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I. 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 (DOT) regulations implementing the Americans with Disabilities Act of 1990 (ADA) to provide ADA Complementary Paratransit service for persons who, because of their disability, are unable to use the fixed route system.  These regulations (49 CFR Parts 27, 37, and 38) include six service criteria, which must be met by ADA Complementary Paratransit service programs.  Section 37.135(d) of the regulations requires that ADA Complementary Paratransit services meet these criteria by January 26, 1997.
The Federal Transit Administration (FTA) is responsible for ensuring compliance with the ADA and the DOT regulations.  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 assessment is to assist the transit agency and FTA in assessing whether capacity constraints exist in ADA Complementary Paratransit services.  The compliance 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 significant number of trip denials; missed trips; early or late pickups or arrivals after desired arrival (or appointment) times; long trips; or long telephone hold times as defined by established standards (or typical practices if standards do not exist).  The examination of patterns or practices includes looking not just at service statistics, but also at basic service records and operating documents, and observing service to determine whether records and documents appear to reflect true levels of service delivery.  Input also is gathered from local disability organizations and customers.  Guidance is provided that will assist the transit service provider in ensuring that service can be effectively monitored by transit agencies for capacity constraints.

FTA conducted an on-site assessment of ADA Complementary Paratransit service provided by the Detroit Department of Transportation (DDOT) of Detroit, Michigan, from September 9 to 13, 2002.  Planners Collaborative, Inc., located in Boston, Massachusetts conducted the compliance assessment for the FTA Office of Civil Rights.  The assessment focused on compliance of DDOT’s ADA Complementary Paratransit service, with one specific regulatory service criterion: the “capacity constraints” criterion.  Section 37.131(f) of the DOT ADA 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 DDOT’s ADA Complementary Paratransit service, MetroLift.  First, the report describes key features of the MetroLift Program.  The report then provides a description of the approach and methodology used to conduct the assessment.  There is a summary of observations and findings related to each element of the capacity constraint criteria.  The major findings of the assessment are summarized in Section IV of this report.  Recommendations for addressing some of the findings are also provided.
DDOT received a draft copy of the report for review and response.  A copy of the correspondence received from DDOT documenting the agency’s response to the draft report is included as Attachment A.
Overview of the Assessment

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

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

· Trip denials and “wait-listing” of trips

· On-time performance

· Travel times

The assessment team also made observations and findings related to three other sets of policies and practices that could affect access to ADA Complementary Paratransit service:

· ADA Complementary Paratransit service eligibility process

· Telephone capacity

· Service area and service times

ADA Complementary Paratransit eligibility determinations were assessed to ensure that the system use was not impacted by inappropriate denials of eligibility for the service or unreasonable delays in the eligibility process.  Telephone capacity was assessed because access to reservations and customer service staff is critical to using any ADA Complementary 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 brief description of the administrative structure of the ADA Complementary Paratransit service.

· Copy of the contract between DDOT and the paratransit service carrier.

· Get There on the DOT, a brochure on DDOT Complementary Paratransit eligibility procedures (Attachment B).

· Detroit MetroLift, a rider’s guide (Attachment C).

· DDOT’s Web Site (Attachment D).

· Summary of service standards.

· Summary of telephone call-handling standards.

· Sample driver manifests.

· Budget data for fiscal years 2000, 2001, and 2002.

· Data on trips and trip denials for fiscal years 1999, 2000, and 2001.

· Map of DDOT fixed route bus service.

The assessment team also requested that additional information be available during the site visit.  This information included:

· Completed applications, both accepted and denied, for ADA Complementary Paratransit service.

· Copies of completed driver manifests for recent months.

· Vehicle fleet and driver information of the paratransit carrier, ATC/VanCom, Inc. (ATC).

· Sample forms used by ATC in its daily operations.

· Service data from selected sample days and months, including the number of trips requested, scheduled, canceled, no-shows, missed trips, trips provided, and trip durations.

· Written customer complaints.

In addition to the review of data and direct observations, the assessment team conducted telephone interviews with six individuals who either use the DDOT MetroLift service or work with MetroLift users.  The assessment team also reviewed one complaint relating to ADA complementary paratransit service on file with FTA.

On-site Assessment

The on-site assessment began with an opening conference, held at 1:00 PM on Monday, September 9, 2002, at the Detroit Department of Transportation’s administrative offices at 
1301 East Warren in Detroit.  The following DDOT, ATC and Great Lakes Center for Independent Living (GLCIL) staff attended the conference:

Claryce Gibbons-Allen

Director, DDOT 

Alethea K. Johnson


Administration, DDOT

Norman L. White



Accounting, DDOT 

Stamina Brooks



Contract Compliance, DDOT 

Al Hicks





CSIC, DDOT 

Charles L. Wilson, Jr.


MIS Division, DDOT

Jeannette Parker



Consultant, MIS, DDOT 

Donna Mihal




Operations, DDOT 

Lovevett Williams



Scheduling, DDOT 

Jerry Jones 




Security, DDOT 

Helen Maddix




Transportation, DDOT

Edward Ford




DDOT

Pricilla Phillips



Grants, DDOT

Karmen P. Newby



Purchasing, DDOT

Carl Woodson




General Manager, ATC (contract carrier)

Ray C. Rob




ATC

Jacqueline Paynes



Paratransit Certification, Great Lakes CIL

Don Kidston, David Chia, and David Loutzenheiser of Planners Collaborative comprised the assessment team.  Roberta Wolgast of the Office of Civil Rights participated in the opening conference via telephone.
Ms. Wolgast opened the meeting by emphasizing that the purpose of the ADA compliance assessments is to help transit properties provide effective ADA Complementary Paratransit service.
She also thanked DDOT staff for their cooperation in the conduct of the assessment.  

Ms. Wolgast explained that:

· Preliminary findings and an opportunity to respond would be provided at a closing meeting on Thursday.

· A report would be drafted and provided to DDOT for review and comment before being finalized as a public document.  The final report would be available via the Freedom of Information Act.

Mr. Kidston described the schedule for the on-site assessment and the subsequent report.  A copy of the assessment schedule appears in Attachment E.
Following the Opening Conference, the team members reviewed MetroLift policies and procedures with DDOT management staff.  Two assessors then reviewed MetroLift complaint records and service parameters, while one assessor met with a member of the DDOT Accounting Department to review the budgeting process and financial resources available to support MetroLift services.  Later in the afternoon, the assessment team toured the call center at Coolidge Terminal, 14044 Schaefer Highway in Detroit and observed staff taking calls from customers.
On Tuesday morning, September 10, team members visited the DDOT call center.  Team members spent the early morning observing staff taking calls for MetroLift service.  In late morning, one team member interviewed the Call Center Supervisor, another initiated review of on time performance data, and a third visited the offices of the Great Lakes Center for Independent Living (GLCIL) at 2995 East Grand Boulevard in Detroit.  An assessor interviewed GLCIL’s Paratransit Certification Manager and reviewed certification materials and records.  Team members spent the remainder of the day reviewing performance data, the telephone reservations system, interviewing schedulers and observing trip reservations.

On Wednesday morning, September 11, team members visited ATC’s facility at 
4111 Central Street in Detroit.  During this visit, team members interviewed managers, dispatchers, and drivers, and collected information about the carrier’s vehicles.  Wednesday afternoon was spent reviewing and analyzing information on on-time performance, trip duration, eligibility, customer complaints and telephone access.

On Thursday, September 12, assessors met with the DDOT Director to review the organizational structure for MetroLift services.  An assessor also met with DDOT’s Manager of Contract Compliance to review the MetroLift Eligibility Certification Process.  For the remainder of the day the assessment team continued to analyze data.
On Friday, September 13, team members completed their on-site analysis and prepared for the afternoon exit conference.  During the exit conference, the assessment team presented preliminary findings, and discussed these findings and recommendations with DDOT, ATC, and GLCIL staff.  Many of the DDOT staff members who attended the opening conference also attended the exit meeting including:

Claryce Gibbons-Allen

Director, DDOT 

Alethea K. Johnson


Administration, DDOT
Stamina Brooks



Contract Compliance, DDOT 
Ray C. Rob




ATC

Jacqueline Paynes



Paratransit Certification, GLCIL

Cheryl Hershey of the Office of Civil Rights participated in the exit conference via telephone.
The assessment team reviewed initial findings in the areas of:
· Customer complaints

· Service area, days and hours

· Eligibility certification process

· Telephone access

· Trip reservations and scheduling

· Operations and dispatch

· On-time performance
· Trip duration
· Resources
Ms. Hershey emphasized that FTA was available to provide additional technical assistance to DDOT.

Background

The Detroit Department of Transportation (DDOT) operates 54 fixed bus routes, a 1.2-mile long downtown trolley route and ADA Complementary Paratransit service, known as MetroLift, for the City of Detroit.  The DDOT is a municipally owned and operated transportation system.  DDOT was formed in 1921 and began operating public transportation services in the early 1920s through the Department of Street Railways.  Between 1937 and 1956, DDOT made the transition from operating streetcar service to bus service.

DDOT provides transit service to the Detroit Metropolitan area, which includes Wayne County, the City of Detroit, Highland Park, Hamtramck, and portions of other municipalities.  The City of Detroit has an area of 136 square miles and a population of 951,270 (2000 US Census).  Detroit is the center of an Urbanized Area that has a population of 3,903,377 and an area of 1,261 square miles.

DDOT provides service with approximately 1,500 employees working in 13 divisions.  DDOT provides bus service on 54 fixed routes with a fleet of approximately 580 buses serving approximately 150,000 weekday passenger trips.  Approximately 28 of the routes are accessible through the use of all lift-equipped buses.  Lift equipped buses are also available on other routes by advanced reservation.  The base fare is $1.25 with a $0.25 charge for transfers.  Fixed route service is provided 24 hours a day, every day on several routes.  On routes that do not operate all day, weekday service hours range from 3:52 AM on Route 32 until 1:40 AM on Route 9.  Similarly, service operates from 3:56 AM on Route 48 until 1:30 AM on Route 54 on Saturday and from 3:56 AM on Route 48 until 1:20 AM on Routes 29 and 49 on Sunday.  The fare for people with disabilities who have a special fare ID is $0.60.

DDOT operates downtown trolley service between 7:00 AM and 6:00 PM weekdays and 
10:00 AM to 6:00 PM on weekends with a fare of $0.50.  The period trolleys are not accessible to people with disabilities.

In addition, the Detroit Transportation Corporation (DTC), a part of Detroit City Government, operates a 2.9-mile long people mover, which loops through the Downtown area.  DTC operates the people mover from 7:00 AM to 11:00 PM Monday through Thursday, 7:00 to Midnight on Friday, 9:00 AM to Midnight on Saturday and noon to 8:00 PM on Sunday.  The service is also operated during other hours to serve special events.  Twelve driverless vehicles provide service for approximately 4,000 weekday passenger trips at a fare of $0.50.  According to DTC, all stations and vehicles are accessible for people with disabilities.
Description of the ADA Complementary Paratransit Service
DDOT administers its ADA Complementary Paratransit Service through its Paratransit MetroLift Division.  In addition to DDOT-financed ADA Complementary Paratransit service, DDOT provides ADA Complementary Paratransit subscription service to eligible clients of the Wayne County Associations for the Retarded for Adult Day Program and the Detroit Recreation Department Adult Day Care Program, both through its MetroLift Division.

MetroLift provides curb-to-curb service to eligible riders in an area up to three quarters of a mile from DDOT’s fixed bus routes.  DDOT’s contract with its service provider describes the service area more broadly as Metropolitan Detroit, including the Wayne County and the cities of Detroit, Highland Park and Hamtramck.  Fixed route service extends north of 8 Mile Road, which forms the northern boundary of both Wayne County and Detroit.  According to DDOT managers, this area is within the ADA Complementary Paratransit service area of Suburban Mobility Authority for Regional Transportation (SMART).  However, MetroLift also serves the area north of 8 Mile Road that is within three quarters of a mile of DDOT fixed route service.

According to DDOT’s web site (Attachment D), service operates from 6:00 AM to 10:00 PM throughout the cities of Detroit, Hamtramck and Highland Park.  Additionally, service is provided 24 hours a day within three quarters of a mile of those fixed bus routes that operate between the hours of 10:00 PM an 6:00 AM.  According to DDOT’s contract with ATC/VanCom, Inc., its service provider, ADA Complementary Paratransit service hours are concurrent with DDOT’s line haul/fixed route service.  The DDOT web site indicates that fares are $2.50 per trip.  The DDOT contract with its service provider indicates that fares will be twice the fixed route fare for a comparable trip.

A copy of Detroit MetroLift, DDOT’s information brochure is included in this report as Attachment C.  This brochure describes the MetroLift program, including the eligibility application process, service policies, rider responsibilities, and rider suspension and appeals processes.

DDOT determines eligibility of prospective ADA Complementary Paratransit applicants through a contractor:

Great Lakes Center for Independent Living

2995 East Grand Boulevard

Detroit, MI 48202

DDOT’s MetroLift eligibility certification process is described in a brochure entitled Get there on the DOT/DDOT Eligibility Certification Program, which is included as Attachment B.

DDOT takes trip reservations at its offices located at:  

Coolidge Terminal

14044 Schaefer

Detroit, MI 48227

Reservations are taken between 8:00 AM and 4:00 PM every day.  Reservations may be made from one to eight days before the travel day.  DDOT also schedules MetroLift service.

DDOT contracts with ATC/VanCom, Inc. for dispatch and delivery of service.  Service is currently being provided by ATC through a six-month extension of their contract.  The extension period ends on January 31, 2003.  ATC’s offices are located at:


4111 Central


Detroit, MI 48209

At the time of this assessment, 8,853 individuals were certified as eligible for MetroLift service.  As of June 2002, MetroLift was serving approximately 3,000 passenger trips per week.

Policies and Service Standards Related to Capacity Issues
DDOT has established service standards for trip denials, on-time performance, and travel time.  The service standards are described below.

· Trip Denials:  DDOT identifies its goal as zero denials but also has a standard for denials of 1% of trips scheduled.

