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I. Introduction

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

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

The purpose of the review is to assist the transit agency and FTA in assessing whether capacity constraints exist in ADA Complementary Paratransit services.  The assessment examines service standards and policies related to issues of capacity constraints such as telephone hold times, trip denials, on-time performance, on-board travel time, and any other trip-limiting factors.  The assessment considers whether there are patterns or practices of a substantial number of significant trip limits, long telephone hold times, trip denials, early or late pick-ups or arrivals after desired arrival (or appointment) times, or long trips as defined by established standards (or typical practices if standards do not exist).  The examination of patterns or practices includes looking not just at service statistics, but also at basic service records and operating documents, and observing service to determine whether records and documents appear to reflect true levels of service delivery.  Input also is gathered from local disability organizations and customers.  Guidance also is provided that will assist in ensuring that service can be effectively monitored by transit agencies for capacity constraints.

An on-site assessment of ADA Complementary Paratransit service provided by 

Metro-Dade Transit Agency (MDTA) in Miami, Florida was conducted from February 12 through 15, 2001.  Planners Collaborative, Inc., located in Boston, Massachusetts conducted the assessment for the FTA Office of Civil Rights.  The assessment focused on compliance of MDTA’s ADA Complementary Paratransit service, known as STS (Special Transportation Services), with one specific regulatory service criterion: the “capacity constraints” criterion.  Section 37.131(f) of the regulations requires that ADA Complementary Paratransit services be operated without capacity constraints. 

This report summarizes the observations and findings of the on-site assessment of MDTA’s ADA Complementary Paratransit service.  First, a description of key features of the ADA Complementary Paratransit service is provided.  Then, a description of the approach and methodology used to conduct the assessment is provided.  The major findings of the assessment are summarized at the beginning of this report.  Observations and findings related to each element of the capacity constraint criterion are then summarized.  Recommendations for addressing some of the findings are also provided.

MDTA was provided with a draft copy of the report for review and response.  A copy of the correspondence received from MDTA documenting the transit agency’s response to the draft report is included as Attachment G.

Overview of the Assessment
As noted earlier, this assessment focused on compliance with the ADA Complementary Paratransit capacity constraints requirements of the regulations.  Several possible types of capacity constraints are identified by the DOT ADA regulations.  These include “wait listing” trips, having trip caps, or recurring patterns or practices that result in a substantial number of trip denials, and significantly untimely pick-ups, or excessively long trips.  Capacity constraints also include other operating policies or practices that significantly limit the amount of service to ADA Complementary Paratransit eligible persons.

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;

· Trip caps;

· On-time performance; and

· Travel times.

Observations and findings related to two other policies and practices that can limit availability of ADA Complementary Paratransit also were provided including:

· Determinations of ADA Complementary Paratransit eligibility and

· Telephone capacity.

ADA Complementary Paratransit eligibility determinations were assessed to ensure that service availability was not limited by inappropriate denials of eligibility for the service.  Telephone capacity was assessed because access to reservations and customer service staff is critical to accessing any paratransit service.

Pre-assessment

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 the ADA Complementary Paratransit service is structured;

· A copy of the current service provider contract;

· A copy of the operator manual, which details service policies and procedures to drivers and employees;

· A copy of the passenger guide, which details service policies and procedures to customers; and

· A description of the service standards adopted by MDTA related to telephone service; trip denials, if any; on-time performance; and travel times.

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

· Copies of completed driver manifests for recent months;

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

· A breakdown of trips requested, scheduled, and provided by STS;

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

· On-time performance information;

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

· Telephone call management records; and

· A list of recent customer complaints related to capacity issues (trip denials, on-time performance, travel time, and telephone access).

In addition to the review of data and direct observations, the Assessment Team conducted telephone interviews with seven customers and advocates.  These individuals were identified through local advocacy groups.  A sample of complaints filed during the last week of November 2000 also was reviewed.  There were no complaints on file with FTA.

On-site Assessment

The on-site assessment began with an opening conference, held on Monday afternoon, 

February 12, 2001.  MDTA representatives attending the meeting included Sylvia Crespo-Tabak, Chief/Office of Fair Employment and Labor practices; David R. Fialkoff, PE, Chief/Service Planning and Mobility Planning Division; Christina Sizemore, General Manager/Paratransit Operations; Aimee O. Martinez, Manager/Paratransit Operations; and Ruby Adams, Customer Relations.  Don Kidston, Brian Barber and David Loutzenheiser of Planners Collaborative Inc. represented the FTA Assessment Team.  Ms. Cheryl Hershey from the FTA Office of Civil Rights participated in the opening conference via telephone.

Ms. Hershey opened the meeting by explaining the purpose of the ADA Complementary Paratransit assessment.  She thanked MDTA staff for their assistance in providing the information requested and with on-site visit arrangements.  Mr. Kidston, the Assessment Team leader, then reviewed the proposed assessment schedule, a copy of which is provided as Attachment 1.   Final arrangements and plans were made for the staff and departments that would be visited each day.  MDTA staff indicated that they were happy to assist in any way during the course of the assessment.  
Following the opening conference, the Assessment Team visited the STS facility and met with managers and supervisors.  The team met with Ms. Sizemore to review the budget process.  They also reviewed information on customer complaints and customer eligibility. 
Tuesday morning, February 13, the Assessment Team observed the reservations/scheduling process at COMSIS and collected data on the handling of trip requests.  The Assessment Team members sat with three different schedulers and listened to calls as they were received.  Using splitters, two team members observed incoming reservation requests and one observed a call taker who also fielded ride inquiry calls.  Because many customers speak Spanish, it was not possible to monitor all conversations.  Basic information (e.g., date and time requested, origin and destination ambulatory or wheelchair user, whether the trip was scheduled or put on the pending list) was recorded for each call observed.  During the middle of the day the Assessment team interviewed David Naiditch, General Manager for COMSIS.  The team also began collecting and analyzing information on telephone service, scheduling and on-time performance.  In late afternoon the assessment team observed: central dispatch at COMSIS, schedule/dispatch of same day trips, and additional reservations.  Dispatch was observed Wednesday morning, February 14.  Two Assessment Team members observed dispatch at WRP Transportation and reviewed the driver logs and pullout reports.  The third Assessment Team member observed dispatch at Handi-Van Transportation.  During the middle of the day the assessment team continued to collect and review information on the telephone system, on-time performance and trip length.  In the late afternoon team members again observed dispatch.  Each team member observed an operator.  Team members visited Super Nice Limo, ZUNI Transportation and AMC Medical Transportation.  
On Thursday, February 15, the Assessment Team prepared for the exit conference, which was held at 1:00 PM that afternoon.  During the exit conference, the Assessment Team presented preliminary findings and these findings and recommendations were discussed with MDTA staff.  Everyone who participated at the opening conference was present at the exit conference with the exception of Ms. Sizemore and Adams.  Roberta Wolgast and Mary Elizabeth Peters of the FTA Office of Civil Rights participated in the exit conference via telephone conference call.
Background

The Miami-Dade Transit Agency, created in 1960 by the Dade County commission serves nearly 300,000 daily passengers with four transit services: rapid rail (Metrorail), a downtown people mover (Metromover), bus, and paratransit.  
MDTA provides bus service on 76 routes.  Metrobus serves 62 routes, and 14 routes use bus ways.  As of March 31, 2001, MDTA’s fixed route bus fleet consisted of 669 vehicles.   Four hundred fifty-nine buses, or 76 % of the fixed route fleet, are equipped with wheelchair lifts. Fixed route service is generally available seven days a week.  MDTA provides Metrobus weekday service from 4:00 AM until 2:30 AM, Metrorail from 4:30 AM to 12:45 AM, and Metromover from 5:30 AM to 12:30 AM.  The regular one-way fare is $1.25 for Metrorail and bus service, $1.50 for express bus and $0.25 for Metromover and Shuttle Bus.  Bus-to-Metrorail transfers are offered at $0.50 and Metromover to Metrorail at $1.00.  Half fares (rounded down to the nearest $.05) are offered to people with disabilities, medicare cardholders, qualified elderly people, and youth in grades 1-12

Description of the ADA Complementary Paratransit Service
MDTA provides ADA Complementary Paratransit service through its Special Transportation Service Program, which is located at 2775 S.W. 74 Avenue in Miami.  MDTA provides in-person customer eligibility assessments for use of STS.  The service itself is provided through a five-year contract with COMSIS Mobility Services, Inc., which functions as a service broker.  COMSIS offices are located at 815 N.W. 57th Avenue, Suite 130 in Miami.  COMSIS receives trip reservations, schedules service, provides central dispatch services, and late-ride assistance.  COMSIS has contracts with 6 primary carriers who dispatch and operate service.  The six carriers are:

	AMC Medical Transportation

AMR (American Medical Response)

6605 N.W. 74th Avenue

Miami, FL 33166

(305) 888-4100


	Super Nice Limo (SNL)

Medical Care Transportation

2766 N.W. 62nd Street

Miami, FL 33147

(305) 642-2525

	Hand-Van Transportation

55 N.W. 119th Street

Miami, FL 33168

(305) 751-1236


	WRP Transportation

9822 N.E. 2nd Avenue, Suite 2

Miami, FL 33138

(305) 759-7882

	Minority Mobile Systems (MMS)

4150 N.W. 7th Street

Miami, FL 33126

(305) 642-2525
	ZUNI Transportation

23635-A South Dixie Highway

Miami, FL 33032

(305) 258-9864


COMSIS also has contracts with three taxi companies to provide back-up service.

