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

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

The purpose of the 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 policies and standards 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 limits; trip denials; early or late pickups or arrivals after desired arrival (or appointment) times; long trips; or long telephone hold times as defined by established standards (or typical practices if standards do not exist).  The examination of patterns or practices includes looking not just at service statistics, but also at basic service records and operating documents, and observing service to determine whether records and documents appear to reflect true levels of service delivery.  Input 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 Pioneer Valley Transit Authority (PVTA) of Springfield, Massachusetts, from July 15 to 18, 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 PVTA’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 PVTA’s ADA Complementary Paratransit service.  First, the report describes key features of the ADA Complementary Paratransit service.  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.

PVTA received a draft copy of the report for review and response.  A copy of the correspondence received from PVTA 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.  The 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 PVTA’s ADA Complementary Paratransit service.

· Copies of the contracts between PVTA and the three “suppliers” (carriers).

· Paratransit Procedures Manual (revised for FY2003), manual for carriers and PVTA paratransit staff.

· Flyers and brochures on ADA Complementary Paratransit service distributed to the public.

· Sample driver manifests from all three carriers.

· Data on trips and trip denials for fiscal years 1999, 2000, 2001, and 2002.

· Budget data for fiscal years 1999, 2000, 2001, and 2002.

· Maps of the PVTA 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 carriers.

· Sample forms used by carriers in their 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 10 individuals who either use the PVTA’s ADA Complementary Paratransit service or who work with users.  The assessment team also reviewed two complaints relating to ADA complementary paratransit service on file with FTA.

On-site Assessment

The on-site assessment began with an opening conference, held at 11:00 a.m. on Monday, 

July 15, 2002, at the PVTA administrative offices at 2808 Main Street in Springfield.  The following PVTA staff and contractor staff attended the conference:

Gary Shepard




Administrator

Mary Commisso



Director of Special Service and Information

Suzanne Pike




Safety and Training Coordinator

Dawn Veautour



Supervisor

Mary Ellen Alicandri


ADA Coordinator

Sandra Sheehan



Director of Procurement and Transit Planning

Paul Anziano




Vice President, Hulmes Transportation Services

Vin Ronghi


Executive Director, Massachusetts Services for Seniors Corp.

Joan Corbin


Transportation Director, Valley Opportunity Council

Don Kidston, David Chia, and Brain Barber 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 PVTA 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 PVTA for review and comment before being finalized as a public document.  The final report would be available via the Freedom of Information Act.

Mr. Chia described the schedule for the on-site assessment and the subsequent report.  A copy of the assessment schedule appears in Attachment B.  Staff of PVTA and the three carriers indicated that they were willing to provide any information and assistance to the assessment team.

At the opening conference, PVTA and contractor staff discussed recent changes to the structure of PVTA’s ADA Complementary Paratransit service.  As of June 1, 2002, the carriers began to handle trip requests at their respective offices.  Prior to June 1, PVTA handled all trip requests and all other telephone calls regarding ADA Complementary Paratransit service from its administrative office.  In addition, the three carriers were in different stages of converting to a single software system (MIDAS) for client information, trip requests, scheduling, and dispatching.  Team members also asked some questions concerning the information that PVTA had sent before the site visit, including performance standards.

On Monday afternoon, one of the team members met with PVTA’s chief financial officer.  A second team member met with the ADA coordinator to collect information about the eligibility process.  The third team member met with the supervisor of safety and training to review rider complaints.

On Tuesday morning, July 16, team members visited the main offices of the three carriers: Hulmes Transportation Services (Hulmes), Massachusetts Services for Seniors Corp. (Mass Services), and Valley Opportunity Council (Valley or VOC).  During these visits, team members conducted the following activities:

· Interviewed managers, dispatchers, and drivers

· Observed call taking and trip reservations

· Observed vehicle dispatching

· Collected information about vehicles and carrier personnel

The team members at Hulmes and Mass Services also interviewed the schedulers.  On Tuesday afternoon, team members reviewed the information collected at the carriers and continued analysis in the areas of on-time performance, eligibility, complaints, and resources.

On Wednesday morning, July 17, team members continued to analyze the information that they had collected from PVTA and the carriers.  In the afternoon, one member met with a PVTA information specialist to analyze paratransit trip lengths.  Another team member returned to Valley Opportunity Council to observe vehicle scheduling.

On Thursday, July 18, 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 PVTA and contractor.  Staff who attended the exit meeting included:

Mary Commisso



Director of Special Service and Information

Suzanne Pike




Safety and Training Coordinator

Dawn Veautour



Supervisor

Mary Ellen Alicandri


ADA Coordinator

Paul Anziano




Vice President, Hulmes Transportation Services

Vin Ronghi


Executive Director, Massachusetts Services for Seniors Corp.

Joan Corbin


Transportation Director, Valley Opportunity Council

Roberta Wolgast 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

· Service eligibility

· Trip reservations and scheduling

· Dispatch and operations

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

The Pioneer Valley Transit Authority (PVTA) provides fixed route bus service and paratransit service to 24 cities and towns in Western Massachusetts.  Major population centers of the service area include Springfield and Amherst.  PVTA contracts with private contractors to operate both its fixed route and paratransit services.  The fixed route contractors use facilities and vehicles provided by PVTA.  The three paratransit contractors also use PVTA vehicles, and one paratransit office is located at a PVTA facility.

The area of the 24 cities and towns is 627 square miles.  The combined population is 564,683 (2000 US census).

The fixed route fleet consists of 188 buses.  All buses are equipped with wheelchair lifts.  Currently, there are 44 fixed routes.  All routes operate from Monday to Friday, with reduced service on Saturday and Sunday.  Service starts as early as 4:40 a.m. on weekdays, 5:00 a.m. on Saturday, and 7:00 a.m. on Sunday.  Service on some routes operates past 1:00 a.m.

In calendar year 2001, PVTA fixed route buses served 13 million passenger trips, averaging 50,000 passenger trips per weekday.  A large component of its ridership is college students in the Amherst and Northampton region.  As a consequence, ridership during the summer is much lower than during the school year.  Section V of this report includes more information about the fixed route bus service.

Description of the ADA Complementary Paratransit Service

PVTA operates “Special Van Services,” which combines ADA Complementary Paratransit service and dial-a-ride for senior citizens (aged 60 or older).  PVTA contracts with three companies to provide the combined services.  Table III.1 lists these three carriers and their main offices:

Table III.1 – PVTA Van Service Carriers (Complementary Paratransit and Dial-a-Ride)

	Hulmes Transportation Services, Ltd.
	PO Box 325, 4 Stadler Street

Belchertown, MA 01007

	Massachusetts Services for Seniors Corp./NCCBA
	66 Industry Avenue

Springfield, MA 01104

	Valley Opportunity Council, Inc.
	152 Center Street

Chicopee, MA 01013


PVTA divides its service area into six “tiers” or regions.  There is one carrier for each tier.  That carrier is responsible for providing all van service (complementary paratransit and dial-a-ride) to individuals whose home address is within that tier.  Table III.2 presents the cities and towns in each tier, along with the carrier for each tier.

Table III.2 – PVTA Van Service Tiers

	Tier
	Cities and Towns
	Carrier
	Vehicles

	Central
	Chicopee

Holyoke

Ludlow

South Hadley
	Valley
	24

	Eastern
	Belchertown

Granby

Palmer

Ware
	Hulmes
	10

	Northern
	Amherst

Easthampton

Hadley

Leverett

Northampton

Pelham

Sunderland

Williamsburg
	Hulmes
	21

	Southeastern
	East Longmeadow

Hampden

Longmeadow

Wilbraham
	Valley
	8

	Springfield
	Springfield
	Mass Services
	30

	Western
	Agawam

Westfield

West Springfield
	Hulmes
	13


Each carrier is responsible for taking trip reservations, scheduling trips, and conducting daily vehicle operations.  PVTA provides all vehicles and performs all vehicle maintenance (through its fixed route contractor).  PVTA also provides the computer hardware and paratransit software.  The carriers operate from their own offices, with the exception of the Northern tier, where Hulmes is housed in a PVTA facility.

PVTA makes the eligibility determinations for ADA Complementary Paratransit service.  Its staff also maintains the master client database; oversees driver training; and tracks and responds to rider complaints.

