daily hold times were below the established 4 minute standard, it is likely that hold times at certain times of the day for customer service/dispatch do exceed the standard.  Accurate information to evaluate hold times for various times of the day was not, however, available.

PRIVATE 
Review Team Test Callstc  \l 5 "Review Team Test Calls"
To follow-up on information from customers that there were problems getting through on the Intelitran lines, the review team placed several calls to the main CTS line (393-4200) between 2:00 p.m.and 5:00 p.m. on Wednesday, June 9.  Table 9 below summarizes the results of these calls.

PRIVATE 
Table 9.  Test Calls to CTS Service Line, June 9, 1999tc  \l 4 "Table 9.  Test Calls to CTS Service Line, June 9, 1999"
	PRIVATE 
Time of Calls
	Total Calls Made
	# of Busy Signals
	# That Went to Recording



	2:15 pm
	6
	2
	4



	3:00 pm
	20
	16
	4

	4:50 pm
	9
	4
	5


As shown, it appears that in the afternoons there is a high probability that customers have to call multiple times to get a free line.  At 3:00, an average of 4 calls were made to reach a free line, and at 4:50, about 2 calls were made to get through.

Findings and Recommendations:
1.
The phone reports available at the time of the on-site visit were not adequate to thoroughly analyze phone hold times and capacity issues.  A report that captures hold times by hour separately for reservations and customer service should be developed.  JTA and Intelitran should be sure that hold times for both the initial call and for calls transferred from reservations to dispatch are tracked.

2.
Based on a limited sample and on consumer/advocate interviews, getting a free line appears to be a problem at peak call times.  Hold times for customer service/dispatch may also at times exceed the established standard and would be an inconvenience. It is recommended that JTA address customer service hold times and overall phone capacity (number of lines available).  An inability to reach the central dispatch service is not only a customer inconvenience, but could be contributing to unreported cancellations and no-shows.

3.
Hold times in customer service appears to be an issue of staffing during peak periods.  JTA and Intelitran should consider ways to provide additional customer service capacity at peak times. 

Other Observations and Recommendations
During the course of the assessment, a number of non-capacity issues were noted that should be reviewed by JTA to ensure full compliance with the DOT ADA regulation.  These were:

· Page 4 of the April 1999, “Duval County CTS Rider’s Guide” states that reservations must be placed Monday through Friday, from 8 a.m. to 5 p.m.  It further indicates that “Weekend and Monday appointments must be called in no later than 5:00 p.m. on the Friday before the day of service” and that the reservations office is closed on six holidays.  JTA and Intelitran staff confirmed these reservations hours and policy during the on-site visit.  Section 37.131(b) of the USDOT’s ADA regulations requires that reservations be accepted on a next day basis.  Given that JTA’s ADA Complementary Paratransit service operates seven days a week, arrangements to accept trip requests on the weekends and on holidays that precede a day of service must be made.

· As noted in the “Background” section of this report, ADA Complementary Paratransit service operates Monday through Friday from 5:00 a.m. to 10:30 p.m. and on Sundays and holidays from 5:30 a.m. to 8:30 p.m.  A review of the non-commuter fixed route schedules showed that fixed route operates 4:09 a.m. (WS8) to 1:51 a.m. (Beaches 1) weekdays.  Saturday fixed route hours are 5:03 a.m. (NS5 and NS6) to 1:46 a.m. (Beaches 1).  Sunday fixed route service is provided from 5:24 a.m. to 12:16 a.m. (Beaches 1).  On weekdays, 16 of the 37 fixed routes start before 5 a.m.; 8 start before 4:30 a.m.; 14 routes are in operation past 


10:30 p.m.; 9 are past 11:00 p.m.; 4 are past 11:30 p.m.; and 2 are past midnight.  On Saturdays 9 fixed routes are operated past 10:30 p.m., 7 past 11:00 p.m., 5 past 11:30 p.m., and 3 past midnight.  Nine (9) of the 22 routes that operate on Sundays operate past the 


8:30 p.m. ADA Complementary Paratransit hours, and 5 operate past 10:00 p.m.  As required by Section 37.131(e) of the regulations, JTA must extend ADA Complementary Paratransit hours to be the same as the fixed route hours.  The hours only need to be extended in areas where fixed route is available beyond the current ADA Complementary Paratransit hours. 

· Page 10 of Rider’s Guide states that “Attendants are allowed only if required by the rider in order to complete the trip.”  This policy is incorrect.  Personal care attendants often travel with ADA eligible riders to assist them with life activities after they leave the vehicle.  If needed for these purposes, the attendant must be allowed to ride free.

· Page 7 of the Rider’s Guide states that “Children under age fifteen (15) must be accompanied by an adult unless special arrangements have been made in advance.”  This policy is discriminatory as JTA does not have a similar policy on fixed route for persons who do not have disabilities.

· Page 10 of the Rider’s Guide says that “special event routes” are not included in the ADA Complementary Paratransit service area.  Please note that, if these routes are operated as local rather than commuter-type services, ADA Complementary Paratransit service must be provided, even if the service is of limited duration.

· The Duval County CTS Handbook says passengers must be ready 60 minutes before the pick-up time.  This should instead state that passengers must be ready 60 minutes before their appointment/scheduled arrival time.  While the correct policy appears to be well-known, we suggest that the Handbook be corrected to avoid this misinformation.  

Summary of Findings and Recommendations
PRIVATE 
Summary of Findingstc  \l 5 "Summary of Findings"
Based on the data that was collected and reviewed, and on on-site observations and conversations with local customers and advocates, JTA’s ADA Complementary Paratransit service appears to meet the requirements of the DOT ADA regulation regarding capacity constraints in the following areas:  

· appears to accept nearly all trip requests made by persons who have been determined to be ADA Complementary Paratransit eligible and whose trips are eligible.