A copy of MDTA’s ADA Complementary Paratransit rider’s guide, called STS RIDER’S GUIDE, is included as Attachment B.   
MDTA’s ADA Complementary Paratransit service area includes an area .75 miles on either side of MDTA’s fixed routes.  The service area includes most of Miami-Dade County and a portion of Broward County bound by Ocean Drive, NE/NW 11 Street, Hallandale, I-95, Hallandale Beach Boulevard/Miramar Parkway and Red Road.  
As of September 2000, there were 15,931 ADA Complementary Paratransit eligible riders in MDTA’s client population.  Eligible riders make approximately 4,000 trips per day.
Service is provided seven days a week from 4:30 AM to 2:30 AM.  These service hours are roughly equivalent to the fixed route service hours.   Fares range from a base fare of $2.50 to $4.00 per one-way trip. The one-way base fare for all ADA Complementary Paratransit eligible passengers and companions is $2.50.  An additional $.50 is charged for each transfer that would be required if the trip were being made by fixed route.  Fare payment is by exact cash fare or fare vouchers.  Fare vouchers may be purchased through COMSIS.  Personal Care Attendants (PCA) ride for free but must be pre-approved by the STS Certification Office.  Certified STS riders are also entitled to ride Metrobus, Metrorail and Metromover for free by showing their STS picture identification card.  MDTA allows one companion to ride with an STS certified customer as long as they are picked up and dropped off at the same locations.  Additional companions also may ride as space permits.  MDTA requires children 12 years of age and younger to ride with a PCA.

Reservations are accepted between 8:00 AM and 5:00 PM daily.  Requests may be made from 1 to 14 days in advance of the trip.  Same-day service is not generally available but may be provided.  Reservations are entered into a computerized scheduling program as open (unscheduled requests) trips.  The computer provides a schedule time based on a routine which spreads trips around commonly requested times (such as on the hour).  Schedule times are confirmed while the customer is on the phone.  This process is described in more detail later in this report in the section, Observations Regarding On Time Performance.

MDTA requests passengers to call to cancel trips as early as possible but at least 1 hour in advance of the trip.  There is a dedicated telephone number for cancellations.  The cancellation line is checked periodically by the schedulers/dispatchers.  In addition to the reservations and cancellation telephone numbers, there is a toll-free late-vehicle assistance number as well as a TTY number for persons who have hearing or speech impairments.  MDTA has a stated passenger no-show policy for STS customers.  The policy is described in the STS RIDER’S GUIDE. 
Policies and Service Standards Related to Capacity Issues

MDTA has established policies for STS telephone capacity, trip denials, on-time performance, and trip length, but has not established service standards and policies related to missed trips.  The stated service standards are described below.

· Telephone Capacity: There are two call taking standards in section 21.0 of MDTA’s contract with COMSIS.  “Average speed of answer from time caller is in the queue to the time the caller actually talks to an agent – 45 seconds.”  “Average rate of abandonment…of calls in the queue (for more than ten seconds)… should not exceed 10%.

· Trip Denials: Trip denials should not exceed 1 % of total trips provided.

· On-Time Performance: The STS RIDERS GUIDE indicates that passengers will be picked up 10 minutes before to 20 minutes after the scheduled pick-up time.  MDTA’s objective is 95% on time performance. 

· Travel Time: MDTA’s travel time standard, as defined in section 1.38 of the contract with COMSIS, states, “that riders travel time does not exceed comparable travel time on mass transit (currently 12 miles per hour on average).” 

Consumer Comments
Ten consumer representatives were contacted in seven telephone interviews to solicit their comments on MDTA’s ADA Complementary Paratransit service.  Most of the interviewees were social workers and transportation coordinators for area medical institutions.  The results of interviews with consumer representatives are addressed in the applicable sections of this report.  

The assessment team interviewed MDTA staff regarding policies and procedures in addressing customer complaints.  The STS RIDER’S GUIDE encourages customers to notify MDTA of STS service complaints and commendations.  Both a telephone number and mailing address are provided for customers wishing to register complaints and commendations.  Customers are encouraged to register their complaint by the end of the day following the service incident.  (See Attachment B - STS RIDER’S GUIDE, pps. 20-22.)  According to MDTA staff, MDTA assigns call takers dedicated to receiving STS complaints/commendations between the hours of 7:00 AM and 6:00 PM.  In addition to complaints received by MDTA, in accordance with section 16 of its contract, COMSIS also receives and records complaints regarding late vehicles.  All other customers wishing to register service complaints are referred to MDTA.  Excerpts from the COMSIS contract appear in Attachment C.  According to MDTA staff, each day COMSIS faxes a copy of all complaints it receives to MDTA.  All of the day’s complaints are then entered into a database for tracking.  According to the COMSIS contract and MDTA procedures, all complaints are referred to COMSIS for disposition within 10 days of receipt.  Standard forms are used to track and report on complaints.  A sample of the forms used to respond to a complaint appears in Attachment D.  If the COMSIS response is appropriate, the response is forwarded to the customer who registered the complaint.  In instances requiring a more extensive reply, MDTA responds with a letter to the customer.  The COMSIS contract requires submittal of a weekly report on complaints to MDTA.  Complaints are also summarized in MDTA Paratransit Operations Monthly Reports.  A copy of the STS exhibits from the report for September 2000 appears in Attachment E.  The COMSIS contract provides for assessment of liquidated damages to COMSIS for late trips in excess of 2% of completed trips for each weekly billing period.      

MDTA receives approximately 1200 complaints per month, 50% of which are received directly and 50 % from COMSIS.  According to MDTA staff, most complaints are by telephone with very few by mail or E-mail.   In addition to reviewing MDTA Paratransit Operations Monthly Report for September 2000, the assessment team reviewed documentation on 8 complaints for incidents that occurred between November 22 and 29, 2001.  The results of the review of complaints are addressed in the applicable sections of this report.
The FTA Office of Civil Rights has no formal complaints against MDTA’s ADA Complementary Paratransit service on file.  

Summary of Findings

The following summarizes the findings made as a result of the assessment.  The bases for these findings are addressed in the following sections of this report.  

Findings Regarding ADA Complementary Paratransit 

Eligibility Determinations
1. According to MDTA representatives, MDTA has no age restrictions for people who use their fixed route service.  MDTA’s policy that children 12 years of age and younger must travel with a PCA, as stated in the STS RIDER’S GUIDE could be considered a denial of service for ADA Complementary Paratransit eligible individuals who are 12 years of age or younger, since there is no similar requirement for fixed route service.

2. MDTA’s STS Options Program, as described on its web page, required STS certified individuals who accepted a free pass for fixed route service to not use the STS door-to-door paratransit service.  This requirement could be considered a denial of service to ADA Complementary Para transit eligible individuals.  MDTA officials indicated that the web page was in error, deleted it from their web site, and inserted a corrected replacement page before the assessment was completed.

3. Other than as cited in findings 1 and 2, MDTA does not appear to deny ADA Complementary Paratransit certification to individuals who are ADA Complementary Paratransit eligible.

4. Applications for eligibility appear to be processed in 21 days or less from the time an applicant submits a completed application.

5. MDTA has a proper administrative appeals process in place for applicants who are denied eligibility.

Findings Regarding Trip Reservations

1. 49 CFR ss 37.131 (f) states that “the entity shall not limit the availability of complementary paratransit service to ADA paratransit eligible individuals by (3) any operational pattern or practice that significantly limits the availability of service to ADA eligible persons. (i) Such patterns or practices include but are not limited to (B) substantial numbers of trip denials or missed trips.”  MDTA’s stated objective is that trip denials not exceed 1 % of trips provided.  FTA interprets the capacity constraint prohibition on denials to mean that a transit agency must design, budget and operate its system with a goal of zero denials.  MDTA’s stated goal of maintaining no more than 1% denials is contradictory to this interpretation and is in our opinion a built-in capacity constraint.   