ADA Complementary Paratransit service is available at the same days and times as PVTA fixed route bus service.  Service days and hours varies by town.  PVTA uses the 3/4-mile border around its bus routes to define its service area.  The fare for a one-way trip ranges from 0 (free fare) to $1.50.  There is no fare for ADA Complementary Paratransit trips between towns that are connected by fixed routes that have no fare.  These routes are primarily in the towns of the northern and eastern tiers.  For other trips, these are the fares:

· 50 cents: travel within single city or town

· $1.00: travel within single county or to an adjacent city/town in a different county

· $1.50: all other trips

Attachment C presents a table of ADA Complementary Paratransit service fares between each city and town.

ADA Complementary Paratransit and dial-a-ride passengers can reserve a trip from one to 14 days in advance.  Call takers for each tier accept reservations on weekdays from 8:30 a.m. to 4:30 p.m.  On Saturday and Sunday, each tier accepts trips requests via answering machines.  PVTA accepts same-day trip requests on a space-available basis.  PVTA also provides subscription service.  Requests for subscription service are approved by PVTA and scheduled by the carriers.

Attachment D includes the Riders’ Guide for Van Services.  This brochure explains telephone numbers and some general information about PVTA’s Van Services, including service policies and rider responsibilities.

For fiscal year 2001 (July 2000 through June 2001), ADA Complementary Paratransit service ridership was 202,063.  This was a 9.3 percent increase from FY2000 ridership.  In FY2002, ridership was 249,129, which was an increase of 23.3 percent over FY2001.

As of June 2002, there were 7,292 individuals certified as eligible for PVTA’s ADA Complementary Paratransit service.

Policies and Service Standards Related to Capacity Issues

PVTA has established the following standards for ADA Complementary Paratransit service.  Except for the standard for complaints, all standards are set forth in page 5 of the PVTA Paratransit Procedures Manual.  Excerpts of the Procedures Manual are included in 
Attachment E.

· Telephone Capacity: PVTA has no quantitative standards.  The Procedures Manual states that “PVTA and its Suppliers will utilize the availability of the necessary equipment to monitor the capacity of telephone calls for each paratransit tier.  .  .  additional phone lines and customer service staff will be added as necessary to ensure the efficiency of each call placed by an ADA eligible rider.”
· Trip Denials: “PVTA and its Suppliers will plan and budget to meet all of the expected demand for service.”

· On-Time Performance: PVTA has a goal of 100 percent, with an on-time window     -10/+10 minutes of the requested pickup time.  “Passengers should arrive before or at their scheduled drop off time or the trip would be considered late.  Return trips should also meet the 10 minutes before to 10 minutes after threshold.”

· Missed Trips: “PVTA and its Suppliers will have a goal to not miss any trips, and operational experience should be that less than one percent of total scheduled rides are missed.”

· Travel Time: “PVTA and its Suppliers will strive to ensure that no passenger is on the van for any more than 60 minutes on a one-way trip.  The only exception is if the trip, independent of any others, would exceed 60 minutes due to the distance between the point of origin and point of destination.”

· Complaints: The PVTA staff member who handles rider complaints has a goal of responding to all complaints within 14 days.  This is her own goal, not a written PVTA policy and not included in any public information.  In turn, she requires that contractors respond to her within seven days when she asks for information regarding a rider complaint.

Consumer Comments
The assessment team gathered information about the concerns of riders who use the ADA Complementary Paratransit service through three sources: telephone interviews with riders or professionals who work with riders; written complaints to FTA; and written and telephone complaints to PVTA.

The assessment team conducted interviews with 10 individuals who either use the ADA Complementary Paratransit service or work with riders, e.g., Council on Aging staff, transportation coordinators at agencies and hospitals.  The individuals were generally complementary of PVTA’s ADA Complementary Paratransit service.  Several individuals cited busy signals and long hold times when trying to make trip reservations.  Several of these individuals, however, noted that telephone response had noticeably improved since the change in call handling on June 1, 2002.  Several individuals mentioned occasional long trips, especially when riding with groups.  One social worker complained about the “long” (11 pages) application for eligibility.

FTA has two complaints on file concerning PVTA’s ADA Complementary Paratransit service.  

In December 2000, a rider complained about a series of late pickups.  FTA investigated this complaint and concluded that there was no compliance issue.  In June 2001, a rider complained about a “rude and aggressive” Valley Opportunity Council driver.  FTA has not responded, pending the findings of this assessment.

PVTA received 162 complaints concerning ADA Complementary Paratransit service during fiscal year 2002.  Table III.3 presents a distribution by category of complaint.

Table III.3 – ADA Complementary Paratransit Service Complaints, FY2002

	Complaint Category
	Percent

	Late Pickup
	51.9

	Vehicle No-show
	19.1

	Rude Staff
	  6.2

	Early Pickup
	  4.3

	Safety (driving)
	  4.3

	Scheduling
	  3.7

	Other
	 10.5

	Total
	100.0


In late 1996 and early 1997, the Pioneer Valley Planning Commission conducted on-board and mail surveys of riders in the Central (served by Valley) and Southeastern (served at the time by Mass Services) tiers.  A total of 342 riders responded to these surveys.  These riders included both ADA Complementary Paratransit and dial-a-ride clients, with no distinction between the clients or the service.

Overall, riders in both tiers were happy with the service provided.  Riders complimented the drivers.  In the Central tier, the primary complaints related to late pickups and long waits for return trips.  In the Southeastern tier, the primary complaints related to on-time performance and long waits for return trips.

The Planning Commission plans to conduct another rider survey during FY2003.

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 PVTA.  Recommendations are also included in the report for the consideration of PVTA in developing corrective actions.

Findings Regarding ADA Complementary Paratransit Eligibility
1. PVTA’s eligibility process does not appear to restrict or deny service to eligible applicants.

2. PVTA does not inform applicants for ADA Complementary Paratransit service that they receive presumptive eligibility if PVTA does not make a determination on eligibility within 21 days.

3. In FY2002, PVTA certified 97.3 percent of individuals who applied for first-time eligibility for ADA Complementary Paratransit service.  PVTA certified 99.6 percent of individuals applying for recertification.

4. A review of a sample of processed eligibility applications found that PVTA processed 32 of 33 applications within 21 days of receipt.  The average time to process an application for this sample was 11 days.

Findings Regarding Other Service Access Issues
1. There are times when ADA Complementary Paratransit service is not available in certain towns and cities when fixed route bus service is available.  This discrepancy in service hours tends to occur at late night and on Sunday.

2. Based on a sample week, the carriers’ driver schedules did not cover the full extent of the service hours listed in the carriers’ respective contracts.

Findings Regarding Telephone Capacity & Trip Reservations
1. Prior to June 2002, riders had complained about busy signals and long hold times when trying to make trip reservations for ADA Complementary Paratransit service.  Since June 2002, PVTA has had each carrier take call for its own ADA trips.  Complaints have decreased.

2. There were no recorded or observed trip denials for ADA Complementary Paratransit service.  PVTA carriers limit the number of dial-a-ride trips to accommodate all ADA trips.  Carriers also give ADA trips priority over dial-a-ride trips in scheduling.

3. Because call takers do not negotiate times when taking trip requests, the carriers must make callbacks to riders whose trips times have been adjusted.  The PVTA procedure is to make callbacks if the time adjustment is more than 15 minutes – even though the on-time window is –10/+10 minutes.  This procedure can result in trips being scheduled outside of the pickup window expected by customers.

4. Carriers have prepared scripts for call takers, but the call takers did not use the scripts on a consistent basis.

5. Call takers recited the requested pickup or drop-off times with riders at the end of call, but did not advise customers of the 20-minute pickup window.

6. Call takers at Valley Opportunity Council wrote down trip request information on a piece of paper then, entered the information into MIDAS.

7. At the time of the assessment, none of the carriers had a call management and analysis system.  PVTA scheduled provision of these systems to the carriers by September 2002.

Findings Regarding Scheduling
1. At all carrier offices visited by the assessment team, the schedulers appear capable in performance of their job.  There appeared to be sufficient staff and resources to prepare the schedules for daily service.

2. As of July 2002, PVTA’s three paratransit carriers were in different stages of transition to automated scheduling.  Valley Opportunity Council was using MIDAS to create its schedules for both of its tiers on a daily basis.  Mass Services, by using MIDAS to schedule low volume weekend service before applying it to its weekday service appears to have established a sound approach for the transition to full use of MIDAS.  Hulmes Transportation was using an older software to manage trip information, but had begun to use MIDAS paratransit software.  

3. The vehicle manifests produced by MIDAS include the computer-generated pickup or drop-off time, but they do not show the rider’s original requested time.