· On-Time Performance:  DDOT has a pickup window of 10 minutes before to 10 minutes after the requested pickup time.  Vehicles that arrive within this window are considered on time.  The DDOT contract with ATC establishes a standard of 95% of trips performed on time and provides penalties for vehicle arrivals that are more than 30 minutes late for a scheduled pickup, with increased penalties for arrivals more than 45 minutes late.  There is no standard for drop-off times.

· Travel Time:  The goals and standards for one-way trips are for 95% of trips to be performed in less than 60 minutes and for 100% of trips to be performed in less than 90 minutes.

DDOT has no standards for telephone call handling or missed trips.

Consumer Comments
The assessment team gathered information about the concerns of riders who use the MetroLift service through three sources:  telephone interviews with riders or professionals who work with riders; written complaints to FTA; and written and telephone complaints to DDOT.
The assessment team conducted interviews with six customers or service agency representatives to gather feedback on MetroLift service.  Two customers commented on service denials, two on late pickups, two on long trips, and two on the discontinuance of subscription service.    

Specific comments included:   

· The demand for paratransit service has increased dramatically.

· The reservations office is very difficult to reach.  The customer calls five or more times during the day before getting into the system (phone is busy).  When the customer gets through, the phone will often ring repeatedly without being answered.  Long hold times.

· Some schedulers are intimidating or rude.  They discourage customers from using the bus.

· Subscription service is not available and therefore the customer has to call in weekly to schedule service.  However, service is rarely available as requested, even though the trip request is for a daily trip.  

· There are problems with trip denials.

· Service for pickups is not available within one hour of the requested time.

· The bus shows up late and the schedules seem to be tight.

· The bus shows up on the wrong day.

· There are too many long rides, with trip times in excess of one hour.

· Only cash fare is accepted.  There is no option for voucher or other payment method.

· Management does not respond to complaints.

FTA has one active complaint concerning Detroit’s MetroLift service.  On January16, 2001, the Michigan Protection and Advocacy Service, Inc. (MPAS) filed a complaint against DDOT.  The complaint was filed on behalf of MPAS and five DDOT system riders.  The complaint indicated that, “DDOT has violated the ADA by:”  

1. Failing to make DDOT’s fixed route system accessible;  

2. Failing to make its paratransit service comparable to the level of services provided to riders without disabilities who use DDOT’s fixed route system; and

3. Failing to take any substantive remedial action to correct the persistent problems with both the paratransit and fixed route system despite years of oral and written complaints about these problems to DDOT’s staff and management by riders of the fixed route and paratransit services.”

Specific complaints about DDOT’s ADA Complementary Paratransit service included:  

· Excessive wait time on the phone in order to make reservations for paratransit riders (hold times of up to an hour and a half were cited in support of the complaint).
· An insistence that passengers leave a two-hour window between drop-off and pickup in order to qualify for a ride.

· Requiring passengers to book a week in advance in order to get a ride.

· Inability to accommodate paratransit passengers in getting rides on the date and times of their choosing (information in support of the complaint indicates that customers requesting trips have been told that dialysis patients are given priority in scheduling trips).

· Unreasonably long trips due to circuit test routes performed by drivers.

· Enormous delays in pickups and drop-offs (pickups one hour after the scheduled time were cited by customers).

· A lack of any substantive remedial action to correct any of these persistent problems, even after passengers complain to DDOT about aforementioned problems.

The incidents that formed the basis for these complaints occurred in the year 2000.

On September 18, 2001, FTA advised the complainant that the assessment, which is the subject of this report, would address the issues raised in her complaint.  Accordingly, the assessment team has reviewed the elements of the complaint as they relate to ADA Complementary Paratransit service.
According to DDOT’s contract with ATC, customer complaints may be directed either to DDOT or ATC.  ATC must report complaints to DDOT within 24 hours and respond to the complaints within five weekdays.  ATC must also forward copies of all complaint related correspondence to DDOT within five days.

The assessment team analyzed all formal complaints received by DDOT during the period January 1, 2002 through September 8, 2002.  A total of 230 complaints were filed during the period.  Twenty-one percent of the complaints were found to result from miscommunication with passengers.  This includes customer issues, procedure violations, rudeness and scheduling.  Seventy-one percent of the complaints were related to delivery of MetroLift service.

DDOT complaints are summarized as follows:

Table III.1 – MetroLift Customer Complaints 1/1/02-9/8/02

	Category
	Number
	%
	Sub-Category
	Number
	   %

	Customer Issues
	  4
	2%
	Customer Issues
	4
	2%

	 
	
	 
	Procedure Violation
	16
	7%

	Driver Behavior
	39
	17%
	Reckless
	6
	3%

	 
	
	 
	Rude
	17
	7%

	Equipment  
	17
	7%
	Vehicle Type
	5
	2%

	 
	
	 
	Safety
	12
	5%

	Injury
	2
	1%
	Injury
	2
	1%

	Long Trip
	3
	1%
	Long Trip
	3
	1%

	 
	
	 
	Early Pickup
	6
	3%

	Pickup
	151
	66%
	Late Pickup
	63
	27%

	 
	
	 
	No Pickup
	82
	36%

	Policy Issues
	3
	1%
	Policy
	3
	1%

	Scheduling
	11
	5%
	Scheduling
	11
	5%

	TOTALS
	230
	100%
	
	230
	100%


Of the 71% of complaints related to service delivery (66% pickup and 5% scheduling), almost two-thirds (63%) are related to late or missed pickups.

Summary of Findings

This section of the report summarizes the findings drawn from the assessment.  The bases for these findings are addressed in the following sections of this report.  The findings should be used as the basis for any corrective actions proposed by DDOT.  Recommendations are also included in the report for the consideration of DDOT in developing corrective actions.
A. Findings Regarding Service Parameters 
1. DDOT publicizes and provides ADA Complementary Paratransit service to an area three quarters of a mile or more from its fixed route services in compliance with the USDOT ADA Regulations.

2. The language in DDOT’s contract with its operator does not include any of the area north of 8 Mile Road as within its service area, although DDOT provides fixed route service and ADA Complementary Paratransit service within this area.  The contract description could cause confusion.

3. DDOT MetroLift service is provided during all the hours that fixed route service is provided.  However, public information materials identify service hours as 6:00 AM to 10:00 PM in the normal service area and all day along DDOT routes that operate 24 hours.  Many of the non-24 hour bus routes operate earlier than 6:00AM or later than 10:00 PM.  Because customers are advised that service hours are less than those provided on some fixed routes, they may not be aware that they can request trips before 6:00 AM and after 10:00 PM.
4. The $2.50 fare for MetroLift service is twice the $1.25 fare for fixed route buses and will be less than twice the fare if the bus fare is increased to $1.50.  This fare complies with the US DOT ADA Regulations for almost all of the ADA Complementary Paratransit service area.  However, the MetroLift fare is five times the 50-cent fare for both the downtown trolley and people mover.  Should an ADA Complementary Paratransit Rider wish to make a trip with both origin and destination within 3/4- mile of the downtown trolley and people mover, the DDOT fare of $2.50 would exceed twice the $.50 fare charged for the comparable fixed route trip.

B. Findings Regarding ADA Complementary Paratransit Eligibility
1. As of September 11, 2002, DDOT’s eligibility contractor, Great Lakes Center for Independent Living (GLCIL), had not reviewed most of the applications that it had received from DDOT between August 16 and September 10, 2002.

2. As of September 13, 2002, DDOT had not yet issued written notification of eligibility determinations to more than 800 applicants for ADA Complementary Paratransit service in response to applications submitted between January 23 and September 10, 2002.

3. DDOT’s Rider’s Guide, web site, ADA Eligibility Certification Program Brochure, and eligibility application advise applicants that they may use ADA Complementary Paratransit service if an eligibility determination has not been made within 21 days of DDOT receipt of a completed application until a determination has been made.  If DDOT has not made an eligibility determination within 21 days after receiving a completed application, DDOT does not affirmatively notify applicants that they are temporarily eligible to use MetroLift.  Should applicants inquire as to the status of their application after the 21 days has elapsed, DDOT grants them temporary eligibility.  DDOT’s lack of notification to applicants could limit ADA Complementary Paratransit Service to those applicants who do not inquire as to the status of their application after the 21 days has elapsed. 

4. The DDOT draft form letter advising applicants that they are not eligible for ADA Complementary Paratransit service does not state the reason for the finding, as required by 49 CFR §37.125(d).

5. DDOT advises applicants who have not yet received a written determination of eligibility of their status based upon the preliminary determination by the Lawson Insight software.  As of September 11, GLCIL’s Medical Officer had not yet completed a review of applications that had initially been found ineligible.  As a result, DDOT may be incorrectly advising eligible applicants that they are ineligible for service. 

6. The draft form letter notifying ADA Complementary Paratransit applicants that they are ineligible for service indicates that they may file a written appeal within 30 days.  This is inconsistent with 49 CFR §37.125(g)(1), which permits transit properties to limit the appeals process to no fewer than 60 days. 

7. DDOT has not employed an appeals process in recent years and is in the process of revising its appeals process.

C. Findings Regarding Telephone Capacity & Trip Reservations
1. Call takers said that they were not always able to accommodate trip requests within the allowed one hour of the requested time.  This confirms the complaint of one rider that the assessment team interviewed prior to the site visit.  Failure to offer a trip within one hour of the requested time should be counted as a trip denial.  The assessment team did not observe any trip denials when monitoring call takers.  

2. According to the call center supervisor, the ideal peak staffing (10 AM to 2 PM) is eight call takers.  However, the call center is rarely staffed at the desired levels.  Individuals on medical leave have occupied several of the full-time positions.  The assessment team also was told that absenteeism is a problem that contributes to understaffing.

3. DDOT had “frozen” the subscription list for about six months during mid-2002, but had begun accepting new subscription requests during the late summer.  The call center supervisor said, however, that DDOT had not publicized the availability of new subscription requests.

4. Call takers were not consistent in asking for information from callers making a trip request.  Call takers were not consistent in confirming trip information after booking a trip.

5. Call takers recited the precise agreed upon pickup time when confirming a trip, rather than the pickup window.

6. A call taker said that for a trip between midnight and 6 AM, a rider must call at least two days ahead.

7. For all non-abandoned ADA Complementary Paratransit calls made to the call center from January to August 2002, the average hold time was 4:05.  This compares to DDOT’s future goal of a three-minute average hold time.  DDOT did not meet this goal in any of these eight months.

8. For a sample week in August 2002, the average hold time for all non-abandoned calls was 4:23.  It is likely that many callers were on hold for more than four minutes.

9. During this sample week, the worst 30-minute period (in terms of average hold time for non-abandoned calls) was between 2 and 4 PM for four of the five weekdays.

D. Findings Regarding Scheduling of Trip Requests
1. For the period of January to June 2002, DDOT recorded a total of 79 trip denials: approximately one per 1,000 trips provided (0.1 percent).

2. It appears that a disproportionate number of trip denials occur for next-day requests.  Sixty-two percent of denials from January to June 2002 were for next-day service.  In addition, over 54% of denials were for trips requested between 1 and 5 PM.

3. During the month of June 2002, DDOT reported 2.6% of final scheduled trips (359 trips) as missed trips.

4. DDOT identifies a goal of zero denials when subscription trip requests outnumber casual trip requests and a standard of one percent denials when casual trip requests outnumber subscription trip requests.  FTA’s interpretation of the prohibition against capacity constraints is that transit agencies must design, fund and implement their ADA Complementary Paratransit programs to serve 100% of demand.
5. The ATC dispatcher and drivers said that runs primarily composed of demand trips often had illogical routing and/or unrealistic times.

6. ATC does not appear to perform a thorough review of the schedules to assure that routes can be performed on time, with direct travel paths and minimum travel times before providing the schedule manifests to drivers.  

7. DDOT does not have an individual whose primary job is to oversee the scheduling of ADA Complementary Paratransit trips.  Instead, one of the call takers has the lead responsibility in reviewing the assignment of trips to the vehicle manifests.
8. ATC can review the manifests on the screen and print them, but ATC does not have the capability to change the manifests.
9. DDOT had set the Trapeze parameter for vehicle road speed at 18.64 miles per hour.  Given the traffic conditions in Detroit, this appears to be an unrealistically high value for road speed.  

10. Because DDOT had not publicized the availability of new subscription service, riders were making requests for regular trips because they did not know they could receive subscription service.  Therefore, call takers were booking and scheduling demand trips that could have been turned into subscription trips.

E.1. Findings Regarding Operations

1. The number of regular runs scheduled generally appears to be adequate to serve travel demand.

2. There does not appear to be a sufficient number of drivers to cover for absenteeism or accommodate unanticipated service needs.  Driver shortages can cause trips to be reassigned, leading to schedules that are too tight, thereby contributing to late and missed trips.

3. ATC had 41 passenger vehicles to serve 38 routes.  This appears to be insufficient to provide for disabled vehicles and may be contributing to road calls, thereby contributing to late and missed trips.

4. Three of the nine drivers interviewed by the assessment team did not know that the pickup window was 10 minutes before until 10 minutes after the scheduled pickup time.  This lack of awareness can cause drivers to arrive for pickups earlier than they should or later than they need to, and may also cause misunderstandings with customers.

5. Although all drivers interviewed by the assessment team knew that they were to be released by the dispatcher before abandoning a customer who does not show, most drivers thought that they should wait five minutes after the scheduled pickup time.  Others thought they had to wait as much as 15 to 20 minutes after the scheduled pickup time.  None knew they could initiate no-show procedures five minutes after arriving within the pickup window.  As a result, drivers could be unnecessarily delayed by 10 to 25 minutes by failure to follow ATC’s procedure.  This delay may contribute to late and missed trips.

6. Dispatchers do not always try to contact customers when they do not appear to board the vehicle.  Customers who are waiting for a pickup may be momentarily distracted when the vehicle arrives, may be waiting for the vehicle at a different location, or may not see the vehicle.  This may lead to missed trips and apparent no-shows.