2. During the period July 1, 2000, through January 31, 2001, approximately 19% of customers calling STS abandoned their phone calls.  For one sample day, 98 % of those who abandoned calls did so after waiting for more than 5 minutes.  The long times required to complete a reservation could be considered an operational pattern or practice that significantly limits the availability of service to ADA eligible persons.

3. MDTA STS reservations process appears to conform with 49 CFR ss 37.131 with respect to the following: 

· Reservations appear to be accepted for next day service, and in fact STS accepts same day trip requests;

· Trip requests are taken within the normal business hours of MDTA (8:00 AM to 
     5:00 PM);

· Trip requests appear to be scheduled within one hour of the time requested by the customer;

· Trips appear to be scheduled without regard to trip purpose;

· Service hours for ADA Complementary Paratransit service (4:00 AM to 2:00AM) appear to be comparable to fixed route service;

· The assessment team observed no indications of the use of wait lists to reserve trips; and

· The assessment team observed no indication of trip denials in the reservations process.

Findings Regarding On-Time Performance
1. Based upon a randomly selected sample of 278 trips, 78% of the completed passenger trips served by the primary carriers were performed on time within the STS service window.  Seven percent of the trips were performed early and 15% of the trips were performed late. 

2. MDTA does not measure actual on-time performance.  Instead, MDTA measures only complaints for late or missed trips and assesses liquidated damages to its contractors on this basis.  

3. Confirmation of customer no-shows requires five communications after a three-minute wait for the customer.  The time required to confirm customer no-shows could contribute to service delays.

4. Passenger equipment and driver staffing appear to be adequate to serve scheduled trips.  However, two operators indicated that driver recruitment and retention were challenges.  

5. Schedules appear to require extensive review and refinement to avoid illogical routing of vehicles.  The broker and operators appear to cooperate effectively in correcting and refining the computer generated schedules.

6. Payment of drivers on a per trip basis could result in drivers pressuring passengers to leave before the pick up window as a means of completing more passenger trips during a work shift.  It may also deter drivers from reporting when they are behind schedule in order to avoid losing passenger trips through reassignment.

Findings Regarding Travel Time
1. MDTA does not appear to have a substantial number of ADA Complementary Paratransit trips with excessive trip lengths.  

2. Use of an “average” fixed route travel time as a standard for STS trip duration could result in STS trips that are substantially longer in duration than high speed fixed route trips to the same origin and destination.

3. Other than complaint monitoring, MDTA does not monitor STS trip length.   

Observations Regarding ADA Complementary Paratransit Eligibility Determinations

The Assessment Team reviewed the process used to determine ADA Complementary Paratransit eligibility to assess whether determinations were being made in a timely way and to assess whether determinations appeared to accurately reflect the functional abilities of applicants.  The process was assessed as follows:

· The current process was discussed with riders and recent applicants; 

· An understanding of MDTA eligibility policies and procedures was developed through interviews of MDTA staff and a review of reports; and

· The timely processing of applications was assessed by comparing the dates on determination letters to the dates of receipt of several randomly selected applications.

Consumer Comments

Riders and advocates contacted prior to and during the assessment were asked about the timeliness of processing of applications and also about the accuracy and fairness of determinations.  Two of the seven people interviewed identified a long period required for enrollment as an issue.  One identified a rule requiring that children 12 years of age and younger be accompanied by a Personal Care Attendant (PCA) as restrictive.  No issues were raised regarding eligibility determinations or the appeals process.  One of the customer complaints reviewed by the assessment team indicated that a customer had been denied service because her file had not yet been established in the reservations system one week after her eligibility determination.  The resolution of the complaint indicated that the problem arose from an incorrect certification number on her eligibility certification forms. 
Overview of Eligibility Policies

The STS RIDER’S GUIDE and MDTA’s web site were reviewed to identify information provided prospective riders regarding eligibility to use MDTA’s ADA Complementary Paratransit service, STS.  The STS RIDER’S GUIDE does not prominently identify STS as ADA Complementary Paratransit service.  This could be confusing to people moving from other cities or visitors who recognize ADA Complementary Paratransit but not STS.  Page 10 of the STS RIDER’S GUIDE indicates that “children 12 years of age and younger must travel with a PCA.”  49 CFR 37.123 requires that public entities provide service to ‘ADA Complementary Paratransit eligible individuals.’  Absent a similar requirement for fixed route service, implementation of this policy could be considered a denial of service for an ADA Complementary Paratransit eligible individual who is 12 years of age or younger.

As with the STS RIDER’S GUIDE, the Metro-Dade web page for STS Options Program does not prominently identify STS as an ADA Complementary Paratransit service.  Also, the web page describes a free Metropass, which permits free use of the fixed route system as an alternative to STS certified individuals to the use of STS service.  The text read, “Those accepting the free Discount Metropass cannot use the STS door-to-door paratransit service during participation in the STS Options program.”  Some ADA Complementary Paratransit eligible individuals may have disabilities that permit them to use fixed route service some of the time or for some trips.  Requiring eligible individuals to make a choice between fixed route service and ADA Complementary Paratransit service, could be considered a denial of service to those individuals when they are not well enough to use fixed route service or the travel path via fixed route service is not accessible.  Also, the policy stated on the web page appears to conflict with MDTA policy as stated in the STS RIDER’S GUIDE.   The RIDER’S GUIDE allows STS certified individuals to use fixed route service for free.  MDTA officials indicated that the web page was in error and deleted it from their web site by the end of the field assessment.  A copy of a replacement web page that describes MDTA’s STS Free-Fare Program appears in Attachment F.    

Overview of the Eligibility Procedures 

On Monday, February 12, a member of the Assessment Team met with and interviewed the MDTA staff member responsible for reviewing applications for service eligibility.  The ADA Complementary Paratransit eligibility process begins with a telephone call from the prospective STS user to the STS Certification/Enrollment Office.  The MDTA reviewer mails an application to the customer.  After the prospective customer completes the application and obtains medical documentation of the condition that prevents them from using fixed route transit service, he/she calls MDTA to schedule an appointment for an interview.  Interviews are scheduled at STS offices.  Off site interviews are also scheduled as needed.  The appointment is usually scheduled for a time within 15 days of the telephone call.  Prior to or during the interview MDTA staff reviews the application and associated medical documentation.  Based upon the documentation and the interview, MDTA staff makes a determination as to whether the applicant is eligible for STS service or not.  If the applicant is found to be eligible they are granted eligibility and their information is added to the computer file of active STS riders and provided to COMSIS.  If the applicant does not have medical documentation, but is, in the judgment of the MDTA reviewer, eligible for service, the applicant is granted presumptive eligibility until medical documentation is reviewed and a final determination can be made.  If an applicant is denied eligibility, they are advised of the appeals process.  An MDTA supervisor reviews appeals for final determination of eligibility.  The eligibility process is documented in MDTA’s computer system. 

Review of Application Reports
According to an MDTA Paratransit Operations Monthly Report for September 2000, the STS client population was 15,931, with a range in the previous year from 14,932 to 18,435.  The addition of new clients and the deletion of clients who no longer use the service from the client list create fluctuations in the size of the client population.  From 255 to 430 applicants per month were interviewed by 5 MDTA staff members between October of 1999 and September of 2000.  Accordingly, interviewers met with from 2 to 5 applicants per day during this period.  

MDTA’s Paratransit Operations Monthly Report for September 2000 was reviewed to assess the certification process.  Monthly statistics were reviewed to provide an overview of certification requests as they are processed through the system.  Because some applicants might begin the process in one month and complete it in another, monthly totals for each step in the process are unlikely to balance precisely.  However, the monthly statistics do provide a sense of the volumes and proportions of certification requests that MDTA processes.  In the year ending on September 30, 2000, MDTA recorded and mailed applications for 18,744 requests for STS eligibility.  Five hundred seventy-one (3%) applicants were granted eligibility without an interview; 5,705 

(30% of the applicants) requested and were scheduled for interviews; and 4,294 (75% of the scheduled interviews) were conducted.  Of those interviewed, 3,455 (80% +) were certified as eligible for service, and 652 (15% +) were denied eligibility.  One hundred sixty-four (25% of those denied eligibility) appealed the denial.   