4. The carriers had concerns about the accuracy and completeness of the geography data included in MIDAS.  This could potentially lead to illogical routing.

Findings Regarding Dispatch and Operations
1. Each office visited by the assessment team appeared to have capable dispatchers and adequate dispatch coverage.

2. The passenger vehicle fleet appears to be adequate and well maintained.  

3. Some drivers did not know the correct on-time pickup window of –10/+10 minutes.

Findings Regarding On-Time Performance
1. Using PVTA’s standard for on-time measurement of pickups within 10 minutes of the scheduled time, 87 percent of pickups sampled by the assessment team were early or on time.  Another 11 percent of trips were served between 0 and 15 minutes later than the end of the pickup window, or 25 minutes later than the scheduled pickup time.  Accordingly, 98 percent of pickups were made early or less than 25 minutes after the scheduled pickup time.  No pickups in the sample were more than one hour late.

2. Eighty-two percent of sampled trips had on-time drop-offs.  Another 13 percent were between 0 and 15 minutes late.  Accordingly, 95 percent of drop offs were less than 15 minutes late.  By carrier, on-time drop-offs ranged from 77 percent for Hulmes to 100 percent by Mass Services.  By tier, the performance ranged from 72 percent for the Hulmes Eastern Tier to 100 percent for the Mass Services Springfield Tier.

3. Customers may feel pressured to make their trip earlier than the on-time window.  PVPC sample data shows that early pickups increased from 4 percent in January to 11.3 percent in June of 2002.  A review of driver manifests indicates that some pickups were as much as an hour early.  Contractor managers also cited problems with drivers who continued to their next pickup even when they have open time (one hour) in their schedules.  Seven of 162 recent PVTA complaints related to early pickups.  

4. Incomplete and inconsistent information on driver manifests may contribute to late trips and misunderstanding between operators and customers.  The format of manifests differed for different carriers and even among tiers for the same carrier.  Most manifests used formats created by the MIDAS scheduling software.  These manifests contained no scheduled pickup times for trips that were scheduled to appointment times.  Manifests used by Mass Services did not include requested drop-off times.  

5. Of 53 Valley Opportunity Council manifests that the assessment team reviewed, 27 were missing actual pickup or drop-off times making it difficult to measure on-tie performance.

6. The percentage for late drop-offs presented in PVPC reports is based on all passenger trips.  Since drop-off times are not requested for most trips, the on-time performance for meeting appointments is overstated in the PVPC reports.

7. The PVPC report indicates that 95 percent of the trips were performed on time.  The assessment team sample of trips indicated that 87 percent were on time.

Findings Regarding Trip Length
1. PVTA’s has a fixed standard for trip length.  PVTA’s standard for trip length on ADA Complementary Paratransit service is maximum on-board time for a customer is 60 minutes.  The exception to this are trips that would take more than 60 minutes going directly from pickup to drop-off point.

2. Analysis of the sample of 19 lengthy PVTA ADA Complementary Paratransit service trips indicated that three had travel times of at least 30 minutes longer than the estimated time for a comparable trip on fixed route services.  Eleven other trips from this sample had a shorter travel time than that estimated for a comparable fixed route trip.
Findings Regarding Resources

1. Financial resources, labor, and equipment devoted to ADA Complementary Paratransit service appear to be adequate and do not appear to constrain service capacity.

2. PVTA includes vehicle procurement and computer hardware and software in its FTA assisted capital budget program.  This approach to financing vehicles reduces demands on local funding and, by financing equipment procurement with capital rather than operating contract money, reduces operating costs.

3. PVTA’s ADA Complementary Paratransit budget for FY2003 is one percent less than expenditures for 2002.  This budget appears to be limited, based upon 11 percent growth in the number of passenger trips from 1999 through 2002 and 8 percent growth in cost per trip for the same period.  Adherence to this limited budget may result in pressure for greater productivity, which could result in missed trips, reduction in on-time performance, and an increase in passenger trip lengths.

Observations Regarding ADA Complementary Paratransit Eligibility & Other Service Access Issues 

The assessment team reviewed the process that PVTA uses to determine ADA Complementary Paratransit eligibility to be sure that PVTA is making determinations in a way that accurately reflects the functional ability of applicants.  The assessment team also reviewed the timeliness of processing requests for eligibility.  The assessment team performed the following activities:

· Interviews with riders to gain their views about the eligibility determination process.

· Interviews with the PVTA staff members who handle the application process.

· A review of application materials to develop an understanding of the handling and review of applications.

· An examination of records for 33 applications, and a calculation of the processing time for each.

· Other service access issues were reviewed including:

· Service area

· Service days and hours

· Fares

Consumer Comments

During the assessment team’s telephone interviews, one professional who works with riders of the ADA Complementary Paratransit service said that she thought that the 11-page application for eligibility was too long.  That was the only negative comment concerning the eligibility process.  Several individuals commented that PVTA visited their agencies to make presentations about the available service.

Neither of the complaints filed with FTA or the complaints received by PVTA were related to the eligibility process or other service access issues.

Eligibility Determination Procedures and Practices

As of June 2002, PVTA had 7,292 individuals certified as eligible for ADA Complementary Paratransit service.  Data was not available on the number of eligible riders in previous years.  During fiscal year 2002, PVTA received 1,889 applications for eligibility for ADA Complementary Paratransit service; of these, 1,352 were first-time applications and 537 were applications for recertification.  Table V.1 lists the disposition of these applications.

Table V.1 – FY2002 Applications for PVTA’s ADA Complementary Paratransit Service

	
	Approved
	Denied
	% Approved

	New Applicants
	1316
	36
	97.3

	Recertifications
	535
	2
	99.6

	Total
	1851
	38
	98.0


There do not appear to be any problems in PVTA’s eligibility process or in the time it takes to make decisions about eligibility.

PVTA staff determines rider eligibility for ADA Complementary Paratransit service.  Potential riders can call or write the Special Services office to receive an application, or they can pick one up at the PVTA administrative office.  The application (Attachment F) is 11 pages, including one page for certification by a licensed professional.  PVTA also provides a brochure about ADA Complementary Paratransit service (Attachment G).  Neither the application nor the brochure mentions that an applicant may use the service if PVTA does not make a determination on eligibility within 21 days.  PVTA does not use its own medical professionals to review applications.  Also, PVTA does not require an in-person interview as part of the application process.

The ADA coordinator reviews an application and determines the length and category of eligibility, based on the information contained in the completed application.  There are four categories of eligibility:

· Full: the applicant is eligible for any ADA Complementary Paratransit service for the length of the certification.

· Conditional: the applicant has a disability that allows use of the fixed route buses for some but not all trips.

· Temporary: the applicant receives eligibility for a specific time period for a disability that has a reasonably predictable improvement period, such as an injury from an accident.

· Seasonal: the applicant has great difficulty using fixed route buses during cold and icy weather (December 1 to March 31), or during hot weather (April 1 to November 30).  PVTA may set other dates if warranted by individual circumstances.

As of July 2002, 83 percent of riders certified for PVTA’s ADA Complementary Paratransit service had full eligibility.  The other 17 percent had conditional, temporary, or seasonal eligibility.

PVTA grants eligibility for various lengths of time: one, three, five years, or lifetime.  PVTA grants lifetime eligibility only to persons over 80 years old who appear to have qualifying disabilities that will not change in their lifetimes.  During FY2000, FY2001, and FY2002, 20.6 percent of the approved applications were granted lifetime eligibility.

PVTA also has a separate eligibility category for individuals who live beyond 3/4-mile of a PVTA bus route.  These people can use the service, but cannot get trips to and from home.

Individuals certified for ADA Complementary Paratransit service receive a letter 

(Attachment H), along with additional details about the service (Attachment I) and the fare table.  PVTA does not provide riders with an ID card, but does provide a one-page document of eligibility (Attachment J) that a rider can bring to other ADA Complementary Paratransit systems.

Eligible riders must apply for periodic recertification, with the exception of those with lifetime eligibility.  These riders must complete the same applications as those applying for the first time.  PVTA sends out a reminder note (Attachment K) and application at least two months before expiration of the rider’s eligibility.  If it does not receive a reply, PVTA sends out a reminder notice with an application one month later.  It then sends an expiration notice with another application.