E.2 Findings Regarding On-Time Performance

1. Over 82% of completed trips during a sample week in June 2002 were performed early or within DDOT’s 10-minute pickup window.  90.9% of trips were completed early or within 20 minutes of the scheduled pickup time.

2. Pickups for 46 trips or 1.5% of the completed trips were more than 45 minutes after the end of the pickup window.  Late pickups were an issue cited in the FTA complaint and for consumers interviewed as part of this assessment.

3. 844 or 26.6% of completed pickups were early.  The high proportion indicates the potential for customers being encouraged to accept trips before they are ready.  This possibility is reinforced by DDOT customer complaints:  6% of complaints were for early pickups.  In addition, 27% of complaints on file with DDOT were for early pickups.  Although all drivers interviewed knew that they were not to contact customers before commencement of the pickup window, at least one indicated that he maintains his schedule by running some trips early.  

E.3 Findings Regarding Trip Length

1. Based on a sample of 32 trips of one hour or longer, 13 ADA Complementary Paratransit service trips, which represent approximately 8.6% of all trips, had a travel time of at least 30 minutes longer than the estimated time for a comparable trip on fixed route service.  
2. Trips with long travel times appear to be concentrated on contract subscription runs (“100 series”), with 48% of the contract trips exceeding 60 minutes and 20% exceeding 90 minutes.  This compares to 8% and 1%, respectively, for all other trips.  On subscription trips, this could be considered a pattern or practice of a substantial number of trips with excessive trip lengths and a capacity constraint that significantly limits the availability of ADA service to ADA eligible individuals as defined in 49 CFR ss37.131(f).
3. DDOT’s standards for trip length on MetroLift service are zero trips in excess of 90 minutes and 95% of trips performed within 60 minutes.  Based on the sample day 95% of trips were performed within 90 minutes and 79% were performed within 60 minutes.
F. Findings Regarding Resources

1. The budget process for ADA Complementary Paratransit service generally does not appear to restrict service levels.  However, budget increases may be needed to eliminate resource shortages and serve latent demand for service.

2. The number of on-duty call takers is insufficient to respond to calls within reasonable hold times.  Insufficient consideration of staff limitations due to long-term disability or other conditions that affect attendance appears to contribute to this staffing problem.

3. The lack of a lead scheduler appears to significantly limit the quality of schedules, contributing to late and missed trips and inefficient use of transportation resources.

4. There do not appear to be a sufficient number of drivers to cover for absenteeism or accommodate unanticipated service needs.  Elimination of significantly long trips on group runs may also require the addition of routes and drivers.   

5. As cited in Section IX, 41 the passenger vehicle fleet seems to be an insufficient to serve 38 peak routes.  The low spares ratio may not allow time for regular maintenance, thus leading to the high number of road calls.  The shortage of backup vehicles may also be contributing to late and missed trips.

Service Parameters
ADA Complementary Paratransit Service Area
The Detroit MetroLift Brochure (Attachment C) and the DDOT web site (Attachment D) describe the MetroLift service area as three quarters of a mile from DDOT fixed bus routes.  DDOT MetroLift provides curb-to-curb service to eligible riders in an area up to three quarters of a mile from DDOT’s fixed bus routes.  Although the monorail and trolley routes are not included in the description, both are fully within the ADA Complementary Paratransit service area.  DDOT’s contract with its service provider (Attachment F) describes the service area more broadly as Metropolitan Detroit, including the Wayne County and the cities of Detroit, Highland Park and Hamtramck.  However, fixed route service extends beyond this area, north of 8 Mile Road, which forms the northern boundary of both Wayne County and Detroit.  According to DDOT managers, the area north of 8 Mile Road is within the ADA Complementary Paratransit service area of Suburban Mobility Authority for Regional Transportation (SMART).  However, MetroLift also serves the area north of 8 Mile Road that is within three quarters of a mile of DDOT fixed route service.

For riders making trip reservations, DDOT’s procedure is to accept trip requests for trips with origins and or destinations up to one mile from fixed routes.

Days and Hours of Service
The DOT ADA regulations require that ADA Complementary Paratransit service be available during the same hours and days as fixed route service (49 CFR §37.131(e)).
According to DDOT’s Detroit MetroLift Brochure and its web site, service is provided 24 hours a day within three quarters of a mile of fixed bus routes.  Otherwise, service operates from 6:00 AM to 10:00 PM throughout the cities of Detroit, Hamtramck and Highland Park.  According to DDOT’s contract with ATC/VanCom, Inc., its service provider, service hours are concurrent with DDOT’s line haul/fixed route service.  According to the fixed route schedules issued on September 9, many non-24 hour routes operate before 6:00 AM and after 10:00 PM.  On routes that do not operate all day, weekday service hours extend from 3:52 AM on Route 32 until 1:40 AM on Route 9.  Similarly, on Saturday, service operates from 3:56 AM on Route 48 until 1:30 AM on Route 54 and on Sunday, from 3:56 AM on Route 48 until 1:20 AM on Routes 29 and 49.  At variance with the customer information, it is DDOT’s procedure to provide ADA service 24 hours a day, seven days a week throughout the entire LIFT service area.

Fares
The DOT ADA regulations generally limit fares for ADA Complementary Paratransit service to twice the full fare for a fixed route passenger for a comparable trip (49 CFR §37.131(c)).

The DDOT Detroit MetroLift Brochure and the DDOT web site indicates that fares are $2.50 per ADA Complementary Paratransit trip.  The DDOT contract with its service provider indicates that fares will be twice the fixed route fare for a comparable trip.

The base fare for fixed route bus service is $1.25 with a $0.25 charge for transfers.  The full fare for both the downtown trolley operated by DDOT and the people mover operated by Detroit Transportation Corporation (DTC), a part of Detroit City Government is $0.50.  Although few ADA Complementary trips with both trip ends within the service area of the monorail and trolley services are likely, the maximum fare permitted by the regulations for these trips would be $1.00.

The fare for all MetroLift service is $2.50, or twice the bus fare.  According to DDOT staff, DDOT is considering an increase in the base fixed route bus fare from $1.25 to $1.50.  No adjustment to the Lift fare is being considered.

Findings

1. DDOT publicizes and provides ADA Complementary Paratransit service to an area three quarters of a mile or more from its fixed route services in compliance with the USDOT ADA Regulations.

2. The language in DDOT’s contract with its operator does not include any of the area north of 8 Mile Road as within its service area, although DDOT provides fixed route service and ADA Complementary Paratransit service within this area.  The contract description could cause confusion.

3. DDOT MetroLift service is provided during all the hours that fixed route service is provided.  However, public information materials identify service hours as 6:00 AM to 10:00 PM in the normal service area and all day along DDOT routes that operate 24 hours.  Many of the non-24 hour bus routes operate earlier than 6:00AM or later than 10:00 PM.  Because customers are advised that service hours are less than those provided on some fixed routes, they may not be aware that they can request trips before 6:00 AM and after 10:00 PM.
4. The $2.50 fare for MetroLift service is twice the $1.25 fare for fixed route buses and will be less than twice the fare if the bus fare is increased to $1.50.  This fare complies with the US DOT ADA Regulations for almost all of the ADA Complementary Paratransit service area.  However, the MetroLift fare is five times the 50-cent fare for both the downtown trolley and people mover.  Should an ADA Complementary Paratransit Rider wish to make a trip with both origin and destination within 3/4- mile of the downtown trolley and people mover, the DDOT fare of $2.50 would exceed twice the $.50 fare charged for the comparable fixed route trip.

Recommendations

1. DDOT should revise the description of the ADA Complementary Paratransit Service Area in its contract with its operator to include those portions of the service area north of 
8 Mile Road.

2. DDOT should revise its public information materials to make clear to customers that ADA Complementary Paratransit service is available during all of the hours that fixed route service is available.

3. DDOT should advise its call takers and operators that should a customer make a trip with both origin and destination within three quarter miles of trolley and monorail stations, the fare should not exceed twice the full fare for those services, or $1.00.

Observations Regarding ADA Complementary Paratransit Eligibility

The purpose of the assessment team’s review of the eligibility process was to identify any policies, procedures, or practices that prevent individuals with disabilities from gaining timely access to ADA Complementary Paratransit service.  Assessment team members:

· Interviewed the DDOT and Great Lakes Center for Independent Living (GLCIL) staff.

· Collected materials used in the certification process.

· Reviewed records on the status of current applications.

Consumer Comments

The assessment team gathered information about the concerns of riders who use the MetroLift service through three sources: telephone interviews with riders or professionals who work with riders; written complaints to FTA; and written and telephone complaints to DDOT.

During the assessment team’s interviews with customers and client agencies, no problems with the eligibility certification process were identified.  Additionally, neither the complaint filed with the FTA nor the complaints recorded by DDOT specifically related to the eligibility process.
Eligibility Determination Procedures and Practices

DDOT ADA Complementary Paratransit service eligibility certification is performed by Great Lakes Center for Independent Living through a contract with DDOT.

Information Dissemination.  As per discussion with DDOT and GLCIL staff, people learn about MetroLift and obtain information through word of mouth, social service agencies and workers, and contacting DDOT.  DDOT publishes a Rider’s Guide and a brochure on the eligibility process (Attachment B).  DDOT also includes information on MetroLift eligibility on its web site.  The DDOT map, published in 1997 contains no information on MetroLift.  All of the materials provide DDOT telephone numbers for prospective applicants to obtain more information.  In addition, DDOT’s Eligibility Certification Brochure, Get there on the DOT, includes a tear-off card for mailing to DDOT to request a certification application.  Requests for application materials in alternative formats, such as large type or Braille, are referred to DDOT’s Planning and Marketing Department.

Application Requests.  Requests for applications are referred to DDOT’s Customer Service Department.  The applicant’s request is entered into an Access database and an application is mailed to the customer within seven days.  Completed applications are returned to DDOT Customer Service, date stamped, and forwarded to GLCIL for review.  Some applicants return applications directly to GLCIL.  These applications are date stamped by GLCIL upon receipt.
Review.  GLCIL reviews each application.  (See Attachment G for a copy of the application.)  If the application is incomplete, GLCIL contacts the customer to obtain additional information.  If the medical information is incomplete, GLCIL’s social worker reviews the information with the applicant and/or physician and completes the application.  If GLCIL is unable to complete the application it returns it to the applicant.  DDOT advises applicants that if an application is not complete, the applicant will be contacted and the application will be returned to the applicant.  This advice is included on the application, in both ADA Complementary Paratransit brochures, and on DDOT’s web site.

If the application is complete, GLCIL enters the information from the application into its eligibility screening software, “Lawson Insight.”  The software makes a determination of eligibility for service based upon the information contained in the application.  The software does not specify why the application was denied.  According to GLCIL staff, the software is being modified to provide this information.  For applications that are denied, the GLCIL social worker and Director review the application to complete the determination.

If the application process takes longer than 21 days, it is DDOT’s policy to provide the applicant with temporary eligibility until a determination is made.  DDOT advises applicants, through its web site and its Eligibility brochure and its Rider’s Guide, that they will receive temporary eligibility after 21 days from receipt of a completed application until a determination can be made.

Once the 21-day period has elapsed, DDOT does not contact the applicant to advise them of their right to temporary use of the service.  Should an applicant inquire as to the status of his/her application DDOT grants them temporary rights to use MetroLift.

Upon completion of the determination of eligibility, DDOT notifies applicants of the results by letter (Attachment G).  DDOT staff indicated that they are in the process of reviewing and revising its form letter notifying applicants that they are not eligible for ADA Complementary Paratransit service.  The draft form letter does not specify a reason for the determination that the applicant is not eligible for service.  

For eligible riders, it is DDOT’s procedure to schedule an appointment to prepare a photo ID.  The eligibility letter serves as proof of eligibility until the ID has been issued.  There are two types of eligibility – temporary and full.  DDOT does not issue conditional eligibility.  Temporary eligibility is issued for a period of one year; full eligibility is for a period of five years.  Eligible applicants are also entered into the Trapeze scheduling system database.

DDOT sends a letter to Certified ADA Complementary Paratransit customers four to five months before the certification expires.  In addition to notifying the customer of their certification expiration date, the mailing includes a copy of an application.  The recertification process is the same as with an initial certification.

Appeals.  If DDOT makes a determination of not eligible, the draft notification form letter advises the applicant of a right to appeal the decision within 30 days.  The letter provides no reason for the negative decision.  No other information on the appeals process is provided with the letter.

Based on discussions with DDOT staff, the Eligibility Certification Appeals process is currently being reviewed and updated.  DDOT has not had an appeal since 1997 or 1998.  Prior to the current contract with GLCIL, all applicants were certified as eligible for ADA Complementary Paratransit service.

The procedure for appeals is as follows:

· Receive and date-stamp the request for appeal.

· Refer the appeal request to GLCIL for review.  If upon review, the application is accepted, the applicant is notified that he/she is eligible for service.  If rejected, DDOT schedules a hearing from 30 to 45 days after receipt of the appeal request.

· The appellant is notified of the hearing schedule.  The hearing is rescheduled if necessary.  The appellant is advised that he/she may attend the hearing, send or bring a representative, and/or submit materials in support of the appeal.  The appellant is also advised that he/she may use service if he/she has not been notified of a decision on the appeal within 30 days of the close of the hearing.  

· The appeal hearing is held at an accessible site and transportation is provided to the appellant, if requested.

· The appeals panel reviews the information and makes a determination within 30 days.   

DDOT is in the process of assembling an appeals panel.  The panel will consist of five members, four standing and one rotating.  The standing members are being selected as follows:

· One drawn from a community agency such as a Center for Independent Living.

· One from DDOT’s Local Advisory Council (LAC).

· Two consumers.

The rotating member will be selected based upon the nature of the appellant’s disability.  The rotating member will be selected from four professionals from community agencies who specialize in one of the following categories of disabilities:  cognitive, visual, hearing, or mobility.  DDOT planned to have the panel assembled by the end of September 2002.

The DDOT ADA Eligibility Certification Brochure is being revised to advise applicants of their rights to appeal.