Review of a Recent Sample of Eligibility Determinations

In addition to review of MDTA’s reports, the assessment team reviewed the eligibility files of 12 applicants.  Applications covered the period from December 1989, to December 2000, with 7 for the year 2000 and 2 for 1999.  Of the twelve records reviewed, 9 applicants were granted eligibility on the day of the interview.  Of these 9 applicants, 2 were granted presumptive eligibility until their medical records were provided.  They were subsequently granted regular eligibility.  It appears that these 9 applicants brought their applications to the interview.  Two other applicants, who apparently submitted their applications by mail, were granted eligibility in 5 and 13 days.  One applicant was granted eligibility in response to an appeal of an earlier denial.  The appeal was reviewed and eligibility granted within 7 days of the filing of the appeal.           
Findings 
1. According to MDTA representatives, MDTA has no age restrictions for people who use their fixed route service.  MDTA’s policy that children 12 years of age and younger must travel with a PCA, as stated in the STS RIDER’S GUIDE could be considered a denial of service for ADA Complementary Paratransit eligible individuals who are 12 years of age or younger, since there is no similar requirement for fixed route service.

2. MDTA’s STS Options Program, as described on its web page, required STS certified individuals who accepted a free pass for fixed route service to not use the STS door-to-door paratransit service.  This requirement could be considered a denial of service to ADA Complementary Para transit eligible individuals.  MDTA officials indicated that the web page was in error, deleted it from their web site, and inserted a corrected replacement page before the assessment was completed.

3. Other than as cited in findings 1 and 2, MDTA does not appear to deny ADA Complementary Paratransit certification to individuals who are ADA paratransit eligible.

4. Applications for eligibility appear to be processed in 21 days or less from the time an applicant submits a completed application.

5. MDTA has a proper administrative appeals process in place for applicants who are denied eligibility.

Recommendations
1. It is recommended that MDTA review and revise its policy that children 12 years of age and younger must travel with a PCA to assure that ADA Complementary Paratransit eligible individuals who are 12 years of age or younger are not unfairly denied service.

2. It is recommended that any MDTA requirement that STS certified individuals who accept a free pass for fixed route service not be allowed to use the STS door-to-door paratransit service be eliminated and that STS certified customers be informed of the revised or corrected policy.  

Observations Regarding Trip Reservations 

In reviewing the trip reservations process, the assessment team interviewed consumers, reviewed information provided by MDTA: including its January 29, 2001 letter of response to FTA’s request for information; a copy of the STS RIDER’S GUIDE; the contract with COMSIS; the service provider; and MDTA’s Paratransit Operations Monthly Report for September 2000.  In addition, the assessment team conducted interviews with MDTA and COMSIS staff, observed the ADA Complementary Paratransit Reservations process, and reviewed information from the STS telephone management reporting system.  On Tuesday morning, February 13, the assessment team observed the ADA Complementary Paratransit reservations process at COMSIS and collected data on the handling of trip requests.  The Assessment Team members sat with three different schedulers and listened to calls as they were received.  Using splitters, two team members observed incoming reservation requests, and one observed a call taker who also fielded ride inquiry calls.  Because many customers speak Spanish, it was not possible to monitor all conversations.  Basic information (e.g., date and time requested, origin and destination ambulatory or wheelchair user, whether the trip was scheduled or put on the pending list) was recorded for each call observed.

Consumer Comments

Of the seven parties interviewed, one cited lengthy delays in getting through to STS by telephone.  Based upon a review of MDTA reports there were 60 “phone difficulties” complaints for the year ending September 30, 2000.  These 60 complaints comprise 0.4 % of all complaints recorded by MDTA.  One of eight recent complaints reviewed by the assessment team indicated that a customer calling for late assistance received a recording that was difficult to hear and that her call was not answered.  The response provided by COMSIS indicated that the recording had been repaired but that customers would have difficulty getting through on the phones during peak periods.  

Policies and Procedures

According to the STS RIDER’S GUIDE, trip reservations may be scheduled from 1 to 14 days in advance of the expected travel day.  The STS page on the MDTA web site indicates that trip reservations must be made one day in advance.  Customers are asked to provide the time they would like to arrive at their destination or their desired pick-up time as well as return time.  Customers are advised that the available scheduled time may vary from the desired time by one hour.  Subscription service is offered for customers who make the same trip at least once a week for at least one month.  Reservations are accepted daily between the hours of 8:00 AM and 5:00 PM.  Although Section 20 of the COMSIS contract requires that COMSIS assign reservations personnel to cover the telephone lines from 7:00 AM to 5:00 PM seven days a week, MDTA staff indicated that the reservation hours are from 8:00 AM to 5:00 PM as indicated in the STS RIDER’S GUIDE.   MDTA’s standard for time allowed to respond to telephone calls is 45 seconds from the time the caller enters the telephone queue until the caller actually speaks to an agent.  The standard for abandoned calls is an average rate of 8 % after ten seconds.  Section 29 of the COMSIS contract assigns bonuses when the average speed of the answer is less than 30 seconds and the average rate of abandonment does not exceed 6 %.  Liquidated damages (penalties) are assessed when the average response time exceeds 60 seconds and the rate of abandonment exceeds 10 %.  Section 20 of the COMSIS contract requires that call takers be trained, be knowledgeable in all aspects of service operation, and be courteous and polite. 

If a reservation for either the going or return trip is denied, MDTA counts that trip as a trip denial.  MDTA’s objective is that trip denials not exceed 1 % of trips provided, and that no trips be denied in the reservations process.  

All trip requests are taken at COMSIS’ offices by COMSIS staff.  COMSIS has three phone numbers for incoming calls.  One number is for reservations, one for subscription service changes, and one for late vehicle assistance and cancellations.  COMSIS has a staff of 31 call takers comprised of 15 reservation clerks and 16 reservation/customer service agents.  This staff mans 21 stations.  The reservation/customer service staff is assigned to either function as needed.

Telephone Management Reporting System

COMSIS uses the Sentinel Report System to monitor performance of the telephone reporting system.  The system provides detailed information including the number of incoming calls, calls answered, calls delayed, delay times and calls abandoned by hour of day.  

The assessment team reviewed the number of abandoned calls from STS telephone reports for the period of July 1, 2000, through January 31, 2001.  For this period, 85,998 of 546,026 incoming calls or 19 % were abandoned.  Abandonment rates by time of day were reviewed for the month of October 2000, in order to assess a temporal pattern of abandonment of calls.  For this month abandonment rates were 15 %.  As exhibited in Table IV-1, abandoned calls as a percentage of incoming calls ranged from in excess of 10 % to more than 50 % at different hours of the day with peaks at mid-day and late afternoon.  

Table IV-1:  Calls Abandoned by Time of Day
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In order to assess whether these high abandonment rates were indicative of long hold times the assessment team randomly selected one day for an analysis of length of time on hold before abandoning the call.   For the selected day, Monday, February 5, 2001, the call volume of 2,240 is below the daily average of 4,000 plus calls.  Also the abandonment rate for this day was relatively high, 36 % rather than the 19 % average.  The results in Table IV-2 appear to indicate that hold times are substantial with 98 % of the 813 abandoned calls on hold for more than 10 minutes.  Of those who abandoned their calls, 55  % waited 30 minutes or more before hanging up.     

Table IV-2:  Calls Abandoned by Time on Phone
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Observations of Reservations

The assessment team observed approximately 5 call takers receiving calls on February 13.  One hundred twenty-seven calls were observed of which 48 were customer service calls.  On the day of the observation several streets were blockaded as the result of a police incident.  As a result there were a number of calls related to associated service disruptions.  

All of the call takers observed were fluent in both Spanish and English.  Approximately 60% of the customers who called spoke Spanish and 40% spoke English.  Calls for same day service and cancellations were rerouted to a customer service representative.  It is STS’ practice to accept same day trip requests.  For trip requests, call takers accepted either pick-up or drop-off times.  The request was entered into the scheduling system as an open trip.  Based upon the requested time, the computer generates a pick-up time.  The time is generated in part by a randomizer, which spreads times evenly over a period of time (usually within 8 minutes before and after the requested time) to avoid bunching of trip requests on the hour or half hour.  All observed trip requests were accepted and entered within one hour of the requested time.  The team observed no trip denials or wait listing of trips.  All observed trip requests for next day service were accepted and entered into the computer.

Observations of the reservations process failed to identify the cause of relatively high percentages of abandoned calls.  The assessment team reviewed COMSIS staffing schedule for the reservations and customer service operation for one day, Friday, February 23.