Over the past several years, only two percent of applications – including both new and recertifications – have been denied eligibility.  PVTA’s denial letter (Attachment L) includes a specific reason for the denial and an explanation of the appeal process (Attachment M).  The PVTA appeals committee consists of five members, none of whom are PVTA staff.  The members include: 

· A rider who is a member of the Massachusetts Commission for the Blind

· A retired professional in the cognitive disability field

· A local attorney

· The Executive Director of Mass Services

· One open seat

From January 2000 to June 2002, there were only four appeals.

Review of Application Processing Times

The assessment team reviewed a sample of 33 eligibility applications, both denied and approved, from fiscal year 2002 to determine the time required to process applications.  Of these 33 applications, one took more than 21 days for PVTA to process (22 days), while two applications required 21 days to process.  All other applications required fewer than 21 days.  The average processing time of these 33 applications was 11 days.

Other Service Access Issues

ADA Complementary Paratransit Service Area

PVTA’s service area is relatively large, extending north and south across Massachusetts from just south of the New Hampshire border into Enfield, Connecticut.  The Pioneer Valley Planning Commission (PVPC) calculated that the area within 3/4-mile of any fixed route is 324 square miles.  This is PVTA’s service area for ADA Complementary Paratransit service.  The population within this service area is 461,295.

The PVPC has prepared a detailed street directory for the 24 cities and towns covered by PVTA to aid in determining whether an address is within this service area.  Call takers can use the guide to determine whether trips requested are within the service area.  Moreover, the information will be entered into the MIDAS software so it can automatically determine whether trip addresses are within the service area, as trips are requested.  There do not appear to be any denials of service based on the comparable area criterion.

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)).

Table V.2 shows ADA Complementary Paratransit service hours of operation by tier and by day of the week.  (The dial-a-ride service has more limited service days and hours.)  The assessment team noted discrepancies between the fixed route service hours and the corresponding available ADA Complementary Paratransit service.  For example:

· The Blue 7 route (State Street-Boston Road-WalMart-Eastfield Mall) operates until 12:30 a.m. on weekdays and 12:25 a.m. on Saturday (Sunday morning).  ADA Complementary Paratransit service is available only until midnight on weekdays and Saturday.

· The Red 10 route (Westfield State College/West Springfield) ends at the Springfield Bus Terminal, with its last run on Sunday arriving at 7:30 p.m.  ADA Complementary Paratransit service is available in Springfield on Sunday until 7 p.m.

· The Green 2 route’s (Carew-East Springfield/Belmont) southern terminal on Sunday is at the Ames/Big Y in East Longmeadow.  There is no ADA Complementary Paratransit service for East Longmeadow on Sunday.

In addition, the assessment team observed that, for the week of the on-site assessment, the carriers had prepared driver schedules that did not cover the full extent of the service hours listed in Table V.2.  For example, there were no driver shifts that went beyond 10:30 p.m. on weekdays in Springfield, even though the contract specified service until midnight.  These driver schedules likely reflect the usual lack of demand for trips during late hours.  Nevertheless, carriers should be prepared to provide ADA Complementary Paratransit service at any time when fixed route bus service is available.  Furthermore, PVTA and carriers should not discourage riders in any way from requesting trips for any times when fixed route service is available.

Other Service Limits

PVTA has a suspension policy for riders who have documented no-shows:

· For three no shows within three months, PVTA may suspend a rider for 30 days.

· For a second occurrence of three no-shows within three months, PVTA may suspend a rider for 60 days.

· For a third occurrence of three no-shows within three months, PVTA may suspend a rider for 90 days.

Rider no-shows include cancellations made less than one hour before the scheduled pickup.  PVTA sends a letter to the rider informing him of the intent to suspend his service within 30 days of the date of the letter.  The rider may appeal the decision through the PVTA appeals process.  In FY2002, PVTA suspended three riders under this policy.

Table V.2 – ADA Complementary Paratransit Service Hours

	TIER
	Monday-Friday
	Saturday
	Sunday

	Northern
	6 a.m. to 1:15 a.m. M-W

6 a.m. to 3 a.m. Th-F


	7 a.m. to 3 a.m.
	9:30 a.m. to 12:55 a.m.

	Eastern
	5:30 a.m. to 11:30 p.m.
	6:30 a.m. to 10:45 p.m. (none in Granby)
	Belchertown only:

10:30 a.m. to 1:25 a.m.



	Western
	5 a.m. to 10:45 p.m.

West Springfield:

5 a.m. to 12 midnight
	6:30 a.m. to 12:30 a.m.
	West Springfield, Westfield:

9 a.m. to 7 p.m.

Agawam:

10:30 a.m. to 6 p.m.



	Springfield
	5 a.m. to 12 midnight


	5 a.m. to 12 midnight
	9 a.m. to 7 p.m.

	Central
	5:30 a.m. to 12:30 a.m.
	7 a.m. to 12:30 a.m.
	Chicopee, Holyoke:

9 a.m. to 4 p.m.

Ludlow:

10 a.m. to 6 p.m.



	Southeastern
	5:30 a.m. to 11:30 p.m.


	5:30 a.m. to 11:30 p.m.
	No service


Findings

1. PVTA’s eligibility process does not appear to restrict or deny service to eligible applicants.

2. PVTA does not inform applicants for ADA Complementary Paratransit service that they receive presumptive eligibility if PVTA does not make a determination on eligibility within 21 days.

3. In FY2002, PVTA certified 97.3 percent of individuals who applied for first-time eligibility for ADA Complementary Paratransit service.  PVTA certified 99.6 percent of individuals applying for recertification.

4. A review of a sample of processed eligibility applications found that PVTA processed 32 of 33 applications within 21 days of receipt.  The average time to process an application for this sample was 11 days.

5. There are times when ADA Complementary Paratransit service is not available in certain towns and cities when fixed route bus service is available.  This discrepancy in service hours tends to occur at late night and on Sunday.

6. Based on a sample week, the carriers’ driver schedules did not cover the full extent of the service hours listed in the carriers’ respective contracts.

Recommendations

1. PVTA should advise applicants for ADA Complementary Paratransit service that they receive presumptive eligibility if PVTA does not make a determination on eligibility within 21 days.

2. PVTA should continue to ensure it processes applications for ADA Complementary Paratransit service within 21 days.  PVTA should designate a backup to the ADA coordinator for reviewing applications.

3. PVTA should review the contracts with its carriers to ensure that the days and hours of ADA Complementary Paratransit service matches the days and hours of fixed route service.

4. PVTA should ensure that its staff and carrier staff do not discourage riders from requesting late evening trips when fixed route service is available.

5. Carriers should have procedures for serving trip requests during those periods within the contract service hours when no drivers are scheduled. 

Observations Regarding Telephone Capacity & 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 PVTA’s ADA Complementary Paratransit service can effectively reach call takers and have their trip requests scheduled.  Information reviewed and observations made on telephone service capacity and reservations included:

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

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

· Direct observations of calltaking practices at carrier offices.

Consumer Comments

Neither of the two complaints on file with FTA related to telephone access or making trip reservations for PVTA ADA Complementary Paratransit service.

During the assessment team’s telephone interviews with riders, several individuals cited busy signals and long hold times when trying to make trip reservations.  Several of these individuals, however, noted that telephone response had noticeably improved since the change in call handling on June 1, 2002.
Of the complaints collected by PVTA during FY2002, none specifically referred to telephone access or making trip reservations.
Review of PVTA Reservations Policies and Procedures

Each carrier accepts requests for both ADA Complementary Paratransit and dial-a-ride trips in its own service area.  Mass Services takes calls for the Springfield tier; Hulmes Transportation takes calls for each of its three service tiers at its respective offices; and Valley Opportunity Council takes call for its two service tiers at its Chicopee office (it has a separate telephone number for each tier).  This procedure has been in effect since June 2002.  Prior to that, PVTA took trip requests for all ADA Complementary Paratransit service, while the carriers took trip requests for the dial-a-ride service.  With the previous system, there were a growing number of complaints about telephone access and hold times.  Since June 2002, there have been few complaints.

The two call takers who worked at the PVTA office were transferred to carrier offices to take trip requests (they remained PVTA employees).  One call taker went to Mass Services, and the other call taker went to Hulmes.

At all carrier offices, call takers accept trip reservations on weekdays from 8:30 a.m. to 4:30 p.m.  On Saturday and Sunday, all carrier offices have answering machines for riders to leave a trip request.  Riders (ADA Complementary Paratransit and dial-a-ride) may reserve a trip from one to 14 days ahead.  Same-day trip requests are accommodated at the discretion of the carrier.  For example, at Mass Services, the policy is to try to fit in requests for medical appointments, but generally not other types of trips.