Suspensions.  The web site also indicates that DDOT may suspend or cancel a rider’s ADA Complementary Paratransit service for willful abuse of policies regarding no-shows, late cancellations, disregard for safety, refusal to use wheelchair locks, or interference with vehicle operation.  DDOT defines a “late cancellation” as a cancellation less than two hours before the scheduled pickup time.  A no-show is a late cancellation or a trip for which the customer fails to show up or refuses to take.
Observations

The contract for GLCIL review of ADA Complementary Paratransit applications began on 
April 22, 2002.  Prior to the contract start-up, there had been a lapse in reviews due to problems with the previous reviewer.  As a result, there was a substantial backlog of applications at the beginning of GLCIL’s contract.

The DOT ADA regulations require that the transit property treat the applicant as eligible for service and provide service if the transit property has not made a determination within 21 days of receiving a complete application (49 CFR §37.125(c)).

From June 5 (when GLCIL began its work for DDOT) to September 11, 2002, GLCIL reviewed 810 applications for ADA Complementary Paratransit service.  DDOT had received these applications between October 2001 and September 7, 2002 (most between December 2001 and August 15, 2002).  GLCIL determined that 801 of these applications were complete and entered them into DDOT’s Lawson Insight eligibility software system.  Of nine incomplete applications five were to be reviewed with the applicant and the certifying health care professional.  These five were received by DDOT between July 8 and August 15.  Staff estimated that follow-up would be completed by September 10.  Four applications were to be returned to the applicants to complete.  DDOT received these applications between May 29 and July 23, 2002.  At the time of the assessment, DDOT had not issued notification letters to any of the 801 applicants determined to be eligible for service.
At the time of the assessment, most applications that GLCIL had received from DDOT between August 16 and September 10, 2002 had not yet been reviewed; DDOT had received many of these applications several months earlier.  See Attachment H for details on GLCIL’s processing of applications for ADA Complementary Paratransit service.

The DDOT Customer Service Office uses the Lawson Insight results to advise customers of their eligibility for service.  As of September 11, 2002, determinations of ineligibility made by Lawson Insight had not yet been reviewed and confirmed by GLCIL’s medical officer.  As a result, such determinations as presented in Lawson Insight are not final; if they are used to advise customers of their status, this could result in customers being advised incorrectly that they are ineligible for service.  

GLCIL staff has reduced the initial backlog of applications from four months (in May 2002) to one month (in September).  GLCIL staff indicated that their goal is to review applications for completeness and enter application information for completed applications into Lawson Insight within seven days of receipt.  Based upon Lawson Insight results, it is GLCIL’s goal to issue notification letters to ADA eligible customers within one week of the review (7 days).  A schedule for review of applicants initially denied by Lawson Insight has not yet been developed. 

Findings

1. As of September 11, 2002, DDOT’s eligibility contractor, Great Lakes Center for Independent Living (GLCIL), had not reviewed most of the applications that it had received from DDOT between August 16 and September 10, 2002.

2. As of September 13, 2002, DDOT had not yet issued written notification of eligibility determinations to more than 800 applicants for ADA Complementary Paratransit service in response to applications submitted between January 23 and September 10, 2002.

3. DDOT’s Rider’s Guide, web site, ADA Eligibility Certification Program Brochure, and eligibility application advise applicants that they may use ADA Complementary Paratransit service if an eligibility determination has not been made within 21 days of DDOT receipt of a completed application until a determination has been made.  If DDOT has not made an eligibility determination within 21 days after receiving a completed application, DDOT does not affirmatively notify applicants that they are temporarily eligible to use MetroLift.  Should applicants inquire as to the status of their application after the 21 days has elapsed, DDOT grants them temporary eligibility.  DDOT’s lack of notification to applicants could limit ADA Complementary Paratransit Service to those applicants who do not inquire as to the status of their application after the 21 days has elapsed. 

4. The DDOT draft form letter advising applicants that they are not eligible for ADA Complementary Paratransit service does not state the reason for the finding, as required by 49 CFR §37.125(d).

5. DDOT advises applicants who have not yet received a written determination of eligibility of their status based upon the preliminary determination by the Lawson Insight software.  As of September 11, GLCIL’s Medical Officer had not yet completed a review of applications that had initially been found ineligible.  As a result, DDOT may be incorrectly advising eligible applicants that they are ineligible for service. 

6. The draft form letter notifying ADA Complementary Paratransit applicants that they are ineligible for service indicates that they may file a written appeal within 30 days.  This is inconsistent with 49 CFR §37.125(g)(1), which permits transit properties to limit the appeals process to no fewer than 60 days. 

7. DDOT has not employed an appeals process in recent years and is in the process of revising its appeals process.

Recommendations

1. DDOT should continue to aggressively complete review of pending applications until it makes eligibility determinations for all applications within 21 days.  DDOT’s procedure for reviewing applications should include a schedule for each task to assure that applications are reviewed within 21 days.

2. DDOT should instruct GLCIL to expeditiously complete the review of applicants determined to be ineligible for service by the Lawson Insight software.

3. DDOT should expeditiously issue notification letters to all applicants whose eligibility has been reviewed.

4. DDOT should revise its ADA Eligibility Certification Program Brochure to advise applicants that they are eligible to use ADA Complementary Paratransit service 21 days from DDOT’s receipt of a completed application.

5. DDOT should revise the form letter advising applicants that they are not eligible for ADA Complementary Paratransit service to include the specific reason for the determination. The letter should also be revised to indicate that applicants may file an appeal within a period of DDOT’s choosing ( but not fewer than 60 days.  

6. DDOT should confirm that applicants identified in Lawson Insight as ineligible for ADA Complementary Paratransit service are ineligible.  This could be done by GLCIL’s expeditious completion of review of these applications, with appropriate updates to the applicant’s file or DDOT confirmation with GLCIL before notifying the applicant, or other means as appropriate.

7. DDOT should expedite revision to its appeals process, including establishment of an appeals panel so as to avoid potential delays in the processing of appeals.

Observations Regarding Telephone Capacity and Trip Reservations

The purpose of the assessment team’s review of the telephone system and trip reservation process was to determine whether riders who use Detroit DOT’s MetroLift service can effectively reach call takers and have their trip requests scheduled.  Information reviewed and observations made on telephone service and capacity and reservations included:

· Consumer interviews, review of complaints filed with FTA, and review of complaints filed with DDOT.

· Review of DDOT’s policies and procedures for taking trip reservations for ADA Complementary Paratransit service.

· Call management data from DDOT’s call center.

· Direct observations of call taking practices in the reservations office.

Consumer Comments

The January 2001 complaint filed by the Michigan Protection and Advocacy Service, Inc. included several issues regarding telephone capacity and scheduling of trips:

· Excessive wait time on the phone in order to make reservations for rides (hold times of up to an hour and a half were cited in support of the complaint).

· Requiring passengers to book a week in advance in order to get a ride.

· Inability to accommodate ADA Complementary Paratransit passengers in getting rides on the date and times of their choosing (information in support of the complaint indicates that customers requesting trips have been told that dialysis patients are given priority in scheduling trips).

During the assessment team’s telephone interviews with MetroLift riders, there were two comments relating to telephone access.  One rider said that pickups were not always available within one hour of the requested time.  Another rider complained that it was very difficult to make a reservation.  He said that he had called five or more times during the day before not getting a busy signal.  This customer said that when he does gets through, the phone will often ring repeated without being answered.  He also cited long hold times.

In the assessment team’s analysis of DDOT’s 230 formal complaints received from January to September 2002 concerning paratransit, two complaints (one percent), one “wrong pickup location,” and one for “wrong drop-off address,” seem to be related to the trip reservation process.

Telephone Policies and Procedures
At the time of the assessment team’s visit, DDOT staff indicated that they did not have goals for telephone response times.  They indicated that they were installing an interactive voice response system (IVR).  DDOT expected that the new system would reduce the number of abandoned calls.  Their response time goal with the IVR will be an average response time of three minutes, with an expectation of achieving about three minutes 45 seconds.

The DDOT call center is located within DDOT’s Coolidge Terminal at 14044 Schaeffer in Detroit.  DDOT’s Planning and Marketing Department manages the call center.  The supervisor of the call center reports to DDOT’s Director of Administration.  The call center staff provides information for DDOT’s fixed route service and the ADA Complementary Paratransit service.  The Trapeze software installed on the call takers’ workstations allows them to provide information about the fixed route buses (routes, fares, trip planning) as well as to take trip requests and other calls for MetroLift service.

The call center operates every day from 6 AM to 6 PM.  DDOT staff accepts reservations for ADA Complementary Paratransit service everyday from 8 AM to 4 PM.  These are the same times as DDOT’s administrative office hours.  DDOT accepts requests for trips one to eight days in advance.  There are 12 full-time call taker positions, plus one supervisor.  According to the supervisor, the ideal peak staffing (10 AM to 2 PM) is eight call takers.  However, the call center is rarely staffed at the desired levels.  Individuals on medical leave have occupied several of the full time positions.  Call takers taking vacation and sick days further reduce the number of call takers on duty.  During the site visit, the assessment team observed that the number of call takers ranged from two to six at any given time.

All call takers can take calls for either fixed route or MetroLift.  When a rider calls the DDOT line, the initial message prompts the caller to select either fixed route or paratransit information.  When a call taker accepts a call (or sees a call in the queue), she can look at the light on the telephone to know whether the call is for fixed route or paratransit.  If there is a queue with both types of calls, the supervisor has instructed the call takers to answer the paratransit calls first.

DDOT instructs riders for ADA Complementary Paratransit service to call the call center for any issues ( except same-day cancellations ( every day from 8 AM to 4 PM.  During other hours, riders are directed to call ATC, the MetroLift contractor.

The call takers use Trapeze for retrieving information for both fixed route and MetroLift calls.  For callers who are making requests for MetroLift trips, the call takers are supposed to ask for the following information:

· ID number

· Trip date

· Pickup address (if not home)

· Pickup time

· Drop-off address

· Appointment time (if any)

The call taker enters this information into the computer.  DDOT has established a pickup window of 10 minutes before to 10 minutes after the agreed upon pickup time, e.g., a window of 7:50 to 8:10 AM for an agreed upon 8 AM pickup.  The call taker is then supposed to repeat the information provided by the rider.  As the call taker enters the trip request information into Trapeze, she assigns the trips to vehicle runs.  Section VIII of this report discusses MetroLift’s scheduling process in more detail.

A rider may request subscription service.  DDOT had “frozen” the subscription list for about six months during mid-2002, but had begun accepting new subscription requests during the late summer.  The call center supervisor said, however, that DDOT had not publicized the availability of new subscription requests, so there was low demand for it.

Requests for changes to the contracted subscription services are directed by the client agencies to the call center.  According to the contracts between DDOT and the client agencies, requested schedule changes are to be made in writing well in advance of the service date.

When a caller requests an application for ADA Complementary Paratransit service eligibility, the call taker enters the name and address of the caller into a Microsoft Access database.  Subsequently, DDOT sends application material to new names in the database.

Observations of Lift Reservations Practices

The assessment team observed 48 calls to DDOT call takers during two periods: Tuesday morning, September 10, from 8:30 to 10 AM, and Tuesday afternoon from 2:30 to 4:05 PM.  Team members observed four different call takers.  Call takers responded to calls in the following areas:

· To request trips.

· To ask, “Where’s my ride?”

· To find out when the rider will be dropped off.

· To confirm ride times.

· To cancel trip requests.

· To reschedule trip requests.

· To get service information, e.g., eligibility, fares.

· To get fixed route information.

Team members made the following observations about the call takers’ practices:

· The assessment team did not observe any trip denials.  However, call takers said that they were not always able to accommodate trip requests within the allowed one hour of the requested time.  They said that this is more likely when a rider calls for a 
next-day trip during the peak periods (6 to 9 AM and 1 to 3 PM).

· Call takers were not consistent in asking for information from callers making a trip request.  For example, for some requests, call takers asked for an ID number and confirmed the home address.  For other calls, the call takers did not ask for this information.

· For a rider making a first trip request, the call taker checks the client database (separate from Trapeze) to confirm that the rider is certified.  Then the call taker enters all of the client information into the Trapeze database.

· Call takers were not consistent in confirming trip information after booking a trip.  One team member observed a call-taker who discovered an error in the original information when confirming the trip request.

· Call takers recited the precise agreed upon pickup time when confirming a trip, rather than the pickup window.

· DDOT has a policy that the two pickups of a round trip be at least two hours apart.  Some call takers followed this policy in booking trips, while others did not.

· A call taker said that trips requested for between midnight and 6 AM of the next day had to be requested a day earlier, e.g., for a 12:01 AM Wednesday morning trip, the request must be made by 4 PM Monday.

Assessment team members were not aware of any long queues for ADA Complementary Paratransit calls during their observations.  However, on Monday afternoon, September 9, assessment team members tried to call the call center several times around 3 PM.  Each time, the line was busy.

The assessment team also analyzed call data from the call center’s tracking system.  The assessment team reviewed summary data for the months of January 2002 to August 2002.  The team then analyzed detailed data for a single week, August 3 to 9.  The analysis includes only calls classified by the call system as paratransit calls.  Table VII.1 presents a summary of telephone performance for January to August 2002.

Table VII.1 ( DDOT Telephone Performance for Paratransit: Monthly Averages

	Month
	Total Calls
	Hold Time (calls not abandoned)
	% Calls Abandoned

	
	
	Average
	Worst Day Average (date)
	

	January
	5,134
	5:19
	18:40 (1/21)
	16.1

	February
	4,646
	4:08
	7:38 (2/18)
	13.7

	March
	5,169
	3:44
	8:49 (3/26)
	12.6

	April
	5,753
	4:22
	9:50 (4/22)
	14.8

	May
	5,350
	3:37
	6:41 (5/13)
	12.7

	June
	3,238
	3:20
	6:46 (6/3)
	12.7

	July
	5,039
	4:42
	12:18 (7/5)
	15.6

	August
	5,173
	4:12
	8:40 (8/2)
	12.4

	AVERAGE
	
	4:05
	
	13.9


Here are several highlights of this eight-month performance:

· DDOT did not meet its future goal of an average response (hold) time of three minutes in any month.