Table IV-3:  Reservations and Customer Service Assignment
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The review of staffing as shown in Table IV-3 does not indicate an irregular pattern of staffing that would contribute to the number of abandoned calls at any particular hour of day.
Findings 

1. 49 CFR section 37.131 (f) states that “The entity shall not limit the availability of complementary paratransit service to ADA paratransit eligible individuals by (3) any operational pattern or practice that significantly limits the availability of service to ADA eligible persons. (i) Such patterns or practices include but are not limited to (B) substantial numbers of trip denials or missed trips.”  MDTA’s stated objective is that trip denials not exceed 1% of trips provided.  FTA interprets the capacity constraint prohibition on denials to mean that a transit agency must design, budget and operate its system with a goal of zero denials.  MDTA’s stated goal of maintaining no more than 1% denials is contradictory to this interpretation and is in our opinion a built-in capacity constraint.  

2. During the period July 1, 2000, through January 31, 2001, approximately 19% of customers calling STS abandoned their phone calls.  For one sample day, 98 % of those who abandoned calls did so after waiting for more than 5 minutes.  The long times required to complete a reservation could be considered an operational pattern or practice that significantly limits the availability of service to ADA eligible persons.

3. MDTA STS reservations process appears to conform with 49 CFR ss 37.131 with respect to the following: 

· Reservations appear to be accepted for next day service, and in fact STS accepts same day trip requests;

· Trip requests are taken within the normal business hours of MDTA (8:00 AM to 

5:00 PM);

· Trip requests appear to be scheduled within one hour of the time requested by the customer;

· Trips appear to be scheduled without regard to trip purpose;

· Service hours for ADA Complementary Paratransit service (4:00 AM to 2:00AM) appear to be comparable to fixed route service; 

· The assessment team observed no indications of the use of wait lists to reserve trips; and

· The assessment team observed no indication of trip denials in the reservations process.

Recommendations
1. It is recommended that MDTA review its stated standard for trip denials so that its goal is not incorrectly interpreted as planning for trip denials.  This can be accomplished by establishing a goal of zero trip denials while acknowledging that causes beyond MDTA’s control may prevent achievement of this goal.

2. It is recommended that MDTA review the staffing of its trip reservations operation with its contractor to assure that sufficient resources are provide to avoid substantial numbers of significant delays in calling to make trip reservations and take actions as necessary to reduce the number and length of customer hold times. 

Observations Regarding On-Time Performance

In observing on-time performance, the assessment team interviewed consumers, reviewed information provided by MDTA including: its letter of January 29, 2001; a copy of the STS RIDER’S GUIDE; the contract with COMSIS; the service provider; and MDTA’s Paratransit Operations Monthly Report for September 2000.  The assessment team conducted interviews with MDTA and COMSIS staff regarding scheduling and dispatching procedures.  The team observed central dispatching at COMSIS on Tuesday, January 13.   The team also observed dispatching at four of the six primary service operators, WRP, Super Nice Limo, Handi-Van and ZUNI, on Wednesday, January 14th.  Finally the assessment team tabulated a sample of completed trip manifests.  

Consumer Comments

Consumer representatives identified three on-time performance related issues:

· Of the seven parties interviewed, one indicated that drivers pressure customers to leave before their negotiated pick-up time;

· Three interviewees indicated that drivers won’t wait for customers if they are not prompt in appearing to board the vehicle;

· One interviewee indicated that passengers are dropped off late for appointments; and

· Four of the seven parties interviewed said that pick-ups are late by as much as 1 hour or more, particularly at the end of the day.

Of the 15,748 complaints reported by MDTA for the year ending on September 30, 2000, 12,475 (79 %) were for late pick-ups or missed pick-ups.  There were 1,389 complaints for missed pick-ups.  The total recorded complaints were for 2 % of all 813,829 trips served during this period.  

Policies and Procedures

In the STS RIDER’S GUIDE MDTA states that Rider’s have the right to “pickups within 10 minutes before to 20 minutes after the negotiated reservation time.”   Section 1.53 of the COMSIS contract also identifies the “pick-up” window as “ten minutes before and twenty minutes after the negotiated pick-up time.”  In its January 29, 2001, letter, MDTA cites 95 % on-time performance as its objective.  MDTA monitors on time performance through its complaint process.  Section 29.1.2 of the COMSIS contract provides for imposition of liquidated damages when service related complaints for late pick-ups exceed 2 % of total trips provided.  Penalties are assessed in increasing amounts for trips that are 21-40 minutes late, 41-60 and 61 minutes or more late.

Sections 18.1 and 18.5 of the COMSIS contract address procedures for early vehicle arrivals and customer no-shows.  The contract states that “Rider(s) cannot be required to leave prior to the scheduled pick-up service window start time but may choose to do so at the rider(s) discretion.”   If the vehicle arrives within or after the pick-up window, the driver must wait three minutes after the arrival time before contacting the dispatcher.  The operator’s dispatcher will then contact the COMSIS dispatcher who will attempt to contact the customer.  If the COMSIS dispatcher is unable to confirm with the customer that they are taking the trip, the customer is recorded as a no-show and the driver is released to leave without the customer.

Scheduling Observations 

The assessment team interviewed and observed COMSIS schedulers.  After negotiated passenger trips are entered into the computer system by call takers, the trips are scheduled for service.  The scheduling process employed by COMSIS can be described as three tiered with schedule refinement continuing into the service day.  The first tier is the scheduling of subscription trips; the second tier is completing the schedule for the service day; and the third tier is real time scheduling during the service day.  The passenger trips are entered into the computer system on an open run.  (An open run is a holding place for trip requests until the trip can be assigned to a run that has a vehicle and driver assignment.)  Using a randomizer the negotiated trips are scheduled throughout the hour rather than bunched at the hour or half hour.  Trapeze software is used for scheduling.  The computer-generated schedules are reviewed and adjusted by schedulers, as schedules are refined.  Approximately 4,000 passenger trips are scheduled for a typical service day.  Of this number approximately 60 % (2,400) are subscription trips.  One scheduler handles all of the subscription, or standing order trips.  Most subscription trips are assigned well in advance of the service day.  Approximately 1,800 of the subscription trips are assigned to subscription runs and 600 plus are assigned to open runs (runs that are open to receive additional passenger trips).  The subscription trips are constantly changing with approximately 250 new trips for each service day.  The scheduler works the new subscription trips into runs on an ongoing basis up until the service day.

The next day scheduler addresses the non-subscription trip requests.  Trips are first assigned to runs by the computer and reviewed by the scheduler for logic, and compliance with scheduling parameters including drop off times, pick-up windows and trip times.  Remaining open trips are sorted for pick-up time and reviewed for location and manually entered into runs. 

The number of runs on a typical day (January 24, 2001) is presented in Table V-1.

Table V-1:  Carrier Run Assignments

	Carrier
	Ambulatory Runs
	Wheel Chair Runs
	Total

	AMC
	26
	15
	41

	HV
	15
	10
	25

	MHS
	19
	8
	27

	Super Nice Limo
	27
	15
	42

	William R. Perry
	17
	6
	23

	Zuni
	28
	14
	42

	Total
	132
	78
	210


As the schedules are being developed the operators also are allowed to review and adjust their runs until 5:00 PM on the day before service.  From 5:00 to 9:00 PM, runs are reviewed for quality control and additional trips are assigned as capacity permits.  Between 9:00 and 9:30 PM, the operators are again given access to the runs for further fine-tuning.  At 9:30 PM the runs are downloaded to the operator’s computers for further refinement.  In addition to assigned trips each carrier is given a proportionate share of open trips to incorporate into its runs.

During the service day a COMSIS scheduler/dispatcher assigns approximately 185 (150-200) open trips in real time.  These open trips include trips returned by the operators (50-100 trips) and same day trip requests.  Same day trip requests are accepted for medical emergencies and rescheduled customer no shows for both going and return trips.  The rescheduled customer no-shows result from passengers who were not ready for their scheduled pick-up requesting a later pick-up.  Among these trip requests are dialysis patients who may not be ready for their return trip at the scheduled pick-up time as a result of an unexpectedly long period of recovery from treatment.  According to COMSIS, approximately one third (60) of the open trips are customer no-shows.  Trips are assigned to operators based on geography with wheelchair trips assigned first.  Trips are assigned to both primary and back-up carriers with 86 and 108 trips assigned to back-up carriers on February 12 and 13 respectively.

COMSIS meets each Wednesday with the operators to coordinate scheduling and dispatching procedures.

MDTA Reports

For the month of September 2000, based upon customer complaints, MDTA reported 475 trip denials for trips that were either not served (vehicle no-show), or served more than one hour before or after the agreed upon pick-up time.  Trips for which there were no complaints were not counted.  According to MDTA’s Paratransit Operations Monthly Report for September 2000, these 475 complaints represented 0.56% of the total 85,471 trips served in September.  

MDTA does not directly measure late or missed trips.