· appears to not have any waiting lists for ADA Complementary Paratransit eligible trip requests.

· appears to have travel times that are reasonable and not excessive for the majority of ADA Complementary Paratransit trips.  However, travel times for some customers on group runs to local agency programs are quite long and should be reviewed by JTA with customer and agency input.  

· appears to provide telephone service that although somewhat inconvenient to customers, does not appear to be a capacity constraint.  JTA should address phone capacity as a general customer service issue.

The assessment identified some aspects of JTA’s ADA Complementary Paratransit service which do appear to impact significantly on the potential use of the service.  These areas are as follows: 

· the practice of making applicants for CTS service eligible for ADA service based on the applicant’s place of residence.  Applicants denied ADA Complementary Paratransit eligibility in the past due to place of residence should be reviewed and decisions revised as appropriate.  

· on-time performance.  Sample data indicated that on-time performance may be as low as 60.6%.  This low level of performance is significant and indicates a capacity constraint.  Further, the 75% goal for on-time performance is unacceptably low and should be raised to approximate industry standards.  JTA’s method of calculating on-time performance based on recorded customer complaints is invalid and should be changed to include actual calculations based on drivers’ manifests.  These calculations should include, for both origination and return trips, very early pickups, late pickups, and late drop-offs.

· the limitation on the number of runs.  While not specifically limiting trips, this appears to have a direct effect on the on-time performance and should be re-evaluated.

· excessively long trips that occur on a regular basis for some riders.  Trip groupings should be analyzed to reduce the incidence of excessively long trips for these ridings.  Customers, parents or guardians, and/or service agency personnel should be consulted and included in any decisions that result in changes to these subscription trips. 

Several other non-capacity constraint ADA compliance issues were identified that also indicate deficiencies with the DOT ADA regulation.  JTA should review and take appropriate corrective actions to address the following issues:

· Applicants must be notified in writing of the outcome of the review of their eligibility for ADA Complementary Paratransit service.  Where applicants are found to be eligible (either conditionally or unconditionally), the written notification should contain all of the information required by Section 37.125(d) of the DOT ADA regulations.  Where applicants are found to be ineligible or if their eligibility is limited (conditional eligibility), the notification should contain specific reasons for the determination and should provide information about the appeals process (see Section 37.125 of the regulations).  Persons who were denied eligibility in the past or who were deemed to be conditionally eligible should be contacted and notified of their appeal rights. 

· As noted in the “Observations Regarding ADA Complementary Paratransit Eligibility Determination” section of this report, the practice of informally questioning the eligibility of trip requests made by persons who have applied for a reduced fare pass should be reviewed.  The current practice could easily be misused to deny or inappropriately discourage trips.

· The eligibility process should be tightened up to ensure that eligibility is strictly limited to those who cannot use the fixed route service in all or some circumstances.  Care should be taken to ensure that applications are processed within the regulatory 21-day time period.

· Trip reservation days and hours must be expanded in accordance to Section 37.131(b) of the regulations.

· ADA Complementary Paratransit service hours must be expanded to be the same as fixed route hours, in accordance with Section 37.131(e) of the regulations.

· JTA’s policy regarding ADA Complementary Paratransit service in areas where “special event” fixed route service is provided must be revised.

· The section of the “Rider’s Guide” regarding personal care attendants and requiring attendants for children under the age of 15 must be made consistent with regulatory requirements.

PRIVATE 
Recommendationstc  \l 5 "Recommendations"
As part of the assessment, a number of service issues and possible approaches to service improvement were raised by staff, contractors, and customers.  They are listed below for JTA’s information and consideration.

· The scheduling parameters used by Intelitran should be reviewed and revised to ensure that workable runs are developed and provided to carriers.

· Two factors in on-time performance appear to be the rates paid to Intelitran and to the service provider, and the resulting wages paid to drivers.  JTA should look more closely at the current rates of reimbursement and the wage rates of service provider.  Consideration should be given to contracting changes that will help ensure that driver recruitment and retention does not adversely impact service quality.

· More accurate information about actual pick-up and drop-off times for trips referred to taxis should be developed.

· If appointment and/or return pick-up times are adjusted in the scheduling process, a way to indicate on the manifests the originally requested time should be developed.  This will help ensure that providers and customers have a similar understanding of agreed upon drop-off and pick-up times.  Customers should be notified of schedule adjustments.  

· The 60-90 minute pick-up window, which requires that customers be ready for the vehicle to arrive an hour to an hour and a half before their appointment time, is somewhat outdated for larger systems.  Most larger systems use more advanced scheduling software that can give customers a more exact idea of the pick-up time.  Shorter “ready windows” (typically 30 minutes) can then be used around the agreed upon pick-up time.  Such systems are much more customer friendly and result in less confusion about vehicle arrival times.

· Given the many companies involved in the service, periodic “Manager’s Meetings” (perhaps bi-weekly) could be sponsored to address recent service issues.  To focus these meetings on system issues (rather than provider specific problems/exceptions), agenda items could be requested in advance from providers.  This type of cooperative process and open communication has been successful in other systems.

· A way to monitor the practices and performance of the broker should be developed.  Current contract structures create an incentive for the broker to accept and schedule more trips than can actually be performed on time.  The performance of the broker in terms of reservations and phone capacity should also be more closely monitored.

· Training in accordance with Section 37.173 of the DOT ADA regulation is mandatory for all transit personnel involved with the public.  JTA should ensure that its contractor staff is adequately trained.  Customer complaints should be monitored for allegations of insensitive, rude or inappropriate behavior by drivers/dispatchers/reservation clerks/customer service representatives.  Corrective actions, where warranted, should be taken quickly  
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