· The average hold time for all non-abandoned calls was 4:05.

· The worst performance was in January, when the average hold-time for 
non-abandoned calls was 5:19.

· On January 21, the average hold time per non-abandoned call was 18:40.

· 13.9 percent of all calls were abandoned.

Table VII.2 presents a summary of telephone performance for the week of August 3 to 9.

Table VII.2 ( DDOT Telephone Performance for Paratransit: Daily Analysis

	Date
	Call Center Staff on Duty
	Total Calls
	Hold Time (calls not abandoned)
	Calls Abandoned

	
	
	
	Average
	Worst

30 Minutes

Average (time of day)
	%
	Worst Avg. Hold Time Before Abandoning (time of day)

	August 3
	2
	129
	3:02
	10:04 (8 AM)
	13.2
	9:01 (11 AM)

	August 4
	2
	58
	1:27
	3:35 (10:30 AM)
	13.8
	2:00 (9:30 AM)

	August 5
	5
	221
	8:03
	21:11 (2:30 PM)
	19.9
	13:42 (2 PM)

	August 6
	6
	159
	3:31
	7:30 (10:30 AM)
	20.8
	5:56 (2 PM)

	August 7
	6
	133
	7:14
	22:00 (4 PM)
	18.8
	11:00 (4 PM)

	August 8
	5
	161
	4:46
	14:11 (3 PM)
	17.4
	7:02 (11 AM)

	August 9
	4
	151
	3:49
	7:13 (2 PM)
	8.6
	12:41 (2 PM)

	AVERAGE
	
	
	4:23
	
	16.8
	


Here are several highlights from this sample week:

· DDOT met its future goal of a three-minute average hold time on one day, and came close on a second day ( Sunday and Saturday, when call volumes were lowest.

· The average hold time for all non-abandoned calls was 4:23.  This means that half of the callers were on hold for more than four minutes.

· The average hold time was 8:03 on August 5, when there was an usually high volume of calls.

· The average hold-time was 7:14 on August 7, when the number of calls was in the average range.

· August 5 and August 7 each had 30-minute periods which had average hold times of greater than 21 minutes.  This means that some callers may have been on hold for more than 40 minutes.

· On four of five weekdays, the worst 30-minute periods occurred during 
mid-afternoon.

· To determine whether callers who abandoned calls were “merely impatient,” the assessment team analyzed the hold times of abandoned calls.  While the highest daily hold times for abandoned calls were lower than the hold times for non-abandoned calls, they were greater than five minutes for six of seven days (see right-hand column of Table VII.2).

Another observation is that the number of call center staff members who were available during this sample week was much fewer than the ideal peak staffing of eight call takers.  The assessment team was told that absenteeism is a problem that contributes to understaffing; this is in addition to the positions that were filled by employees on medical leave.

Findings

1. Call takers said that they were not always able to accommodate trip requests within the allowed one hour of the requested time.  This confirms the complaint of one rider that the assessment team interviewed prior to the site visit.  Failure to offer a trip within one hour of the requested time should be counted as a trip denial.  The assessment team did not observe any trip denials when monitoring call takers.  

2. According to the call center supervisor, the ideal peak staffing (10 AM to 2 PM) is eight call takers.  However, the call center is rarely staffed at the desired levels.  Individuals on medical leave have occupied several of the full-time positions.  The assessment team also was told that absenteeism is a problem that contributes to understaffing.

3. DDOT had “frozen” the subscription list for about six months during mid-2002, but had begun accepting new subscription requests during the late summer.  The call center supervisor said, however, that DDOT had not publicized the availability of new subscription requests.

4. Call takers were not consistent in asking for information from callers making a trip request.  Call takers were not consistent in confirming trip information after booking a trip.

5. Call takers recited the precise agreed upon pickup time when confirming a trip, rather than the pickup window.

6. A call taker said that for a trip between midnight and 6 AM, a rider must call at least two days ahead.

7. For all non-abandoned ADA Complementary Paratransit calls made to the call center from January to August 2002, the average hold time was 4:05.  This compares to DDOT’s future goal of a three-minute average hold time.  DDOT did not meet this goal in any of these eight months.

8. For a sample week in August 2002, the average hold time for all non-abandoned calls was 4:23.  It is likely that many callers were on hold for more than four minutes.

9. During this sample week, the worst 30-minute period (in terms of average hold time for non-abandoned calls) was between 2 and 4 PM for four of the five weekdays.

Recommendations

1. DDOT should not deny any proper trip requests.  If a call taker cannot identify a vehicle run to fit in trip requests, DDOT should consider placing the requests in an “open run” (or equivalent) for subsequent scheduling.  This should only be done with an accompanying commitment to serve the requested trip.

2. DDOT should inform its riders that subscription service is available.

3. DDOT should develop a written script for its call takers so that they request and provide all necessary information on a consistent basis while taking a trip request.  This includes the recitation of a pickup window, rather than a precise time.

4. DDOT should allow riders to make trip requests for next day trips between midnight and 
6 AM.  The average volume of these trips (20 or fewer demand trips per overnight) should allow this change without much effect on scheduling or operations.

5. DDOT should increase its staff of call takers to reduce hold times for riders calling for ADA Complementary Paratransit service.  It also should review the shift schedules of the call takers to increase the number of active call takers when hold times are longest.

Observations Regarding Scheduling of Trip Requests

The assessment team reviewed scheduling of Detroit DOT’s ADA Complementary Paratransit service trips requests.  Information reviewed and observations on scheduling included:

· Consumer interviews, review of complaints filed with FTA, and review of complaints filed with DDOT.

· Review of DDOT policies and procedures.

· Interviews with the MetroLift schedulers and supervisor and carrier staff.

Consumer Comments
Consumer comments related to scheduling are generally addressed in the context of being able to reserve a trip through the reservations process and receive a trip as requested.  Accordingly, reservations and service delivery complaints reflect potential problems with scheduling.
Consumer interviews, the FTA complaint, and complaints on file with DDOT all cited late pickups and long trips.  There were also complaints about trip reservations.  Some specific reservations issues included:  

· Discontinuance of subscription service;    

· Problems with trip denials;

· Pickups not available within one hour of the requested time;

· Late buses and tight schedules;

· Trips scheduled for the wrong day;

· Too many long rides, in excess of one hour.

Of 230 complaints on file with DDOT, 71% related to service delivery (66% pickup and 5% scheduling).  Of these complaints, almost two thirds (63%) related to late or missed pickups.

Policies and Procedures
DDOT identifies a goal of zero denials when subscription trip requests outnumber casual trip requests and a standard of one percent denials when casual trip requests outnumber subscription trip requests.  DDOT produces a “Denials Report” from the Trapeze software.  The report lists trip denials by passenger and includes specific information about each trip request that is denied.

The DDOT contract with ATC requires that DDOT provide ATC with reservation information by 8:00 PM the day before service and notify ATC of reservations for demand response trips at least 10 hours in advance.
DDOT call takers schedule all MetroLift trips.  As of summer 2002, the number of one-way trips scheduled per weekday generally ranged from 650 to 750.  On Saturdays, there were 200 to 250 scheduled trips, and on Sundays there were 175 to 200 scheduled trips.  Of scheduled trips, slightly more than 50 percent are subscription trips; the proportion of subscription service has been increasing since earlier in 2002.  DDOT has the subscription trips built into vehicle runs so that DDOT staff does not have to schedule them on a daily basis.  In addition, trips for contracted services are pre-scheduled to six runs: five for Wayne County and one for the Detroit Recreation Department.  As a result, call takers schedule from 250 to 350 one-way trips for each weekday.

When a rider calls to make a request for a demand trip, the call taker uses Trapeze to create a trip request record.  The call taker asks the rider for a pickup time.  If the rider has specific drop-off time (appointment) in mind, the call taker suggests a pickup time appropriate to the drop-off time.  Trapeze generally offers three potential vehicle runs for each trip; the call taker uses her judgment to place the requested trip on one of the runs.  The call taker assigns the return leg of a rider’s requested round trip in the same way, along with any other requested trips.  At 4 PM, the call takers stop accepting trips requests for the next day’s service (defined by DDOT as 6 AM or later).

DDOT call takers use this process to schedule all demand trips for MetroLift.  On weekdays, there are 54 manifests.  ATC sets the shifts for each manifest: the beginning time, end time, and break times.  Of these manifests, six (#101 to #106) are the dedicated subscription runs for the two agencies that have contracts with DDOT.  One manifest (#300) includes all trips with pickups between 10 PM and 6 AM.  An ATC subcontractor, “On-Time,” provides these trips.

DDOT does not have an individual whose primary job is to oversee the scheduling of ADA Complementary Paratransit trips.  Instead, one of the call takers has the lead responsibility in reviewing the assignment of trips to the vehicle manifests.  Her main task is to check for scheduling “violations.”  The call taker can see these violations on a Trapeze screen (the trips with violations are displayed in red).  These violations include:

· More than 60 minutes on board the vehicle for a rider

· Late (after appointment times) drop-offs

· “Hostage” trips: those trips for which the vehicle passes a rider’s drop-off address to make other pickups or drop-offs

This call taker also performs some run balancing, shifting some trips from busier to lighter manifests.  The call taker, however, does not devote much time to re-distributing trips among the runs.

Usually by 5 PM, this call taker finalizes the schedule and sends a text version of the manifests to ATC.  ATC can review the manifests on the screen and print them, but ATC does not have the capability to change the manifests.  In the morning, the ATC lead dispatcher reviews each manifest.  Each ATC driver is also responsible for reviewing his/her own manifest before pulling out.  See Section IX of this report for a further description of the activities of the ATC dispatchers and drivers.

Observations

During the week of the assessment team’s visit, DDOT did not have any trip denials.  The call takers were able to schedule all trips within one hour of the requested pickup times.  However, DDOT has had trips denials during 2002.  The DDOT call takers and their supervisor noted that it had been difficult to fulfill trip requests for next-day trips, particularly during the morning and afternoon peak periods.

Table VIII.1 presents the disposition of trip requests for the month of June 2002, based on the assessment team’s review of DDOT records.



Table VIII.1 Disposition of Trip Requests – June 2002

	
	Totals
	% of Trips Requested
	% of Trips Scheduled
	% of Trips Final Scheduled

	Trip Disposition
	
	
	
	

	Trips Requested
	16,635  
	100.0%
	
	

	Trips Denied
	10
	0.06%
	
	

	Trips Scheduled
	16,625
	99.9%
	100.0%
	

	Subscription
	6,631
	
	39.9%
	

	Demand
	9,994
	
	60.1%
	

	Advance Cancelled
	2,662
	
	16.0%
	

	Final Scheduled
	13,963
	
	84.0%
	100.0%

	Late Cancelled & No Show
	1,179
	
	
	8.4%

	Missed Trips
	359
	
	
	2.6%

	Completed
	12,419
	
	
	88.9%


The data indicates a small number of trip denials.  There also are a substantial number of missed trips.  These missed trips can be an indicator of tight schedules, insufficient operating capacity, or both.

By August 2002, the number of denials had been reduced to zero and the proportion of subscription trips had increased to 51% of scheduled trips.

The assessment team analyzed the MetroLift trip denials for the period of January to June 2002.  There were a total of 79 trip denials during that period: approximately one per 1,000 trips provided (0.1 percent).  Table VIII.2 presents characteristics of these trip denials.




Table VIII.2 ( MetroLift Trip Denials, January to June 2002

	
	Number
	Percent of Total

	Total
	79
	100.0%

	Requested for Next Day
	49
	62.0%

	Pickup Requested Between 1 and 5 PM
	43
	54.4%

	Pickup Requested Between 4 and 5 PM (also included in above row)
	16
	20.3%


It appears that a disproportionate number of trip denials occur for next-day requests.  Sixty-two percent of all denials were for next-day service.  DDOT estimates that less than half of all requests for demand trips are for next-day service.  In addition, over 54% of denials were for trips requested between 1 and 5 PM; 20% of denials were for trips between 4 and 5 PM.  Accordingly, a disproportionate number of trip denials are for next day service requests for afternoon trips, particularly for trips between 4 and 5 PM.  

As mentioned earlier in the report, DDOT had resumed taking requests for subscription service after a period of freezing the subscription list.  However, DDOT did not publicize this change.  One consequence of this was that call takers were regularly receiving calls from riders who were making requests for regular trips (sometimes as many as five round trips per week) because they did not know they could receive subscription service.  Therefore, call takers were booking and scheduling demand trips that could have been turned into subscription trips.

The ATC dispatcher and drivers were critical of the vehicle schedules.  They said that the runs filled with (or mostly) subscription trips were generally acceptable in terms of routing and timing of pickups and drop-offs.  However, they said that runs primarily composed of demand trips often had illogical routing and/or unrealistic times.

Based on the concerns that the ATC dispatcher and drivers expressed about the quality of the schedules generated by DDOT, the assessment team reviewed the parameters that DDOT used in Trapeze.  These parameters are numeric values that Trapeze uses as it builds schedules, e.g., the number of minutes for a passenger to board a vehicle (different values allowed for ambulatory passengers and passengers who use a wheelchairs), the maximum allowable time for a passenger to ride on a vehicle.  One key Trapeze parameter is the vehicle road speed: the average speed of a vehicle when it is not making a pickup or drop-off.  At the time of the on-site assessment, DDOT had set the parameter for vehicle road speed at 18.64 miles per hour.  The DDOT call center supervisor agreed that this was an unrealistically high value for road speed, given the traffic conditions in Detroit.

Findings 

1. For the period of January to June 2002, DDOT recorded a total of 79 trip denials: approximately one per 1,000 trips provided (0.1 percent).

2. It appears that a disproportionate number of trip denials occur for next-day requests.  Sixty-two percent of denials from January to June 2002 were for next-day service.  In addition, over 54% of denials were for trips requested between 1 and 5 PM.