Trip requests for ADA Complementary Paratransit and dial-a-ride services are intermingled, though dial-a-ride is a more limited service.  Each city/town sets the days and hours of service, along with the destinations (which other towns), for its senior riders.  In addition, the carriers place capacity limits (per time period) for dial-a-ride service to ensure that they do not deny trips to ADA Complementary Paratransit service riders.  As a result, a carrier may deny a dial-a-ride trip request.  Dial-a-ride service is also given lower priority in terms of scheduling: these trips may be shifted more than one hour from the rider’s requested time in order to accommodate the trip requests of ADA riders.

Because each carrier was at a different stage in its conversion to MIDAS software at the time of the assessment, their procedures varied for handling trip requests.  The call takers typically requested the following information:

· Rider name

· Pickup address (usually home)

· Date of requested trip

· Requested pickup time

· Drop-off address

· Return trip (or second leg) pickup time

· Pickup time and address for subsequent legs of the trip

Mass Services call takers used MIDAS to look up clients and enter trip request information.  Valley call takers entered trip request information into MIDAS after writing it down on paper.  Hulmes call takers looked up client information and entered trip request information into the existing “Dispatch-a-Ride” software.  Clients were registered for either ADA Complementary Paratransit or dial-a-ride service (not both), so the call taker would know for which trips the caller was eligible by displaying the client file.

None of the carriers had the call taker schedule trips in real-time.  For ADA Complementary Paratransit trips, all carriers accepted the requested pickup or drop-off time without negotiation.  If necessary, they made a callback with adjusted times the evening before the trip.

ADA Complementary Paratransit service clients can receive subscription service.  PVTA approves requests for subscription service and forwards the rider and trip information to the appropriate carrier.  There are other riders who have a regular schedule of trips but have not been approved for subscription service; this may be because PVTA wanted to limit the subscription trips during certain time periods.

Starting in early evening, the carriers started to make callbacks to riders whose trip times for the following day have been shifted by more than 15 minutes from the requested times.  The carriers may also be calling dial-a-ride clients whose trips had not been confirmed at the time of the request.  Carriers are supposed to confirm trip times with riders whose trips are in the morning by the evening before.  If not, they are supposed to contact the riders the morning of the trip, along with contacting riders whose trips take place in the afternoon or evening.

Observations of Carrier Reservations Practices

The assessment team observed 67 calls to call takers at three locations during Tuesday morning, July 16: Mass Services in Springfield; Hulmes Transportation in Northampton; and Valley Opportunity Council in Chicopee.  Team members observed four different call takers.  In addition to making trip requests, riders were also calling for a variety of reasons:

· To find out “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 schedule a will-call pickup

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

· All call takers observed by the assessment team were polite and seemed intent on helping the caller.

· Each carrier gives the call takers a script.  However, call takers generally did not follow the script.  For example, call takers are to confirm all information about the trip request by repeating it to the caller (street addresses, phone numbers, requested times).  Call takers did not do this on a consistent basis.

· Call takers recited precise pickup or drop-off times to the callers, rather than provide the 20-minute window.

· Call takers were not consistent in reminding riders that they might be receiving a callback to adjust their requested trip times.

· Call takers did not always check if a destination had a more common name (e.g., library, town hall, mall) as well as a street address.

· At all three carriers, call takers were expected to know the service days and hours for each city/town.  They were also expected to know the eligible street address ranges for ADA Complementary Paratransit service.  PVTA has a street directory with precise definitions, but call takers generally relied on their own knowledge.  If there was some doubt, they asked a supervisor.  One call taker said that they were “generous” with providing trips.

· At both Mass Services and Valley, there was a call taker or other staff member who spoke Spanish to serve riders from the Hispanic community.

· At Valley, the call takers wrote down the information for each trip request on a slip of paper, then later entered the information into MIDAS.

· At Valley, when a call taker received a “Where’s my ride?” call, she put the rider on hold, went into the dispatcher’s room to get the needed information, then returned to her phone to respond to the rider.

As stated in Section III of this report, PVTA has no quantitative standards for telephone response times or hold times.  The Procedures Manual states that “PVTA and its Suppliers will utilize the availability of the necessary equipment to monitor the capacity of telephone call for each paratransit tier.  .  .  additional phone lines and customer service staff will be added as necessary to ensure the efficiency of each call placed by an ADA eligible rider.”  Each carrier may set its own procedures.  For example, Mass Services has a Trip Reservation Clerk Guide.  Concerning answering phones, it states, “The phone will ring no more than three times!!  No matter who is or is not on the phone, if it rings a third time somebody better pick it up, do not wait and assume someone else will do it.”

PVTA has a call management and analysis system at its office to measure characteristics of phone calls.  However, none of the carriers had a call management system at the time of the assessment.  PVTA was planning to provide this system to each carrier site by September 2002.  As a result, the assessment team did not conduct a quantitative analysis of phone queues, service times, or hold times.  While at the three carrier sites, the assessment team members did not observe any long phone queues or long hold times.  Nearly all calls were answered within four rings.  There were periods when call takers had no calls to handle.

Findings

1. Prior to June 2002, riders had complained about busy signals and long hold times when trying to make trip reservations for ADA Complementary Paratransit service.  Since June 2002, PVTA has had each carrier take call for its own ADA trips.  Complaints have decreased.

2. There were no recorded or observed trip denials for ADA Complementary Paratransit service.  PVTA carriers limit the number of dial-a-ride trips to accommodate all ADA trips.  Carriers also give ADA trips priority over dial-a-ride trips in scheduling.

3. Because call takers do not negotiate times when taking trip requests, the carriers must make callbacks to riders whose trips times have been adjusted.  The PVTA procedure is to make callbacks if the time adjustment is more than 15 minutes – even though the on-time window is –10/+10 minutes.  This procedure can result in trips being scheduled outside of the pickup window expected by customers.

4. Carriers have prepared scripts for call takers, but the call takers did not use the scripts on a consistent basis.

5. Call takers recited the requested pickup or drop-off times with riders at the end of call, but did not advise customers of the 20-minute pickup window.

6. Call takers at Valley Opportunity Council wrote down trip request information on a piece of paper then, entered the information into MIDAS.

7. At the time of the assessment, none of the carriers had a call management and analysis system.  PVTA scheduled provision of these systems to the carriers by September 2002.


Recommendations

1. PVTA should develop a script for the call takers of all carriers to ensure the consistent gathering of trip request information among all carriers.

2. PVTA should stress to the carriers’ call takers that they should tell the riders the pickup/drop-off windows, rather than precise times.  This will encourage riders to be ready throughout the window and reinforce the window as the period for on-time pickups.  

3. PVTA should provide sufficient training to call takers on the use of MIDAS so that they can make best use of the software’s capabilities, including inputting trip requests directly into the system.

4. PVTA should consider a move to real-time scheduling by the call takers.  If this is not feasible, PVTA should have the carrier use MIDAS in a way that reduces or eliminates the need for callbacks.

5. If carriers continue to need to make callbacks, PVTA should adjust its procedure so that the callbacks are required if the adjusted trip times vary by more than 10 minutes from the requested time – to match the on-time window and avoid scheduling pickup times outside of the period expected by the customer.

6. PVTA should install the call management and analysis systems at each carrier site.  PVTA should regularly review the call data to ensure that phone access does not become a deterrent to service, as it apparently was when PVTA was taking calls for ADA Complementary Paratransit service.

Observations Regarding Scheduling of Trip Requests

As mentioned in Section III of this report, each carrier schedules the trips for the trip requests that it receives from the registered riders who live in its tiers.  Each carrier serves clients of PVTA’s Complementary Paratransit service and senior dial-a-ride service.  Valley also provides service to Medicaid clients on the same vehicles.  The assessment team reviewed scheduling of PVTA’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 PVTA.

· Discussions with PVTA managers.

· Interviews with the schedulers from each carrier.

Consumer Comments

Customer comments about trip scheduling and the actual delivery of service are often closely related.  Customer comments specifically about scheduling are presented in this section of the report, while comments about on-time performance, trip lengths, and pickup/drop-off locations are included in Section VIII of this report.

Neither of the complaints filed with FTA referred specifically to scheduling issues, as defined for this section of the report.

The assessment team’s telephone interviews did not include any concerns about Lift’s scheduling process.

Of the complaints collected by PVTA during FY2002, 3.7 percent (6) specifically referred to scheduling issues, e.g., a rider claim of a reservation error or scheduling error.