Manifest Review

The assessment team reviewed a sample of manifests for completed trips to assess on-time performance.  Wednesday, January 10, was randomly selected for sampling trips.  Approximately 5 operator runs were randomly selected for each of the six primary service providers.  For each of these runs, completed passenger trips were randomly selected to compare actual pick-up times to the times negotiated with the customers.  It should be noted that this sample does not include trips that were not completed nor does it include trips that were assigned/reassigned to supplementary carriers.  The sample of 276 passenger trips is a little more than 5 % of the approximately 4,000 trips served in a day.

Table V-2:  On Time Performance  

	Carrier
	Observations
	On-Time
	Early
	Late

	 
	 
	Number
	%
	Number
	%
	Number
	%

	 
	 
	 
	 
	 
	 
	21-40 Minutes
	41-60 Minutes
	61 Plus Minutes
	Total
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	AMC Medical
	52
	45
	87%
	1
	2%
	6
	0
	0
	6
	12%

	Handivan
	44
	32
	73%
	3
	7%
	1
	6
	2
	9
	20%

	Minority Mobil Systems
	38
	28
	74%
	3
	8%
	2
	2
	3
	7
	18%

	Super Nice Limo
	47
	45
	96%
	0
	0%
	3
	0
	0
	3
	6%

	William R. Perry
	45
	34
	76%
	4
	9%
	2
	4
	1
	7
	16%

	Zuni 
	50
	32
	64%
	8
	16%
	8
	1
	1
	10
	20%

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	TOTALS
	276
	216
	78%
	19
	7%
	22
	13
	7
	42
	15%


The sample indicates that 78 % of the completed passenger trips served by the primary carriers were performed on time within the STS service window.  Seven percent of the trips were performed early and 15 % of the trips were performed late.  

Operator Observations

On Wednesday, February 14, assessment team members observed dispatch and operations at five of the primary operators.  Observations are as follows:

AMC

On the afternoon of Wednesday February 14, the assessment team visited the offices of AMC Medical (AMC) and interviewed management personnel and collected information on AMC operations.

AMC operates both medical transportation service as well as STS service.  STS service is provided from 4:00 AM to 2:00 AM each day.  Schedule manifests are reviewed at 4:00 AM every day.  Each driver picks up his manifest from his mail slot when he arrives for work. 

AMC’s procedure for customer no-shows is to have the driver look for the customer.  If unsuccessful the dispatcher telephones the customer.  If the customer can’t be contacted, the dispatcher calls COMSIS.  COMSIS confirmation of the customer no-show usually takes 4-5 minutes.  AMC confirms the customer no-show with a fax to COMSIS.  When drivers are running late they notify the dispatcher.  Back-up vehicles are assigned to serve the late customers with priority given to dialysis patients.  

AMC has a fleet of 107 vehicles for both its STS and medical services.  Fifteen of the vehicles are wheelchair-accessible.  Each vehicle is permanently assigned to a driver who is responsible for the cleaning and maintenance of the vehicle.   

AMC employs 132 drivers who are paid by the hour.  Fifty drivers are assigned to STS service.  On each workday, eighty percent of the drivers are assigned to work and 20 % are off.  The 20 % unassigned drivers and their vehicles are available as back up. Drivers are hired after a check of references and driving record and an interview.  All drivers undergo a drug test, 2-hour orientation and 2.5-hour training video and take a defensive driving course.  New drivers undergo 4-7 days of on the road training with a senior driver.  AMC indicated that driver turnover has been high in recent years because of the low pay rate.

Management indicated that scheduling is there biggest problem and has room for improvement.

WRP Transportation 

On the morning of Wednesday February 14, the assessment team visited the offices of WRP Transportation (WRP) at 9822 N.E. 2nd Avenue in Miami, and observed dispatch operations, interviewed management personnel and collected information on WRP operations.
The assessment team observed dispatch operations.  Activity was light and there was limited opportunity to track trips.

Operating procedures were reviewed with WRP management.  WRP provides ADA Complementary Paratransit service on Monday through Saturday each week.  WRP receives the schedules the evening before the service day.  Schedules are reviewed and revised before the service day.  Schedule review takes about 2 to 4 hours and results in returning about 5 passenger trips to COMSIS.  Long trips are assigned to drivers who are paid on an hourly basis.  Drivers report to work 45 minutes before their first trip.  Some drivers will have their assignments/manifests sent to their home before the service day in lieu of early check in.  Some drivers take vehicles home at night.  Drivers are instructed to check their vehicle each morning and, if there is a problem turn the vehicle in and take a spare vehicle.  In the event of passenger no-shows, WRP management indicated that the driver calls the dispatcher who either calls the customer or COMSIS.  When drivers are running significantly late the WRP dispatcher notifies COMSIS.

WRP has 26 vehicles, 5 of which are wheelchair-accessible, in its fleet.  The vehicle model years are 1997, 98 and 99.  Vehicle maintenance, which is sub-contracted, is performed at a yard 10 blocks from WRP’s offices.  Maintenance is performed on weekends and, on a limited basis, during mid days.   Of the 26 vehicles 23 are assigned STS runs leaving 3 vehicles (18%) of its fleet available as spares.  WRP is planning to consolidate its operation in one location and hire its own mechanic.   

As of January 30, WRP had a roster of 26 active drivers.  Half of the drivers work six days and are paid by the number of passenger trips served.  The other half are paid by the hour and are assigned to work on four days and serve as an “on call” back up on a fifth day.  Each day there are one or two on-site back-up drivers assigned and one or two on call. Of the 26 drivers, 8 have been with the 2-year-old company for two years, 10 for one year and 8 for less than one year.  Approximately one in ten driver trainees completes the training program. 

Management indicated that traffic and limitations to the scheduling software were constraints to scheduling.  Within these limits the schedules were described as adequate.  Management indicated that the scheduling coordination with COMSIS was good, describing the relationship as a partnership.  On a typical day the schedule for COMSIS has a few poorly routed trips.  WRP refines the schedules and returns about five trips to COMSIS each day.   WRP also accepts about 10 additional trips on a typical service day.   

Handi-Van Transportation

On the morning of Wednesday February 14, the assessment team visited the offices of 

Handi-Van Transportation at 55 NW 119th Street in Miami and observed dispatch operations, interviewed management personnel and collected information on Handi-Van operations.

The assessment team observed dispatch from approximately 7:00 AM to 9:00 AM.  During that period communications on approximately 42 issues were observed.  Ten topics related to coordination, including trip confirmations and traffic conditions; 18 calls related to customer-initiated adjustments; and 14 related to operator-initiated adjustments.  The customer related adjustments included trip cancellations (6), customer no shows (9), and special requirements (3).    The 14 operator adjustments were related to schedule changes (10), late pick-ups (2) and vehicle problems (2).  Of the 10 schedule items 6 related to schedule errors or refinements and 4 to real time schedule changes.

Handi-Van returns 2 runs to COMSIS every day to provide scheduling flexibility.  Also Handi-Van takes very few unassigned passenger trips.  Management indicated that coordination with COMSIS and other carriers is very good. 

Handi-Van has 28 vehicles in its fleet.  Of the 28 vehicles 25 are assigned STS runs leaving 3 vehicles (17%) of its fleet available as spares. 
Handi-Van has a roster of 27 SDS certified drivers.  Handi-Van management indicated that drivers, who are paid by the hour, are both difficult to recruit and retain.

ZUNI Transportation

On the afternoon of Wednesday February 14, the assessment team visited the offices of ZUNI Transportation (ZUNI) and observed dispatch operations, interviewed management personnel and collected information on ZUNI operations.
The assessment team observed dispatch operations.  Activity was light, and there was limited opportunity to track trips.  A customer no-show call was observed from one driver.  The dispatcher called COMSIS and was placed on hold while COMSIS attempted to contact the customer.  Because of the time elapsed, 3 minutes waiting for the customer, the call to the ZUNI dispatcher, the call to the COMSIS dispatcher, the customer call, and the responses, the driver was eager to leave and concerned about falling behind schedule.

ZUNI has 65 vehicles, 15 of which are wheelchair-accessible, in its fleet. ZUNI performs preventative maintenance while the vehicle dealer performs heavy maintenance under a warranty agreement.  Of the 65 vehicles, 42 are assigned STS runs.

ZUNI maintains a pool of 59 to 65 active drivers.  Forty-five or forty-six drivers are assigned each day with three or four of those drivers used as back-ups. 

Schedules require modifications to adjust for several vehicles routed to the same area.  When illogical scheduling is identified ZUNI will adjust the schedule and advise COMSIS.  COMSIS will in turn adjust its schedule.