3. During the month of June 2002, DDOT reported 2.6% of final scheduled trips (359 trips) as missed trips.

4. DDOT identifies a goal of zero denials when subscription trip requests outnumber casual trip requests and a standard of one percent denials when casual trip requests outnumber subscription trip requests.  FTA’s interpretation of the prohibition against capacity constraints is that transit agencies must design, fund and implement their ADA Complementary Paratransit programs to serve 100% of demand.  
5. The ATC dispatcher and drivers said that runs primarily composed of demand trips often had illogical routing and/or unrealistic times.

6. ATC does not appear to perform a thorough review of the schedules to assure that routes can be performed on time, with direct travel paths and minimum travel times before providing the schedule manifests to drivers.  

7. DDOT does not have an individual whose primary job is to oversee the scheduling of ADA Complementary Paratransit trips.  Instead, one of the call takers has the lead responsibility in reviewing the assignment of trips to the vehicle manifests.
8. ATC can review the manifests on the screen and print them, but ATC does not have the capability to change the manifests.
9. DDOT had set the Trapeze parameter for vehicle road speed at 18.64 miles per hour.  Given the traffic conditions in Detroit, this appears to be an unrealistically high value for road speed.  

10. Because DDOT had not publicized the availability of new subscription service, riders were making requests for regular trips because they did not know they could receive subscription service.  Therefore, call takers were booking and scheduling demand trips that could have been turned into subscription trips.

Recommendations

1. DDOT should assign one staff member to be a dedicated scheduler.  This scheduler would have the lead responsibility for the following tasks:

· Become DDOT’s Trapeze expert.

· Review, modify and ultimately improve the schedules.

· Insert trips that were initially denied into the schedules. 

· Convert certain demand trips into subscription trips.

· Perform a quality control review of software-generated schedules, particularly for demand trips to assure the sequence of stops is geographically logical and the time allowed to perform the schedule is reasonable.

· Be the ongoing liaison with the ATC dispatcher.

2. DDOT should work with ATC to adjust the shifts for the vehicle manifests to reduce the number of trip denials.

3. If DDOT wants to continue to allow new subscription service, it should let its riders know that the service is available again.  DDOT should convert those demand trip requests to subscription trips that are, in practice, subscription trips.

4. DDOT should meet on a periodic basis with ATC staff to review vehicle schedules.

5. DDOT should review all of the parameters that it uses in Trapeze, including the vehicle road speed.  It should adjust them as necessary to yield more realistic vehicle runs.

Observations Regarding Operations

The assessment team reviewed the transportation operations of MetroLift to determine whether requested trips are being served in a timely fashion and are not excessively long.  Information reviewed and observations on operations and service delivery included:
· Consumer interviews, review of complaints filed with FTA, and review of complaints filed with DDOT

· Review of MetroLift service policies and procedures

· Site visits to ATC

· Interviews with nine drivers

· Review of trip manifests and analysis of on-time performance

· Analysis of Lift service trip durations

ATC has been contractor to DDOT for service provision since August 1, 1997.  The contract, which expired on July 31, 2002, has been extended for a period of six months, until January 31, 2003.  As discussed in previous sections of this report, DDOT is responsible for accepting all trip requests for ADA Complementary Paratransit service and for assigning these requests to vehicle manifests.  ATC is responsible for providing the service.  The assessment team visited the offices of ATC from 5:30 AM until noon on Wednesday, September 11, 2002.  

Consumer Comments
The most common complaints from consumers, as gathered from telephone interviews with riders or professionals who work with riders; written complaints to FTA; and written and telephone complaints to DDOT, were related to service delivery.
Of six customers interviewed, there were two complaints of service denials, two on late pickups and two on long trips.

Specific comments included:  

· Problems with trip denials;

· Late bus arrivals, tight schedules;

· Bus arrivals on the wrong day;

· Too many long rides, in excess of one hour;

· Acceptance of only cash fare.  No option for voucher or other payment method;

· Lack of management response to complaints.

The one complaint concerning Detroit’s MetroLift service on file with FTA cited:

· Unreasonably long trips due to circuit test routes performed by drivers.

· Enormous delays in pickup and drop-offs (pickups one hour after the scheduled time were cited by customers).

Of 230 complaints filed with DDOT during 2002, 71% related to service delivery (66% pickup and 5% scheduling).  Of these complaints, 6% were for early pickups, 27% for late pickups and 36% for missed trips.

Transportation Procedures and Practices

On the evening before the service day, the ATC dispatcher reviews driver availability to assure that a sufficient number of drivers are available to cover scheduled runs.  Each afternoon of the day before service, at approximately 4:30 to 5:00 PM, DDOT transmits copies of the manifests to ATC.  Each manifest has a run number, but not a specific vehicle assignment.  The schedules are transmitted electronically to ATC’s printer.  If there are problems with the network connection, the schedules are transmitted to ATC’s fax machine.  ATC receives the schedules in a printable format.  It does not have access to Trapeze software and cannot alter the electronic version of the schedules.  ATC prints two copies of the schedule, one for the drivers and one for the dispatchers.

Dispatchers review the schedules and make some modifications (by hand) to improve the routing.  ATC assigns a driver and vehicle to each manifest.  Before the service day (which starts at 6 AM), the dispatcher confirms driver availability.  If a driver is going to be absent, he assigns a replacement.  ATC operates 48 full-time runs, including both straight and split shifts, in addition to six runs for contract services.  The dispatcher may use a run scheduled for a part-time driver to assign trips that cannot be accommodated on regular runs.  If openings are identified on other runs or openings become available through cancellations, the dispatcher reassigns the trips from the part-time run to another run, freeing the driver to be used as backup.

Before the service day, each driver reviews his/her schedule and brings any serious problems to the attention of the dispatcher.  If the dispatcher has capacity to reassign trip to address the problem, he does so.  Otherwise, the drivers do their best or the problem is addressed while the driver is running his route.

If the driver is running late, he/she notifies the dispatcher and the dispatcher reassigns the trip if there is available capacity.  Free time on the part-time route is then used to serve passenger trips that are reassigned from other routes that are running late.  The dispatcher continues this process of reassigning trips as cancellations occur through the service day.

If a driver arrives at a pickup location early, the ATC procedure is to wait without making contact with the customer.  The driver is to pick up the customer and the customer is to be ready for his/her trip from 10 minutes before until 10 minutes after the scheduled pickup time.  If a customer boards the vehicle before the pickup window, the driver notifies the dispatcher and continues on his/her route.

The ATC contract requires the driver to wait for five minutes for customers.  If the customer does not appear after five minutes, the driver may alert the passenger by a short blast on the horn or other methods as appropriate.  If the customer still fails to appear, the driver is to notify the dispatcher.  According to the contract, the dispatcher then telephones the customer.  However, according to ATC managers and drivers, the dispatcher tries to telephone the customer only if he has time to do so.  If the dispatcher is unable to contact the customer, he releases the driver to proceed to the next stop.

If the dispatcher is unable to contact the customer or if the customer is not going to complete the scheduled trip, he records the customer as a “no-show” and instructs the driver to continue on to the next stop.  The dispatcher also prints a map generated by automated vehicle locator (AVL) system that identifies the vehicle location, time and date.  The dispatcher then adds the customer name and route number to the map to document that the vehicle was at the pickup location.  This documentation procedure for missed trips is not used for contract services.  The dispatcher also uses AVL to monitor vehicle location and direct drivers.

Observations
Both drivers and managers cited problems with schedules.  Six of nine drivers interviewed indicated that the schedules have problems; three said that the schedules were good.  Two of the drivers who said that the schedules are good indicated that their schedules are the same, or have little change, from day to day.  One driver said he operates a “STEP” (contract) route.  One of these drivers indicated that the Trapeze schedules had routing that sent the bus back and forth across the service area to pick up passengers who had a common destination and appointment time.  ATC indicated that they have worked with DDOT to manually revise the schedules to eliminate some circuitous routing.  DDOT has entered the revised routing into Trapeze, and ATC has used the routing since without problems.
The problem routes appear to be those that are primarily comprised of demand trips.  It appears that schedules do not allow sufficient time to travel between pickups and provide insufficient time for passengers who use wheelchairs to board vehicles.  One manifest had two pickups that were miles apart at the same time.  Another had three pickups, including a passenger who uses a wheelchair, within 24 minutes over a distance of over five miles.

As discussed in Section VIII, the number of missed trips for the month of June 2002 was 359, or 2.6% of completed trips.  The number of missed trips is an indicator that schedules are tight and/or resources are insufficient to serve demand.  The reported late cancellation/customer 
no-show rate of 8.6% also appears to be high.  Late cancellations, and to some degree customer no-shows, often free time in drivers’ schedules enabling them to recover when running late.  Even with some schedule relief from late cancellations, the schedules appear tight for the available resources, as indicated by the number of missed trips.

Table IX.1 presents a summary of demand for service and capacity to serve the demand.  The number of trips scheduled is based upon a review of weekday trip requests for the months of June and August 2002 (650 to 750), less early cancellations of approximately 15 to 20%.  The number of runs scheduled during a typical weekday and the number of drivers is based upon the September 2002 schedules picked by drivers for a Thursday.  An analysis of the service schedule for a typical Thursday appears in Attachment J.  The 54 runs consist of 50 full-time and 
4 part-time drivers for 52 full-time equivalents.  The number of vehicles is based on ATC’s fleet roster as of September 2002.

Table IX.1 - Transportation Resources
	Passenger Trips Scheduled (weekday)
	 
	550-650

	Runs

 
	Total
	54

	
	Peak
	38

	Passengers/Run
	 
	10.6-12.5

	Passengers/Vehicle Hour
	
	1.3-1.6

	Vehicles
	 
	41

	Drivers

 

 
	Full-time (a)
	56

	
	Part-time
	4

	
	Total 
	60

	(a) Does not include 1 inactive driver


Each run is for a fixed time period, with schedules revised three times a year.  Union drivers pick runs at each of these schedule changes.  Based upon 10.6 to 12.5 passengers per run and 1.3 to 1.6 passengers per vehicle hour for all runs.  For the month of June 2002, DDOT reported 2.6 passengers per vehicle hour for approximately 150 passenger trips on the six contract runs.  Considering only the remaining demand and subscription runs, the productivity becomes 1.1 to 1.4 passengers per vehicle hour.  The number of runs appears to be reasonable and appropriate for the level of current demand.

The ATC fleet consists of 41 vehicles to cover 38 peak period runs, resulting in 8% spares.  Generally, transit operators maintain a minimum of 10% spares, depending on fleet size and condition.  As indicated in Table IX.2, two of the vehicles are five years old and seven are four years old.  Fifteen new vehicles were leased in August 2002 as a result of ATC’s contract extension.  Given the short duration of the current contract, ATC is reluctant to invest further in new equipment.  The economic life of vehicles of this type is approximately five years.  Of the total fleet, 28 vehicles are owned by ATC and the remaining vehicles are leased.

Table IX.2 – ATC Fleet Roster

	Fleet Size
	Vehicle Number
	Year
	Make

	2
	9707-9725
	1997
	Ford

	7
	9826 - 9829, 9831, 9833, 9834
	1998
	Ford

	11
	9935-9945
	1999
	Ford

	6
	C-0146 - C-0151
	2001
	Ford

	15
	201-215
	2002
	Ford

	41
	Total
	 
	 

	
	Average Vehicle Age
	1.7 Years
	 


ATC has a vehicle maintenance staff of one manager, one parts manager, four mechanics and four utility personnel.  Regular maintenance includes preventive maintenance inspections, safety related repairs, repairs to wheelchair equipment, and vehicle cleaning.  

During the months of June, July, and August of 2002, ATC made 32, 47, and 20 road calls respectively.  The decline in road calls was attributed to the addition of new equipment in August.  The July record of 47 road calls, or two or more road calls per weekday, can cause serious disruption to service and tax the limited number of spares available.  It appears that the limited number of spare vehicles and the older vehicles in the fleet may be contributing to late and missed trips.

ATC employs 61 drivers, 56 of whom are full-time and four who are part-time employees.  One full-time driver is inactive, leaving 60 available drivers.  The drivers are members of a Teamsters labor union. 

The driver application process includes reference checks, police and department of motor vehicle screening (See application in Attachment I).  Drivers receive 100 hours of training, including sensitivity training.  A breakdown of the hours spent on driver training also appears in Attachment I.

The assessment team interviewed nine ATC drivers.  The following paragraphs provide a summary of their comments.

· All drivers described the training as good.  Initial training periods varied from two to six weeks, depending upon whether or not drivers already had their commercial drivers license and the amount of in-service orientation required.  Drivers indicated that sensitivity training was good.  Drivers also indicated that they receive refresher training annually.

· Three drivers who are assigned to contract, or subscription routes, indicated that the schedules are good.  All other drivers had some complaints with schedules including tight schedules, multiple pickups at different locations at the same time and illogical routing.  Drivers complained that they often run a half hour late or more and have to work through their breaks.

· Some drivers said that they have the liberty to re-arrange the order of pickups and drop-offs.  Others indicated that they have no flexibility, and yet others indicated that they could do so with the approval of the dispatcher.

· Drivers appeared satisfied with the newer vans.  Almost all drivers complained about the older vans, including complaints about air conditioning, heating, shock absorbers, and body condition.  Most drivers had experienced road calls and indicated that they were performed efficiently.

· When customers don’t appear, all drivers knew to call the dispatcher and wait to be released to their next stop.  Drivers had varying understanding as to how long to wait for a customer to appear before contacting the dispatcher.  Many thought that they should wait five minutes after the scheduled pickup time.  Others thought they had to wait as much as 15 to 20 minutes after the scheduled pickup time.

· Six drivers knew the pickup window is –10/+10 minutes from the scheduled time.  Two thought it was –15/+15 and one thought it was –5/+5.  Seven drivers said that customers understand the pickup window; one driver said they don’t, and one said that some customers don’t.