Overview

The three carriers provided a total of 528,000 passenger trips for PVTA during FY2002, including both ADA Complementary Paratransit and senior dial-a-ride.  ADA Complementary Paratransit service comprised 254,000, or 48 percent of the total.  Both ADA Complementary Paratransit and total special services passenger trip volumes have increased significantly since FY2000, as presented in Table VII.1

Table VII.2 presents the average weekday service provided and passenger volumes of the three carriers in June 2002.  Table VII.3 presents the distribution of total trips among the six PVTA tiers.

Table VII.1 - PVTA Special Services Ridership

	
	
	FY2000
	FY2001
	FY2002

	ADA
	Trips (000)
	186
	205
	254

	
	Annual Increase
	—
	10.2%
	23.9%

	Total
	Trips (000)
	416
	462
	528

	
	Annual Increase
	—
	11.1%
	14.3%


Table VII.2 – Weekday Service of Carriers, June 2002

	Carrier
	Vehicle Runs
	Passenger Trips (approx., includes ADA & Dial-a-Ride)
	% of Total Passenger

Trips

	Hulmes
	45
	811
	37

	Mass Services
	28
	562
	26

	Valley
	44
	798
	37


Table VII.3 – Distribution of Trips by Tier, June 2002

	Carrier
	Tier
	% of Total Trips

	Hulmes
	North
	16

	
	East
	  5

	
	West
	16

	Mass Services
	Springfield
	26

	Valley
	Central
	27

	
	Southeast
	10


Carrier Procedures
Hulmes performed vehicle scheduling manually at the time of the on-site assessment.  Hulmes used “Dispatch-a-Ride” software to help track and sort trip requests, and then printed the trip assignments.  MIDAS software is scheduled for delivery to the Hulmes offices in late 2002.  Each of the Hulmes tiers scheduled its own trips separately.  The largest of the three Hulmes operations is its Northern tier, which had 21 total runs (19 peak runs).  A typical weekday for the Northern tier had 350 to 450 scheduled trips.  Of these, about 100 trips were standing order that the schedulers pre-assigned to the same runs.

Two members of the Hulmes staff shared the responsibility for scheduling.  Hulmes started scheduling of trips for the Northern tier the morning before travel.  Three or four runs usually had no standing order trips, while the other runs already included standing order trips.  The scheduler first enters the advance cancellations of standing order trips (e.g., vacations).  Then the scheduler began to assign demand trips to the runs.  They first placed the long distance trips on vehicles ( including trips that go beyond the tier boundaries.  Then the local trips were assigned to runs, many with an origin and/or destination in Northampton.  Generally, there may be five or six trips that were not placed on the schedule the day before service.  These were usually short trips that were inserted into the schedule during the service day by the dispatcher.

The schedulers were usually done by 6:00 p.m.  One scheduler did a quality control review during the late afternoon.  The morning dispatcher also reviewed the schedules and made adjustments before handing them to the drivers.

Hulmes staff also had to make callbacks to riders whose trip times were adjusted from the original requested times.  Their goal was to complete all calls by 7:00 p.m.  If they did not reach a rider, they kept the schedule with the adjusted times, but provided the original times to the dispatcher so that he was aware of the rider’s expectations.

Hulmes staff indicated that the scheduling process in the other two Hulmes tiers was similar, but on a smaller scale.  The Western tier had about 350 scheduled trips per weekday, with 15 total runs and 13 peak runs.  The Eastern tier had 100 to 150 scheduled trips per weekday, with 9 total runs and 8 peak runs.

Mass Services was making a transition to MIDAS at the time of the on-site assessment.  It had entered the client and vehicle information into the software.  The schedulers were using MIDAS to generate the vehicle runs for service on Saturday and Sunday.  The average ridership on Saturday was 200 to 250 scheduled trips.  On Sunday, there were about 150 scheduled trips.  On weekdays, however, Mass Services continued to perform scheduling manually.  The staff believed that the software still had flaws – mostly in the geography files – that prevented them from trusting the software to do the weekday service.  Mass Services had 550 to 650 scheduled trips on weekdays.  It had 28 total runs and 23 peak runs; these numbers were higher during the school year.

Mass Services had three full-time schedulers.  Each weekday, they started with a pre-printed, handwritten template of subscription and “shopper” trips, which totaled about 150 per day.  They checked for cancellations and new subscription trips.  Then they used MIDAS to print out a list of all demand trips for the following day, sorted by drop-off time (for morning trips) or pickup time (for return trips).  There were about 400 demand trips requested per weekday.  Two of the schedulers then assigned these trips by hand.  The third scheduler began work at 2:30 p.m.  He finished the scheduling and did the final quality review.  On occasion, the schedulers were not able to assign all requested trips to a vehicle manifest.  These trips were left for the dispatchers to assign on the day of service.  The schedulers said that there might be “one or two” trips and this did not happen every day.

Mass Services also had to make rider callbacks for trip requests that had time adjustments.  The assessment team reviewed a sample of demand trips for a single weekday (July 15).  Sixty percent of the 328 trips required callbacks.

Valley used MIDAS for scheduling.  Two schedulers handled the Southeast tier, and one did the Central tier.  The scheduling process for both tiers began with an inventory of vehicles and drivers that will be available on the following day.  In general, this resulted in eight routes for the Southeast tier and about 30 routes for the Central tier.  The schedulers generally assigned the same drivers and vehicles to the same general areas in each tier.  About 200 trips were scheduled in the Southeast tier, while the Central tier had about 500 total scheduled trips.

Scheduling for the Southeast tier began at about 3:00 or 3:30 p.m.  The initial schedule was finished by 4:30 p.m., when no new reservations are taken.  At 4:30 p.m., the second scheduler took over and adjusted (validated) the initial schedule to make it more efficient, and possibly to fit in some trips for seniors (dial-a-ride) that were not in the initial schedule.  Some ADA Complementary Paratransit service trips were adjusted beyond the 20-minute window that was understood by riders.  In that case, Valley dispatchers called riders after 6:00 p.m., when all scheduling was complete.  Most callbacks were for dial-a-ride trips, which schedulers give a lower priority than ADA trips.

Scheduling for the Central tier began at about 2:00 p.m.  The initial schedule was finished by about 5:30 p.m.  There were over 200 subscription trips that were scheduled and held constant, so initial scheduling dealt with about 300 non-subscription trips.  The scheduler adjusted (validated) the schedule as new trips were being entered, unlike the process for the Southeast tier, where validation occurs only after all trips had been initially scheduled.  A final validation process usually occurred from about 5:30 to 6:00 pm, when the schedules for both tiers were considered complete.  At about 6:00 p.m., the dispatchers received the schedules for the following day, along with a list of about 100 to 150 riders who needed to be informed of adjustments in the pickup time from the time that was agreed upon during their reservations call.
Observations

The three carriers were generally positive about the transition to automated scheduling.  While all carriers had sufficient staff to conduct manual scheduling, they believed that the software would help them to create more efficient schedules as the demand for service increased.  In particular, this would help them to continue to serve their dial-a-ride passengers, who are subject to occasional trips denials to accommodate the riders of ADA Complementary Paratransit service.

There were two concerns with the transition to MIDAS.  First, the manifests that MIDAS generated displayed the pickup time calculated by MIDAS.  However, the manifests did not include the pickup or drop-off time that the rider originally requested – whether for a subscription or demand trip.  So if the scheduler changed the pickup time requested by the passenger to another time within the original –10/+10 pickup window, MIDAS would modify the pickup window printed on the manifest to reflect the rescheduled pickup time.  As a result, the driver could arrive to pickup a passenger, thinking he/she is on time because he arrives within the window on the manifest, but the customer would think the driver is late (or early) because the vehicle arrives outside of the pickup window expected by the customer based on the original request.  Inclusion of the customer’s original pickup time on the manifest could avoid potential confusion between driver and customer while still providing schedulers flexibility to make minor changes to the vehicle schedule (within the pickup window) and still honor the original pickup time requested by the customer.  

A second concern was the initial “clean-up” of the geography files, followed by the maintenance of these files.  A reason that Mass Services had not used MIDAS for its weekday schedule was that its schedulers were not confident that the geographic data was sufficiently accurate.  The fewer number of trips on the weekend (150 to 250) allowed them to review and make corrections to problems in the schedules due to faulty geographic data.  However, they did not want to deal with these problems for weekday schedules (550 to 650 trips).