Super Nice Limo

On the afternoon of Wednesday February 14, the assessment team visited the offices of Super Nice Limo (SNL) and observed dispatch operations, interviewed management personnel and collected information on SNL operations.

While observing dispatch, the assessment team tracked 19 passenger trips on 6 runs.  The trips included 3 pick ups and drop offs, 2 pickup only, 11 drop offs only, 1 cancellation, and 2 no shows.  Of the 5 pick-ups, 1 was on time, 2 were early and 1 was more than 20 minutes late.  Of the14 drop offs, 11 were early or on time, and 3 were later than the scheduled drop off time.  One trip was more than 20 minutes later than the scheduled drop off time.

Operating procedures were reviewed with SNL management.  SNL provides ADA Complementary Paratransit service between 4:00 and 2:00 AM seven days a week.  SNL receives the schedules the evening before the service day.  Management indicated that the schedules are good with the exception of a few bad trips.  Schedules are reviewed before the service day and provided to the drivers for review.  Drivers are given 35-40 minutes to review the schedules.  Some drivers take vehicles home at night.  Schedules are sent home to some of those drivers.  In addition to reviewing schedule manifests, drivers perform a daily pre-trip vehicle inspection using an FTA inspection form.  Vehicles are also periodically inspected and maintained as part of a DOT mileage based preventative maintenance program.  Regarding field operations, SNL management indicated that drivers are not allowed to pressure customers to leave before the pick up window.  Also, if drivers are unable to locate customers they call the dispatcher who then calls the customer.    

SNL has 49 vehicles, 12 of which are wheelchair-accessible, in its fleet.  The oldest vehicle model year is 1997.  Forty-two vehicles are assigned STS runs leaving 7 vehicles (17%) of its fleet available as spares.  In addition SNL has access to the fleet of its sister company, Medical Care Transportation, Inc. (MCT).  The two companies share the same building.  MCT owns 90 passenger vehicles of which 60 are wheel chair accessible.  SNL has its own tow truck and maintains its own equipment.

SNL has a roster of 57 active drivers.  Forty-two drivers are assigned each day with 6 or 7 as back up (14-16%).  The remaining drivers are unavailable (sick or on leave).  Secondary back-up drivers are also available from MCT.  The annual driver turn over rate is approximately 10 % a year at 5-6 new drivers each year.  Drivers are paid per completed passenger trip.     

SNL management indicated that the schedules they receive are pretty good to work with.  They require fine-tuning by dispatchers and drivers as described in the discussion of SNL’s procedures/practices.

Summary

Review of the operators indicates that operator capacity with respect to passenger equipment appears to be adequate, although some in-service vehicle failures were observed.  Likewise manpower appears to be adequate although there was variation among the five operators observed.  Two cited problems with either recruitment or retention, possibly attributable to pay rates.  In contrast SNL, which has the highest on time performance rate, has a relatively low driver turnover rate. 

Table V-3:  Operator Capacity 

	Operator
	Assigned Daily Runs
	Available Vehicles
	Available Drivers

	AMC
	41
	50
	50

	WRP
	23
	26
	24-25

	Handi-Van
	25
	28
	27

	ZUNI
	42
	65
	45-46

	SNL
	42
	49
	48-49

	Totals
	173
	218
	194-197


The most common problem cited by operators was schedules.  Almost all indicated that scheduling problems were exacerbated by traffic conditions in the Miami area.  Again SNL seemed to have the least problems with schedules.  SNL’s employment of a scheduling manager who has over 6 years of paratransit scheduling experience may be a significant contributor to its apparent ability to effectively schedule service.
Findings

1. Based upon a randomly selected sample of 278 trips, 78% of the completed passenger trips served by the primary carriers were performed on time within the STS service window.  Seven percent of the trips were performed early and 15% of the trips were performed late. 

2. MDTA does not measure actual on-time performance for all trips.  Instead MDTA measures only complaints for late or missed trips and assesses liquidated damages to its contractors on this basis.  

3. Confirmation of customer no-shows requires five communications after a three-minute wait for the customer.  The time required to confirm customer no-shows could contribute to service delays.

4. Passenger equipment and driver staffing appear to be adequate to serve scheduled trips.  However, two operators indicated that driver recruitment and retention were challenges.  

5. Schedules appear to require extensive review and refinement to avoid illogical routing of vehicles.  The broker and operators appear to cooperate effectively in correcting and refining the computer generated schedules.

6. Payment of drivers on a per trip basis could result in drivers pressuring passengers to leave before the pick up window as a means of completing more passenger trips during a work shift.  It may also deter drivers from reporting when they are behind schedule in order to avoid losing passenger trips through reassignment.

Recommendations

1. It is recommended that MDTA review its policies and practices to maximize actual on-time performance rather than only complaints about on time performance.  It is recommended that MDTA consider revising its operating contracts to measure and promote actual on-time performance rather than performance associated complaints. 

2. It is recommended that MDTA consider ways of expediting its procedure for confirmation of customer no-shows, perhaps by reducing the wait time to contact the customer and/or contacting the customer through the operator’s dispatcher rather than the broker’s dispatcher.

3. It is recommended that MDTA monitor driver recruitment and retention rates.  Should labor become a problem sufficient to impact service levels, MDTA may wish to consider requiring operators to meet base line driver compensation standards to assure adequate driver resources.   

4. It is recommended that MDTA and COMSIS review scheduling procedures to make schedules as effective as possible with the traffic congestion experienced in the Miami area.  Among areas for consideration are: 

· Replacement of the existing software with software that permits real time scheduling;

· Review the scheduling parameters in the existing software particularly as they reflect traffic congestion at certain hours of day;

· Increase efforts to manually refine schedules before the service day;

· More extensively use zones for assignment of trips to operators as a means of improving trip logic and facilitating schedule refinements.

5. It is recommended that MDTA carefully monitor on-time performance of operators who are paid on a per trip basis.

Observations Regarding Travel Time

The assessment team reviewed MDTA to assess the possibility of ADA Complementary Paratransit service limitations by patterns and practices resulting in substantial number of trips with excessive trip lengths.  The assessment team interviewed consumers, reviewed information provided by MDTA including: its letter of January 29, 2001; a copy of the STS RIDER’S GUIDE; the contract with COMSIS; the service provider; and MDTA’s Paratransit Operations Monthly Report for September 2000.  The team also reviewed a sample of trips to assess trip lengths.  

Consumer Comments

Four of the seven parties interviewed indicated that return trips late in the day are often excessively long (from 1 to 1.5 hours).  Of STS complaints recorded by MDTA for the year ending September 30, 2000, 376 or 2 % were for lengthy routings.  There were no complaints regarding trip duration identified in review of a small sample of customer complaints.

MDTA Trip Length Policies and Procedures

MDTA’s travel time standard as defined in section 1.38 of its contract with COMSIS states “rider’s travel time does not exceed comparable travel time on mass transit (currently 12 miles per hour on average).” 

As cited under consumer comments MDTA monitors complaints about lengthy trips and reports them in its Paratransit Operations Monthly Report.

ADA Complementary Paratransit Travel Time

The assessment team reviewed a sample of twelve completed STS ADA Complementary Paratransit trips completed on January 9 and 10, 2001.  Trips with longer travel times (50-75 minutes) were chosen for the sample.  The trip length in air miles ranged from 6.5 to 13.5 and averaged 10 miles.  Data on the STS trips was taken from completed trip manifests.  Comparisons were made with fixed route trips assuming the same departure time as with the STS trips.  Paratransit travel times are for a curb-to-curb trip.  Travel times for fixed route trips are from the origin transit stop to the destination transit stop.  The results of the comparison are summarized in Table VI-1.

Table VI-1:  Travel Time Comparison STS vs. Fixed Route

	Origin
	Destination
	STS Travel Time

(mins.)
	FR Travel Time

(mins.)
	Time

Difference (STS– FR)

(mins.)
	Number

Of

 FR Transfers

	13500 SW 88th St.
	6540 S 57th Pl.
	50 
	33 
	17 
	1 

	421 SW 28th Rd.
	6150 SW 109th Av.
	75 
	52
	23
	1

	20465 NW 45 Av.
	735 NE St.
	70 
	46 
	24
	1 

	5259 NW 184 La.
	127 NE 62 St.
	83
	78
	5
	2

	8582 SW 40 St. 
	5617 NW 7 St.
	58
	90
	-32
	2

	8400 NW 25 Av.
	2850 SW 42 St.
	61
	25
	36
	0

	13371 SW 153 St.
	13363 SW 42 St.
	55
	86
	-31
	2

	19221 NW 52 Av.
	7944 SW 8 St.
	73
	100
	-27
	2

	8535 Byron Av.
	2121 NW 21 St.
	50
	56
	-6
	1

	5755 W 26 Av.
	1201 NW 16 St.
	70
	41
	29
	1

	300 NW 28 Av.
	4400 W 18 Av.
	65
	66
	-1
	1

	345 NE 89 St.
	5895 W. Flagler
	55
	75
	-20
	1

	Average
	64
	63
	1.1
	1.3


On average STS and fixed route trips are comparable in trip duration.  Sampled fixed route trips, including time spent transferring, had average speeds of 9.6 miles per hour and STS sampled trips had average speeds of 9.4 miles per hour.  Although STS travel speeds for 9 of the 12 trips sampled were below the MDTA standard of 12 miles per hour they are comparable to the sampled fixed route trips.