ATC managers indicated that driver recruitment and retention have been problems.  ATC management cited high attrition rates during recruitment as a result of compliance with drug testing requirements (60 to 70% attrition).  Management also cited job uncertainty, because of the short period remaining in the current contract, as a reason for attrition during recruitment and training.  In a recent training class of 16, 14 dropped out in two days.  A summary of driver seniority is presented in Table IX.3.

Table IX.3 – Driver Seniority

	Number of Drivers
	Year of Employment
	Years of Employment

	7
	1997
	5

	1
	1998
	4

	8
	1999
	3

	22
	2000
	2

	14
	2001
	1

	9
	2002
	0


The average employment period of the current drivers is two years, with an annual turnover rate of 15%.  These rates do not appear to indicate a long-term problem with driver recruitment and retention, although lack of job security, as cited by ATC management, may have been impeding recruitment in the short term.

As discussed earlier, drivers pick specific runs.  According to ATC Management, drivers also pick work on a “revolver” list.  The revolver is a list of available backup drivers.  There are as many as three revolvers in the morning on weekdays.  It is ATC’s procedure to confirm driver availability before the service day.  ATC management also indicated that, when ridership was light on a given run, trips would be reassigned from that run to free the driver to function as a revolver.  However, during observations of morning dispatch, the dispatcher was reassigning passenger trips from runs that had been left uncovered due to driver absenteeism to other runs.  This practice can contribute to late and missed trips by assigning too many trips to some runs.  This practice also indicates that there are insufficient backup drivers to cover for absenteeism and may be insufficient drivers to effectively serve all riders on days with high demand.

Findings

1. The number of regular runs scheduled generally appears to be adequate to serve travel demand.

2. There does not appear to be a sufficient number of drivers to cover for absenteeism or accommodate unanticipated service needs.  Driver shortages can cause trips to be reassigned, leading to schedules that are too tight, thereby contributing to late and missed trips.

3. ATC had 41 passenger vehicles to serve 38 routes.  This appears to be insufficient to provide for disabled vehicles and may be contributing to road calls, thereby contributing to late and missed trips.

4. Three of the nine drivers interviewed by the assessment team did not know that the pickup window was 10 minutes before until 10 minutes after the scheduled pickup time.  This lack of awareness can cause drivers to arrive for pickups earlier than they should or later than they need to, and may also cause misunderstandings with customers.

5. Although all drivers interviewed by the assessment team knew that they were to be released by the dispatcher before abandoning a customer who does not show, most drivers thought that they should wait five minutes after the scheduled pickup time.  Others thought they had to wait as much as 15 to 20 minutes after the scheduled pickup time.  None knew they could initiate no-show procedures five minutes after arriving within the pickup window.  As a result, drivers could be unnecessarily delayed by 10 to 25 minutes by failure to follow ATC’s procedure.  This delay may contribute to late and missed trips.

6. Dispatchers do not always try to contact customers when they do not appear to board the vehicle.  Customers who are waiting for a pickup may be momentarily distracted when the vehicle arrives, may be waiting for the vehicle at a different location, or may not see the vehicle.  This may lead to missed trips and apparent no-shows.

Recommendations

1. DDOT and ATC should review driver requirements and increase the number of drivers to provide adequate backup, or revolver drivers, to cover all runs.  DDOT should consider having one or more standby drivers during service hours to cover unanticipated needs.

2. DDOT should consider increasing the MetroLift passenger fleet to provide at least 10% spares: a total of 43 vehicles.  DDOT may want to consider purchasing vehicles and leasing them to the carrier.  This would enable DDOT to finance the vehicles with federal assistance and also provide for a stable fleet when transitioning from one operator contract to the next.

3. ATC should instruct drivers in the definition of the pickup window and procedures for declaring a customer a no-show.  DDOT should consider printing the pickup window on manifests to make clear to the driver the time the customer expects the vehicle to arrive.

4. DDOT should enforce its no-show procedure to call customers to confirm that they are not making the trip.  Telephoning the customer to confirm that they are a “no-show” can prevent missing customers who are waiting for a pickup.  By avoiding such misconnections, ATC can avoid dispatching a second vehicle or sending a vehicle back to pickup a customer, thereby reducing operating requirements and providing the customer with better service.  This procedure could be waived, after appropriate notice, for customers who abuse the confirmation call by depending upon it to respond to a vehicle arrival.

Analysis of On-Time Performance

The assessment team reviewed the DDOT MetroLift on-time performance policies and procedures, on-time performance reports, and computer generated reports of actual and scheduled trip times to validate on-time reporting for MetroLift service.
Policies and Procedures

DDOT defines a trip as on time if it is performed from 10 minutes before until 10 minutes after the scheduled pickup time (–10/+10).  DDOT’s goal is that 95% of pickups are on time.  These performance goals are included in DDOT’s contract with ATC.

The DDOT contract provides that if a driver is more than 30 minutes late for a scheduled pickup, the contractor will be assessed a penalty equal to one passenger trip.  If a pickup is more than 45 minutes late, it shall be reassigned to another driver, and classified as a “failure.”  DDOT can penalize ATC at the rate for two passenger trips for a failure.

The driver manifests used by ATC provide the driver with customer’s name and trip number, pickup/drop-off address, fare, negotiated pickup time, appointment time (if provided by the rider), and information on the pickup/drop-off location such as business or contact name or telephone numbers.  At each stop, the driver writes onto the manifest the odometer reading, arrival and departure times, and fare collected.  The driver also notes cancellations, no-shows, and transfer or reassignment of passengers to other routes.  The manifest page for reassigned trips that are added includes the original route assignment, customer name, and fare.  The driver also reports a time and odometer reading for the pickup and drop-off locations.

ATC produces a number of reports on service performance based on the information recorded by the drivers, along with reservations and schedule information entered into its Trapeze system.  Among these reports is a “Trip Count Report” that presents a daily tabulation of the disposition of all trip requests.  Included in this report are the number of unassigned trips and the number of customer no shows.  A report entitled “Canceled, Missed and No Show Trips” presets monthly summaries of the number of trips in each of these categories.  An “On Time Performance Report” presents the number of on-time, early and late pickups and on-time and late drop-offs by day.

Performance Analysis

Table IX.4 presents DDOT reported on-time performance for several months in 2001.
Table IX.4 - DDOT On Time Performance

	Period
	% Pickups On-Time

	November 2001
	53%

	December 2001
	45%

	January 2001
	54%


The assessment team conducted an analysis to verify DDOT’s reporting and to provide additional detail for on-time performance.  The team chose the week of June 1 through June 7 as a sample period.  Information on trip performance was drawn from DDOT’s Trapeze database and analyzed in a spreadsheet.  Information from a sample of several trip manifests for runs performed within this time period were reviewed with data in Trapeze to confirm that the Trapeze data was consistent with that reported on the manifests.  Once this was verified, the 
one-week sample of 3,169 passenger trips was analyzed.  The results of the analysis are summarized in Table IX.5.   

Table IX.5 – On-Time Performance, June 1 to 7, 2002

	Trips
	Number
	Percent

	Total
	3,169
	100.0%

	Early
	844
	26.6%

	On Time
	1,761
	55.6%

	On Time & Early
	2,605
	82.2%

	Late
	564
	17.8%


The results indicate two potential concerns.  The high percentage of early pickups raises concerns that passengers are being pressured to accept rides earlier that they would like.  This concern is reinforced by 6% of complaints on file with DDOT related to early pickups.

A second concern is 17.8% late pickups, also an issue raised in consumer interviews, the FTA complaint and 27% of complaints on file with DDOT.  The DOT ADA regulations consider a substantial number of significantly late trips a capacity constraint to service.  To address this issue in more detail, the assessment team analyzed the distribution of lateness of trips.

Table IX.6 – Distribution of Late Vehicle Arrivals

	Late Arrivals (after window)
	Number 
	Percent
	Cumulative Percent

	> 45 minutes
	46
	1.5%
	1.5%

	30-45 minutes
	43
	1.4%
	2.8%

	10-30 minutes
	198
	6.2%
	9.1%

	<10 minutes
	277
	8.7%
	17.8%


Arrivals are considered to be late if the vehicle arrives after the end of the pickup window.

Of the late arrivals, about 8.7 % were less than 10 minutes late, or within 20 minutes of the scheduled pickup time.  Some transit properties with relatively high levels of traffic congestion use a pickup window of 20 minutes after the scheduled pick up time.  If this standard is used to analyze the sample, 90.9% of pickups are early or within 20 minutes of the scheduled pickup time, and 2.8% of pickups are more than 30 minutes late, with 1.4% between 30 and 45 minutes and 1.5% more than 45 minutes late.
Findings
1. Over 82% of completed trips during a sample week in June 2002 were performed early or within DDOT’s 10-minute pickup window.  90.9% of trips were completed early or within 20 minutes of the scheduled pickup time.

2. Pickups for 46 trips or 1.5% of the completed trips were more than 45 minutes after the end of the pickup window.  Late pickups were an issue cited in the FTA complaint and for consumers interviewed as part of this assessment.

3. 844 or 26.6% of completed pickups were early.  The high proportion indicates the potential for customers being encouraged to accept trips before they are ready.  This possibility is reinforced by DDOT customer complaints:  6% of complaints were for early pickups.  In addition, 27% of complaints on file with DDOT were for early pickups.  Although all drivers interviewed knew that they were not to contact customers before commencement of the pickup window, at least one indicated that he maintains his schedule by running some trips early.  

Recommendations

1. Please see scheduling recommendations (particularly #2, #4, and #5) and operations recommendations (particularly #1, #3, and #4) for reducing the number and extent of early and late pickups.

2. DDOT should have ATC remind drivers on procedures for early pickups: to wait for the customer to arrive for five minutes into the pickup window without initiating contact with the customer; and to get approval from the dispatcher if a customer chooses to accept an early pickup.

Analysis of Trip Length

The assessment team reviewed trip length, or duration, by selecting a sample of long ADA Complementary Paratransit trips and comparing the travel time of these trips with comparable fixed route trips.

Policies and Procedures
DDOT defines its goals for trip time as completion of 100% of trips within 90 minutes and completion of 90% of trips within 60 minutes.  DDOT’s contract with ATC defines trip time as the time from the time a passenger is secured in the vehicle until the passenger alights at the trip destination.  The ADA regulations provide that service shall not be limited by a substantial number of trips with excessive trip lengths (49 CFR 37.131(f)(3)(i)(C)).

DDOT reported average trip length as follows:

· November 2001:
40 minutes

· December 2001:
40 minutes

· January 2002:
38 minutes

Review of Lengthy Trips

The assessment team selected a sample day (June 5, 2002) to analyze long ADA Complementary Paratransit trips.  On that date, MetroLift provided a total of 596 passenger trips.  Of the total, 126 trips (21.1%) exceeded 60 minutes; in other words, 78.9% were within 60 minutes.  This did not meet DDOT’s trip length goal.  In addition, 30 of the 126 trips (5.0%) exceeded 90 minutes.  This did not meet DDOT’s goal of having no trips exceeding 90 minutes.

From the set of all long trips, the assessment team chose a random sample of 32 long trips: 25.4% of the long trips and 5.6% of all trips.  No more than two trips from the sample were obtained from any single run.  Fixed route travel times for trips from the same origin to the same destination were estimated in order to compare the time to complete the trip if fixed route service were used.  The in-bus travel time and walk distances between trip origins and destinations and the nearest bus stops were obtained from DDOT’s on-line trip planner.  A speed of three miles per hour was applied to walking distances to estimate walking time.  The assessment team used 15 minutes as an average time spent waiting for a bus.  The walk time, wait time and in-vehicle time were summed to provide an estimate of comparable fixed route travel times.  

Summary results of the analysis are presented in Table IX.7.  

Table IX.7 - Analysis of Long Trips for June 5, 2002

	
	Trips
	% of Total Trips

	Total Trips on June 5, 2002
	
596
	

	   Trips between 60 to 89 minutes long
	
  96
	16.1%

	   Trips more than 90 minutes long
	
  30
	


5.0%

	   Total of trips more than 60 minutes long 
	
126
	


21.1%

	Sample of trips more than 60 minutes long
	
  32
	


5.4%

	   Trips that are longer than fixed route 
	
  26
	


17.2%(a) 

	   Trips more than 30 minutes longer than fixed route
	    13
	


8.6%(a)

	   Trips more than 60 minutes longer than fixed route
	
    6
	


4.0%(a)


Based on this data, 95% of the total trips took less than 90 minutes, falling short of DDOT’s standard of 100% of trips completed within 90 minutes, and 79% of the sample day trips were completed within 60 minutes compared to DDOT’s standard of 95%.

Twenty-six of the sample of 32 long trips had travel times that exceeded the travel time for a comparable fixed route trip.  Thirteen of the 26 had travel times that were at least 30 minutes greater than the comparable fixed route trip.  It also should be noted that 6 of the 32 sampled long trips had shorter travel times than the comparable fixed route trips, although they exceeded DDOT’s standard for trip length.

As indicated in the table, 21.1% of total trips exceeded one hour.  Based on the sample of these long trips, 41% (or 13) of the long trips were more than a half hour longer than a comparable fixed route trip.  This 41% of long trips represents approximately 17.2% of all trips completed on the sample day.  

Six of the sampled trips took more than an hour longer than the comparable fixed route trip.  One such trip was on Run #103 and the passenger was one of many who experienced long travel times on a contract subscription run to a social service center.  

A further review of the long trips finds that 9 (35 %) of the trips that exceeded the fixed route travel time were made on “100 series” contract subscription runs.  More than 60 % of the trips that exceeded the fixed route travel time by more than a half hour were made on the 100 series subscription runs.  On these contract subscription runs, the first passengers picked up and the last to be dropped off typically have long travel times.  

Table IX.8 shows the mean, average, and maximum trip times for all trips in the sample data.