Findings

1. At all carrier offices visited by the assessment team, the schedulers appear capable in performance of their job.  There appeared to be sufficient staff and resources to prepare the schedules for daily service.

2. As of July 2002, PVTA’s three paratransit carriers were in different stages of transition to automated scheduling.  Valley Opportunity Council was using MIDAS to create its schedules for both of its tiers on a daily basis.  Mass Services, by using MIDAS to schedule low volume weekend service before applying it to its weekday service appears to have established a sound approach for the transition to full use of MIDAS.  Hulmes Transportation was using an older software to manage trip information, but had begun to use MIDAS paratransit software.  

3. The vehicle manifests produced by MIDAS include the computer-generated pickup or drop-off time, but they do not show the rider’s original requested time.

4. The carriers had concerns about the accuracy and completeness of the geography data included in MIDAS.  This could potentially lead to illogical routing.

Recommendations

1. Hulmes Transportation should consider the transition plan for automated scheduling used by Mass Services, that is, to use MIDAS to generate schedules for weekend service while continuing manual scheduling for weekdays until the schedulers are confident of the quality of the computer-generated schedules.

2. PVTA should have MIDAS modified so that the rider’s originally requested pickup or 
drop-off time appears on the driver manifests.

3. PVTA should work with the provider of MIDAS to make any needed corrections to the geographic data base component of the scheduling software.

Observations Regarding Service Provision

The assessment team reviewed the operations of PVTA and its carriers 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 PVTA.

· Review of PVTA Complementary Paratransit service policies and procedures.

· Observations of customer service calls.

· Site visits to carriers.

· Interviews with 15 drivers.

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

· Analysis of Complementary Paratransit service trip lengths.

Consumer Comments

Both of two complaints on file with FTA are related to service provision.  In a December 2000 complaint, a rider complained about a series of late pickups.  FTA investigated this complaint and concluded there was no compliance issue.  In the June 2001 complaint, a rider cited a “rude and aggressive” Valley Opportunity Council driver.

Over 80 percent of the 162 complaints received by PVTA during FY2002 concerning Complementary Paratransit service were related to the service that riders received from their carriers, e.g., late pickups, vehicle no-shows, unsafe driving.  Table VIII.1 presents categories of rider complaints (these are sub-categories of the first 2 categories shown in Table III.3).

Table VIII.1 – Selected Rider Complaints, FY2002

	Topic
	Percent of Total

	Late Pickup
	51.9

	Vehicle No-Show
	19.1

	Early Pickup
	4.3

	Safety (driving)
	4.3

	Other Complaints Against Driver
	2.5


Among the areas of concern mentioned during the assessment team’s telephone interviews, several of the 10 individuals mentioned occasional long trips, especially when riding with groups.

PVTA Service Policies and Procedures

PVTA has established the following standards for ADA Complementary Paratransit service delivery.  They are included in its Procedures Manual.

On-Time Performance: PVTA has a goal of 100 percent, with an on-time window -10/+10 minutes of the requested pickup time.  “Passengers should arrive before or at their scheduled drop off time or the trip would be considered late.  Return trips should also meet the 10 minutes before to 10 minutes after threshold.”

Missed Trips: “PVTA and its Suppliers will have a goal to not miss any trips, and operational experience should be that less than one percent of total scheduled rides are missed.”

Travel Time: “PVTA and it Suppliers will strive to ensure that no passenger is on the van for any more than 60 minutes on a one-way trip.  The only exception is if the trip, independent of any others, would exceed 60 minutes due to the distance between the point of origin and point of destination.”

Dispatch and Operations Overview

As discussed in Section III of this report, each carrier is responsible for scheduling trips and daily vehicle operations.  PVTA provides all vehicles and performs all vehicle maintenance (through its fixed route contractor).  PVTA also provides the computer hardware and software.  At the time of the on-site assessment, the three carriers were in different stages in implementing the automated scheduling and dispatching system.  The carriers operate from their own offices, with the exception of the Northern tier, where Hulmes is housed in a PVTA facility.
Carrier Dispatch and Operations.  Each carrier handles the daily operations of its own vehicles.  Mass Services has one office in Springfield.  Valley Opportunity Council has one office for its two tiers in Chicopee.  Hulmes Transportation has three operations offices, in Northampton, Belchertown, and Agawam.  Each carrier assigns its runs and vehicles to its drivers.  The dispatchers for each carrier are also responsible for monitoring service and reassigning trips when problems arise.  During the course of the day, the carriers handle telephone calls from both dial-a-ride and ADA Complementary Paratransit service riders, to:

· Ask, “Where’s my ride?” for a late pickup.

· Cancel a requested trip.

· Request a change in pickup time for a trip later that day (including will-calls).

· Request a same-day trip.

· Confirm the pickup time for a trip later that day.

The carrier call takers also make callbacks to riders who they were not able to contact during the previous day to advise them of changes in their scheduled pickup times.

Special Services Carriers

On July 16, the assessment team members visited the three carriers that provide Complementary Paratransit service for PVTA: Hulmes Transportation Services, Mass Services for Seniors, and Valley Opportunity Council.  One team member returned to Valley on July 17.  At each visit, a team member talked to managers, dispatchers, and schedulers; observed call taking; collected information about the vehicles and staff used for paratransit service; and interviewed drivers.  The assessment team also observed dispatch activities.

Hulmes Transportation has three offices for its PVTA service tiers.  For its PVTA services, Hulmes has 44 vehicles and 76 drivers among the three tiers.  It operates 39 runs during peak service and a total of 45 runs.  The Northern tier (centered in Northampton) has the largest operation, with 21 vehicles and 21 total runs; the Western tier is the next largest, with 13 vehicles and 15 total runs.

At the Northern tier office, Hulmes has a day dispatcher and evening dispatcher.  The day dispatcher works from 7:30 a.m. to 3:30 p.m.  The evening dispatcher works from 3:30 to 10:30 p.m.  The dispatchers use the manifests generated by Dispatch-a-Ride to oversee operations of the 21 runs in the Northern tier.  The dispatchers and other office staff also serve backup call takers. This office also oversees the Hulmes buses that operate PVTA’s route deviation shuttles.

When a call taker received a “Where’s my ride” call, she put the call on hold and contacted the dispatcher on duty to relay the question.  She turned on a speaker so that she could hear the conversation between the dispatcher and driver.  She then spoke to the rider on hold.

Hulmes has a different reimbursement rate for each tier:

· Eastern:
$77.44 per service hour

· Western:
$117.37 per service hour

· Northern:
$12.20 per passenger trip

The Hulmes Northern tier operations is located at the PVTA Northampton office.  PVTA provides all passenger vehicles (44) and performs all vehicle maintenance.  In addition, PVTA provides all computer software and hardware

Mass Services provides ADA Complementary Paratransit and dial-a-ride service for all PVTA riders who live in Springfield.  At the time of the assessment, Mass Services’s only business was its contract with PVTA.  It has 30 vehicles and 49 drivers to provide service seven days a week.  On weekdays, it operates 23 runs during the peak (from early morning to early afternoon) and 28 total runs.

Mass Services has two full-time dispatchers plus a backup.  During weekdays, two dispatchers work from the start of service until early evening.  One dispatcher keeps in touch with the drivers, while the other dispatcher keeps track of no-shows and late cancellations, and adds trips to manifests as possible – trips not assigned by the schedulers the previous day, plus same-day requests.  The second dispatcher also handles “Where’s my ride?” calls that are transferred from the call takers.

During weekdays, the two dispatchers use MIDAS to view rider information and to see the list of demand trips sorted by time; the demand trips are not assigned to runs in MIDAS.  To track vehicle runs, the dispatchers use the hand-written manifests.  On weekends, the dispatcher does have manifests generated by MIDAS.

Mass Services receives a reimbursement of $8.73 per passenger trip.  In addition, PVTA provides all vehicles and performs all vehicle maintenance.  PVTA also provides all computer hardware and software.

Valley Opportunity Council is a social service agency that provides paratransit service to PVTA and several towns in the Pioneer Valley.  It operates from its office in Chicopee.  Valley operates 39 peak runs and 44 total runs to provide service to PVTA’s Central and Southeast tiers.  It has a total of 72 drivers for all paratransit services.