Of the 12 sampled trips 6 STS trips were faster than the fixed route alternative.  Of the six trips that were slower 2 were less than 20 minutes slower and 4 were more than 20 minutes slower.  Assuming an allowance of 20 minutes to access the fixed route transit stop, fixed route trips that have stop-to-stop travel times that are no more than 20 minutes greater than the curb-to-curb STS travel times could be considered comparable.  

A review of the 4 STS trips that had travel times 20 minutes or more, greater than fixed route trips exhibited no pattern that was different from the other sampled STS trips with respect to trip distance or duration.  The travel time difference appears to be attributable to relatively high speed fixed route transit service (average speeds of 14.5 mph) resulting from one leg of the fixed route trip using express service or Metrorail.   

Findings

1. MDTA does not appear to have a substantial number of ADA Complementary Paratransit trips with excessive trip lengths.  

2. Use of an “average” fixed route travel time as a standard for STS trip duration could result in STS trips that are substantially longer in duration than high speed fixed route trips to the same origin and destination.

3. Other than complaint monitoring, MDTA does not monitor STS trip length.   

Recommendations 

1. MDTA should consider periodic monitoring of trip duration, particularly for trips in areas served by Metrorail or express buses to assure that STS trips are not excessively long. 

2. MDTA should avoid the use of an average fixed route travel time as a standard STS trip duration.  It is recommended that MDTA limit its standard to comparable travel time on fixed route transit.

Attachment A

Original On-Site Schedule

ADA Complementary Paratransit Service Assessment

Miami-Dade Transit Agency MDTA, Miami, Florida

February 12-15, 2001

Schedule

	Time
	Activity
	Who
	Where

	Monday, February 12, 2001

	1:00 p.m.
	· Opening Conference
	All & FTA
	MDTA

	2:00 p.m.
	· Review information requested & policies & procedures with Paratransit Manager 
	All
	MDTA

	3:00 p.m.
	· Review eligibility determination process 

· Review complaints

· Review budget 
	Kidston, Loutzenheiser

Barber

Kidston, Loutzenheiser
	MDTA

	Tuesday, February 13, 2001

	7:30 a.m.
	· Observe trip reservations; record trip request information
	All


	Comsis

	10:00 a.m. 


	· Review Scheduling

· Review Telephone System

· Review on-time performance 
	Kidston & Barber

Loutzenheiser
	Comsis



	3:00 p.m.
	· Observe trip reservations
	All
	Comsis

	Wednesday, February 14, 2001

	6:00 a.m.
	· Observe dispatch 


	Loutzenheiser Barber

Kidston
	SNL

ZUNI

SNL

	10:00 a.m. 
	· Review trip duration

· Review telephone system

· Review on-time performance
	Kidston

Barber

Loutzenheiser
	Comsis



	Thursday, February 15, 2001

	Morning
	· Complete preliminary data analysis & remaining detail work

· Prepare materials for debriefing session
	All 


	MDTA

	1:00 p.m.
	· Exit Conference
	All /FTA
	MDTA


Attachment B

STS RIDER’S GUIDE 

Attachment C

COMSIS CONTRACT

Attachment D

MDTA

COMPLAINT FORMS 

Attachment E

MDTA PARATRANSIT MONTHLY REPORT

SEPTEMBER, 2000

Attachment F

MDTA’s

Revised Web Page

Attachment G

MDTA’s

Response to the Draft Report
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		Interval Starting At		No. of Incoming Calls		No. of Calls Abandoned		% of Calls Abandoned		0 - 5 mins.		6 - 10 mins.		11 - 15 mins.		16 - 20 mins.		21 - 30 mins.		Over 30 mins.		Average Speed of Answer

		8:00 AM		82		11		13		0		0		2		4		1		4		0:20

		8:30 AM		88		13		14		2		2		3		4		0		2		0:28

		9:00 AM		129		31		24		0		2		5		6		5		13		0:37

		9:30 AM		119		25		21		1		3		3		6		4		8		0:36

		10:00 AM		128		49		38		0		3		4		15		10		17		1:57

		10:30 AM		150		61		40		1		2		3		4		9		42		2:25

		11:00 AM		123		66		53		0		6		3		5		11		41		4:12

		11:30 AM		125		67		53		1		0		5		10		6		45		4:18

		12:00 Noon		114		49		42		2		1		4		5		4		33		2:56

		12:30 PM		144		67		46		0		5		5		11		8		38		3:20

		1:00 PM		128		46		35		1		2		5		4		9		25		1:50

		1:30 PM		115		37		32		1		3		6		5		7		15		1:07

		2:00 PM		132		53		40		1		3		5		6		10		28		2:50

		2:30 PM		130		38		29		1		1		3		7		10		16		1:32

		3:00 PM		122		34		27		0		1		4		5		7		17		1:27

		3:30 PM		127		41		32		0		0		5		4		0		32		3:40

		4:00 PM		143		57		39		3		0		4		12		5		33		2:58

		4:30 PM		141		68		48		0		2		11		9		4		42		3:23

		Totals		2240		813		36		14		36		80		122		110		451		2:07
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		Month and Year		Total Incoming Calls		Answered Calls		Abandoned Calls		Abandoned Calls as % of Answered Calls		Answered Calls as % of Incoming Calls

		June-96		68578		61824		6783		11		90

		July-96		75598		68434		7191		11		91

		August-96		78856		68479		10388		15		87

		September-96		82103		71119		11004		15		87

		October-96		80951		66102		14869		22		82

		November-96		78684		60747		17941		30		77

		December-96		81256		63441		17822		28		78

		Totals		546026		460146		85998		19		84
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		Date		Day		Total Incoming Calls		Answered Calls		Abandoned Calls		Answered Calls as % of Incoming Calls		Abandoned Calls as % of Answered Calls

		30-Sep-96		Sunday		1358		1273		87		93.7%		6.8%

		1-Oct-96		Monday		3095		2736		361		88.4%		13.2%

		2-Oct-96		Tuesday		3757		3092		664		82.3%		21.5%

		3-Oct-96		Wednesday		3439		2783		657		80.9%		23.6%

		4-Oct-96		Thursday		3382		2897		484		85.7%		16.7%

		5-Oct-96		Friday		3311		2553		759		77.1%		29.7%

		6-Oct-96		Saturday		1782		1519		264		85.2%		17.4%

		4-Nov-96		Sunday		1321		1217		103		92.1%		8.5%

		5-Nov-96		Monday		3407		2568		842		75.4%		32.8%

		6-Nov-96		Tuesday		2899		2526		374		87.1%		14.8%

		7-Nov-96		Wednesday		3202		2775		430		86.7%		15.5%

		8-Nov-96		Thursday		3173		2630		544		82.9%		20.7%

		9-Nov-96		Friday		2996		2488		508		83.0%		20.4%

		10-Nov-96		Saturday		1605		1452		154		90.5%		10.6%

		Totals				38727		32509		6231		83.9%		19.2%
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		4-Oct-96		Thursday		3382		2897		484		85.7%		16.7%

		5-Oct-96		Friday		3311		2553		759		77.1%		29.7%

		6-Oct-96		Saturday		1782		1519		264		85.2%		17.4%

		4-Nov-96		Sunday		1321		1217		103		92.1%		8.5%

		5-Nov-96		Monday		3407		2568		842		75.4%		32.8%

		6-Nov-96		Tuesday		2899		2526		374		87.1%		14.8%

		7-Nov-96		Wednesday		3202		2775		430		86.7%		15.5%

		8-Nov-96		Thursday		3173		2630		544		82.9%		20.7%

		9-Nov-96		Friday		2996		2488		508		83.0%		20.4%

		10-Nov-96		Saturday		1605		1452		154		90.5%		10.6%

		Totals				38727		32509		6231		83.9%		19.2%



&C&"AGaramond,Bold"&14Abandoned Calls Over Two Seven Day Periods

&L&"AGaramond,Regular"&12Source: Sentinel Telephone Report System