Table IX.8 – Trip Travel Time Performance

	
	All Trips
	100 Series Trips

(contract subscription service)
	200-500 Series Trips

	Average
	0:37
	1:02
	0:29

	Median
	0:29
	0:58
	0:25

	Maximum
	3:47
	3:47
	2:26

	% > 60 minutes
	18%
	48%
	8%

	% > 90 minutes
	6%
	20%
	1%


As indicated in the table, 48% of trips on the contract runs had trip times in excess of 60 minutes and 20% had times in excess of 90 minutes.  This compares to 8% and 1%, respectively, for all other trips.

Findings

1. Based on a sample of 32 trips of one hour or longer, 13 ADA Complementary Paratransit service trips, which represent approximately 8.6% of all trips, had a travel time of at least 30 minutes longer than the estimated time for a comparable trip on fixed route service.  
2. Trips with long travel times appear to be concentrated on contract subscription runs (“100 series”), with 48% of the contract trips exceeding 60 minutes and 20% exceeding 90 minutes.  This compares to 8% and 1%, respectively, for all other trips.  On subscription trips, this could be considered a pattern or practice of a substantial number of trips with excessive trip lengths and a capacity constraint that significantly limits the availability of ADA service to ADA eligible individuals as defined in 49 CFR ss37.131(f).
3. DDOT’s standards for trip length on MetroLift service are zero trips in excess of 90 minutes and 95% of trips performed within 60 minutes.  Based on the sample day 95% of trips were performed within 90 minutes and 79% were performed within 60 minutes.
Recommendations
1. DDOT should consider shortening group runs by adding routes and reassigning trips.

2. DDOT should conduct periodic analysis of long trips to identify significantly long trips and adjust schedules and service levels as needed to eliminate potentially significantly long trips.

3. DDOT should consider a standard for ADA Complementary Paratransit service travel time that is based on comparable fixed route service travel time.  Such a standard would better take into account the trip length, traffic conditions, and the quality of comparable fixed route service than an absolute standard of time.
Resources

The assessment team reviewed the resources provided by DDOT for ADA Complementary Paratransit services in order to identify possible links between service limits and the resources available.  The team reviewed DDOT’s ADA Complementary Paratransit service budget, staffing and equipment levels, and interviewed DDOT staff.
Policies and Procedures

According to the DDOT Accounting staff, the budget is initially developed with estimates of needs from the eligibility contractor (GLCIL) and the service contractor (ATC).  The department head supervising the call center also provides an estimate of needed resources.  The accounting office negotiates the budget with each of the parties in consideration of historical trends, the current budget and available City funds.  Although the approved budget is limited by available City funds, DDOT officials indicated that supplementary funding is readily available for ADA Complementary Paratransit services if needed.

Budget

The assessment team reviewed regional statistics and available budget information for ADA Complementary Paratransit service.  In 2002 DDOT Metrolift had 8,853 certified riders, which represents 0.83 % of the Detroit service area 1990 population of 1,065,057.  A summary of service provided to eligible riders in recent years appears in Table X.1.  

Table X.1 – Service Summary

	Passenger Trips
	1998
	1999
	2000

	
	Trips Scheduled
	165,269
	202,109
	270,604

	
	Trips Denied
	2,769
	1,398
	1,677

	
	Demand for Trips
	168,038
	203,507
	272,281

	
	% Change 
	
	21%
	34% 


Funding and expenditures to provide ADA Complementary Paratransit service appear 
in Table X.2. 

Table X.2 – Budget Summary
	
	
	2000
	2001
	2002 

	MetroLift Budget
	
	
	

	
	Amount
	$3,894,000
	$3,894,000
	$4,248,819

	
	% Change
	
	0%
	9%

	MetroLift Expenditures 
	
	
	

	
	Amount
	$4,894,616
	$3,925,392
	$4,696,330 

	
	% Change 
	
	-20%
	20%


Table X.1 indicates a steady and substantial rate of growth in demand from 1998 to 2000 and Table X.2 shows an increase in budgets between 2000 and 2002.  (The information on demand for trips, which was provided by DDOT, appears to be total trip requests, including trip cancellations, considering trips provided are currently in the range of 150-160,000 per year.)  Actual expenditures during this period included payments made early (a last month payment for the next year’s service) or late (a first month payment for the preceding years service).  Absent a detailed analysis of such payments, it is difficult to assess expenditure trends.  Over the three-year period from 2000 through 2002, expenditures averaged $4,505,449, which was substantially more than budgeted.  This would appear to indicate that DDOT provides financial support to MetroLift as needed beyond budgeted funds.

It should also be noted that the number of trip denials had declined to a rate of 158 in 2002 (79 for the period from January 1 to June 30, 2002).  This is substantially lower than the denials reported from 1998 through 2000.  
Overall Level of Service
8,853 people were registered as ADA Complementary Paratransit eligible riders as of September 2002.  Based upon National Transit Database statistics for the year 2000, MetroLift completed 155,417 passenger trips per year. 

“Trips per capita” is an indicator of the extent to which the service penetrates the potential market.  For six comparable major urbanized areas the trip per capita rate ranges from 0.13 to 0.63.  As shown in Table X.2, DDOT’s rate of 0.15 falls in the lower area of the range and indicates a potential for substantial additional demand for service.
Table X.2 – Comparison of Per Capita Eligible Riders and Trips for Selected Cities
	
	Detroit
	Atlanta
	Las Vegas
	Oakland
	Portland
	Seattle

	Service Area Population
	1,065,057
	1,241,000
	1,110,650
	1,500,000
	1,175,990
	1,700,000

	ADA Eligible Riders
	8,853
	2,811
	N/A 
	10,000
	11,200
	26,498

	% Persons Registered
	0.8%
	0.2%
	 N/A
	0.7%
	1.0%
	1.6%

	ADA Trips Provided/Yr.
	155,417
	166,858
	564,499
	937,680
	689,421
	809,848

	Trips/Year/

Capita
	.146
	.134
	.508
	.625
	.586
	.476


Personnel & Equipment
The assessment team reviewed adequacy of DDOT staff to receive trip reservations in a timely fashion, adequacy of staff to effectively schedule service, and adequacy of operator staff to deliver service.

There are 12 full-time call taker positions, plus one supervisor.  According to the supervisor, the ideal peak staffing (10 AM to 2 PM) is eight call takers.  During the site visit, the assessment team observed that the number of call takers ranged from two to six at any given time.  However, the call center is rarely staffed at the desired levels.  Individuals on medical leave have occupied several of the full-time positions.  Call takers taking vacation and sick days further reduce the number of call takers on duty.  The impact of insufficient staffing of the call center is illustrated by long hold times and high call abandonment rates in Table VII.2. 

The quality of schedules provided to the operator appears to be a significant contributor to late and missed trips.  The quality of schedules could benefit from the designation of a chief scheduler who is the staff expert in the scheduling software.  That person would also oversee quality control of schedules for the next service day to minimize geographically illogical routing of trips, schedules that are too tight to perform, and efficient use of transportation resources.  An effective scheduler can considerably improve operating efficiency.

As discussed in Section IX, although the number of runs appears generally adequate for existing levels of demand, there appears to be a need to adjust or add runs to eliminate significantly long contract subscription runs.  Additionally, it appears that additional drivers and vehicles are needed to provide adequate flexible capacity to avoid service problems associated with absenteeism, equipment breakdowns, and variation in daily demand for service.

Findings

1. The budget process for ADA Complementary Paratransit service generally does not appear to restrict service levels.  However, budget increases may be needed to eliminate resource shortages and serve latent demand for service.

2. The number of on-duty call takers is insufficient to respond to calls within reasonable hold times.  Insufficient consideration of staff limitations due to long-term disability or other conditions that affect attendance appears to contribute to this staffing problem.

3. The lack of a lead scheduler appears to significantly limit the quality of schedules, contributing to late and missed trips and inefficient use of transportation resources.

4. There do not appear to be a sufficient number of drivers to cover for absenteeism or accommodate unanticipated service needs.  Elimination of significantly long trips on group runs may also require the addition of routes and drivers.   

5. As cited in Section IX, 41 the passenger vehicle fleet seems to be an insufficient to serve 38 peak routes.  The low spares ratio may not allow time for regular maintenance, thus leading to the high number of road calls.  The shortage of backup vehicles may also be contributing to late and missed trips.

Recommendations

1. DDOT should consider an increase in resources needed to eliminate long telephone hold times, improve scheduling, provide for back-up drivers, equipment, and increased demand for service in its upcoming budget projections.  

2. DDOT should consider increasing call center staffing to provide telephone coverage sufficient to reduce hold times to acceptable levels at all hours of the day.  Limited availability of staff due to high absenteeism should be considered when determining staffing levels.  

3. DDOT should hire and train a lead scheduler who has the principle responsibility for maintaining scheduling software and quality control of schedules.  

4. DDOT should increase transportation capacity by having the service contractor hire additional drivers or contracting for supplementary service.  Sufficient driver capacity should be provided to have full coverage when drivers are absent and to provide flexible capacity on days of higher than average demand.  

5. DDOT should provide for additional vehicles to be available for service such that the number of spare vehicles exceeds 10% of peak vehicle requirements.  DDOT might consider purchasing vehicles with federal grant assistance and leasing the vehicles to the operator as a means reducing local costs and providing a stable, dependable vehicle fleet.  
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ADA Complementary Paratransit Service Assessment

Detroit Department of Transportation - MetroLift

Detroit, Michigan

September 9 - 13, 2002

Schedule

	Time
	Activity
	Who
	Where

	Monday, September 9, 2002

	1:00 PM
	· Opening Conference
	All
	DDOT HQ

	2:30 PM
	· Review policies & procedures and information requested with DDOT Managers 
	All
	DDOT

	3:00 PM
	· Tour MetroLift Offices
	All
	DDOT

	3:30 PM
	· Review Service Parameters

· Review Complaints
	Kidston

Chia/Loutzenheiser
	DDOT



	4:00 PM
	· Review Budget Process
	Kidston
	DDOT

	Tuesday, September 10, 2002

	  8:00 AM
	· Observe trip reservations; record trip request information
	All
	DDOT



	10:00 AM
	· Meet with Call Center Supervisor

· Review On Time Performance 

· Review Eligibility Determination Process 
	Chia

Loutzenheiser 

Kidston
	DDOT

DDOT

GLCIL

	10:30 AM
	· Review Telephone System
	Chia
	DDOT

	  2:30 PM
	· Interview Scheduler/Review Scheduling 

· Observe trip reservations
	Chia

Kidston/Loutzenheiser
	DDOT

	Wednesday, September 11, 2002

	6:00 AM
	· Observe Dispatch 

· Observe Vehicle Pull-Out & Interview Drivers 
	Chia

Loutzenheiser/Kidston
	ATC

	10:00 AM
	· Interview ATC Manager
	All
	ATC

	11:00 AM
	· Tour ATC Facilities
	All
	ATC

	1:00 PM 
	· Review On Time Performance/Trip Duration

· Analyze Complaint & Telephone Info.

· Analyze Resource & Eligibility Info.
	Loutzenheiser

Chia

Kidston
	DDOT

	Thursday, September 12, 2002

	9:00 AM
	· Meet with Customer Service to obtain Fixed Route Trip Times

· Continue Data Analysis & Follow-up
	Loutzenheiser

Kidston, Chia
	DDOT

	Friday, September 13, 2002

	9:00 AM
	· Prepare Materials for Exit Conference
	All
	DDOT

	1:00 PM
	· Exit Conference
	All
	DDOT HQ
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Application Status Analysis

	Applications pending a certification decision for more than 21 days as of 9/11/02

	
	Date Received By GLCIL
	Number of Applications Received
	Days Since Application Received as of 9/11/02
	Days Beyond 21 Days 

Of Receipt of Application

	
	6/5/02
	3
	98
	77

	
	6/6/02
	24
	97
	76

	
	6/7/02
	48
	96
	75

	
	6/9/02
	1
	94
	73

	
	6/10/02
	48
	93
	72

	
	6/11/02
	63
	92
	71

	
	6/12/02
	49
	91
	70

	
	6/13/02
	72
	90
	69

	
	6/14/02
	21
	89
	68

	
	6/17/02
	1
	86
	65

	
	6/18/02
	1
	85
	64

	
	6/21/02
	1
	82
	61

	
	6/23/02
	1
	80
	59

	
	6/24/02
	8
	79
	58

	
	6/25/02
	15
	78
	57

	
	6/26/02
	5
	77
	56

	
	6/27/02
	1
	76
	55

	
	6/28/02
	9
	75
	54

	
	7/2/02
	10
	71
	50

	
	7/8/02
	19
	65
	44

	
	7/9/02
	25
	64
	43

	
	7/10/02
	28
	63
	42

	
	7/11/02
	0
	62
	41

	
	7/18/02
	11
	55
	34

	
	7/19/02
	20
	54
	33

	
	7/20/02
	0
	53
	32

	
	7/22/02
	20
	51
	30

	
	7/23/02
	21
	50
	29

	
	7/24/02
	27
	49
	28

	
	7/25/02
	6
	48
	27

	
	7/30/02
	17
	43
	22

	
	7/31/02
	22
	42
	21

	
	8/1/02
	1
	41
	20

	
	8/6/02
	9
	36
	15

	
	8/8/02
	22
	34
	13

	
	8/9/02
	7
	33
	12

	
	8/14/02
	16
	28
	7

	
	8/15/02
	23
	27
	6

	
	8/19/02
	12
	23
	2

	
	8/20/02
	7
	22
	1

	Total
	
	694
	
	

	
	Average
	 
	70
	49

	Applications pending a certification decision for less than 21 days as of 9/11/02

	
	Date Received By GLCIL
	Number of Applications Received
	Days Since Application Received as of 9/11/02
	Days Beyond 21 Days 

Of Receipt of Application

	
	8/21/02
	19
	21
	(

	
	8/22/02
	10
	20
	(

	
	8/23/02
	6
	19
	(

	
	8/24/02
	24
	18
	(

	
	8/29/02
	7
	13
	(

	
	8/30/02
	7
	12
	(

	
	9/3/02
	10
	8
	(

	
	9/4/02
	16
	7
	(

	
	9/10/02
	2
	1
	(

	
	9/11/02
	6
	0
	(

	Total
	
	107
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