Valley provides all of its contract services through one operation.  There is one full-time dispatcher and one supervisor who is the backup dispatcher.  The primary dispatcher oversees all vehicles.  He uses the dispatch module of MIDAS in combination with printed manifests generated by MIDAS.  He tracks late cancellations and no-shows.  He also makes calls to check on riders who do not appear for their pickups.  In general, however, the dispatcher did not answer the “Where’s my ride?” calls.  When a call taker received a call from a rider asking about a pickup, she put the call on hold, then ran to the dispatcher’s office to ask the dispatcher to radio the driver.  After hearing from the driver, the call taker ran back to her phone to speak to the rider.

Valley has two reimbursement rates: $8.50 per passenger trip for service in the Central tier; $9.00 per passenger trip in the Southeastern tier.  PVTA provides 32 vehicles and performs all vehicle maintenance.  Valley has an additional nine vehicles that are used primarily for its senior center contracts.  PVTA also provides all computer hardware and software.

Drivers.  The assessment team interviewed 15 drivers (four from Hulmes, six from Valley, and five from Mass Services).  The following paragraphs provide a summary of their comments.

· Drivers had varying views on the training that they received.  Hulmes drivers said they received little or no sensitivity training.  Mass Services drivers were satisfied with their training; all said that they received more than two weeks’ training, including classroom and road.  Valley drivers said they received one to two weeks of training.

· Drivers were generally positive about the vehicles and their maintenance.  They said that when they reported problems, PVTA mechanics made repairs with one or two days.  Many of the special services vehicles are less than one year old.  One driver noted overheating and lift leaks.

· Valley drivers had different opinions on the quality of their schedules; some said they were fine, others believed they were tight.  The Hulmes and Mass Services drivers were satisfied with their schedules.  Most drivers said that they adjusted the order of their scheduled pickups on occasion and only with the approval of the dispatcher.

· Drivers and most riders understand the concept of the pickup window, but not the exact definition.  Several drivers incorrectly said that the pickup window was –15/+5 minutes (rather than –10/+10).  Some riders take advantage of the window by not coming out of the building until the end of the window, believing that the driver will not leave.

· Drivers generally know the correct procedures when a passenger fails to appear for their pickup.  They wait for the customer, notify the dispatcher, and then wait for approval before leaving for their next stop.

Findings

1. Each office visited by the assessment team appeared to have capable dispatchers and adequate dispatch coverage.

2. The passenger vehicle fleet appears to be adequate and well maintained.  

3. Some drivers did not know the correct on-time pickup window of –10/+10 minutes.

Recommendations

1. PVTA should make sure that drivers for all carriers are instructed in the on-time pickup window and understand the window.

Analysis of On-Time Performance

The assessment team reviewed the PVTA’s ADA Complementary Paratransit on-time performance policies and procedures; on-time performance reports; and analyzed a sample of driver manifests to assess on-time performance.
Policies and Procedures
PVTA’s Procedures Manual describes its standard for on time as a vehicle arrival at a pickup location between 10 minutes before and 10 minutes after the time scheduled with the customer.  Drop-offs are considered on time if the customer is dropped off at his/her destination on or before his/her requested drop-off or appointment time.  PVTA’s goal is 100 percent on-time performance.

The Procedures Manual also includes a goal of zero missed trips – with an expectation of one percent missed trips.

The Pioneer Valley Planning Council (PVPC) monitors on-time performance based upon information from the carriers provided to them by PVTA.  PVPC randomly selects one week of service each month for its review.  Included in its sample are all trips provided by the carriers, including both senior dial-a-ride trips and ADA Complementary Paratransit trips.
Performance Analysis
PVTA provided reports on PVPC’s on-time performance statistics.  The results of the PVPC assessment are presented in Table VIII.1.  These performance statistics include all customers served by the service providers.

Table VIII.1 – Summary of On-Time Performance for 2002
	Month
	Sample Size
	Pickups
	Drop-Offs

	
	
	10+ Minutes Early
	10+ Minutes Late
	Late

	
	
	Number
	%
	Number
	%
	Number
	%

	January
	2,727
	109
	4.0
	35
	1.3
	11
	0.4

	February
	2,581
	84
	3.3
	13
	0.5
	8
	0.3

	March
	2,801
	111
	4.0
	69
	2.5
	17
	0.6

	April
	2,651
	202
	7.6
	59
	2.2
	8
	0.3

	May
	2,443
	249
	10.2
	73
	3.0
	10
	0.4

	June
	2,531
	286
	11.3
	77
	3.0
	8
	0.3

	Total
	15,734
	1,041
	6.6
	326
	2.1
	62
	0.4


Late pickups are trips for which the vehicle arrives after the end of the window, i.e., more than 10 minutes after the time agreed upon by the rider.  Early pickups are trips for which the vehicle arrives before the start of the window.  Late drop-offs are trips for which the vehicle arrives after the appointment time or requested drop-off time.

The percentage for late drop-offs is based on all trips.  Since most trips do not have a requested drop-off (appointment) time, the on-time performance for drop-offs for trips with requested appointment times is overstated.

From January to June 2002, there were increasing numbers of early pickups.  This may indicate an on-time performance problem.  If customers feel pressured to make their trip earlier than the on-time window, this would be considered an untimely trip.  A review of driver manifests indicates that some pickups were as much as an hour early.  Contractor managers also cited problems with drivers who proceed to their next pickup even when they have open time (one hour) in their schedule.  This concern is further reinforced by 7 of 162 PVTA complaints during FY2002 related to early pickups.  The complaints on early pickups may also result from misunderstanding of the pickup window by customers, as discussed earlier in this report.
The assessment team selected one of PVPC’s survey days (June 11, 2002) to verify PVTA’s on-time service performance.  The team selected a random sample of ADA Complementary Paratransit trips from carrier manifests for the sample day.  The sample included only ADA Complementary Paratransit service passenger trips.  Information used in this analysis included scheduled pickup and drop-off times and actual pickup and drop-off times.  On-time pickups were measured for all trips.  On time drop-offs were measured for only those trips that were scheduled to meet appointment times.

The format of manifests differed for different carriers and tiers.  Most manifests used formats created by the MIDAS scheduling software.  These manifests contained no scheduled pickup times for trips scheduled to appointment times.  Accordingly, on-time pickups for such trips are not included in the sample.  Mass Services manifests did not include requested drop-off times.  This information had to be obtained from a secondary data source.  Of 53 Valley manifests reviewed, 27 were missing pickup or drop-off times and could not be used in the sample.

The assessment team also reviewed on-time performance to determine the extent to which trips were late.  The DOT regulations (49 CFR §37.131(f)(3)(i)(A)) require that the entity (PVTA) shall not limit service by substantial numbers of significantly untimely pickups.  As presented in Table VIII.2, 87 percent of sampled pickups were early or on time.  Nationally, ADA Complementary Paratransit service providers commonly achieve 90 percent on-time performance.  On the other hand, many providers commonly use 15 to 20 minutes – rather than the 10 minutes PVTA uses – as a standard for late trips.  Two percent of trips were served more than 15 minutes late (i.e., 98 percent were on time or less than 15 minutes late), or 25 minutes later than the scheduled pickup time.  No pickups in the sample were more than one hour late.  Among carriers, on-time pickups ranged from 85 to 89 percent.  Among tiers on-time pickups ranged from 76 percent in the Hulmes Western Tier to 90 percent in the Hulmes Northern Tier.

In the assessment team’s sample, 82 percent of drop-offs were on time by PVTA’s standards, with 95 percent less than 15 minutes late.  On-time drop-offs ranged from 77 percent for Hulmes to 100 percent for Mass Services.  By tier, the performance ranged from 72 percent for the Hulmes Eastern Tier to 100 percent for the Springfield Tier (Mass Services).

The results of the one-day sample of ADA Complementary Paratransit trips were compared to PVPC’s on-time performance statistics for the same day.  Table VIII.3 presents a summary of the PVPC survey.  The PVPC report indicates that 95 percent of the trips were performed on time, versus 87 percent from the assessment team survey.  Also, the PVPC report indicates that 99 percent of drop-offs were on time versus 80 percent from the assessment team sample.  For 

drop-offs, the PVPC sample includes all trips whereas the assessment team sample includes only trips for which customers requested drop-off, or appointment times.
Table VIII.2 – Sample of On-time Performance for June 11, 2002

	Carrier
	Pickups
	Drop-Offs

	 
	Tier
	Observations
	On- Time
	Late

(More than 10 Minutes)
	Observations
	On- Time
	Late

(After Appointment Time)

	 
	 
	
	 
	Total
	1-15
	16-30
	31-60
	60+
	 
	 
	Total
	1-15
	16-30
	31-60
	60+

	Hulmes 
	
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	Northern
	40
	36
	4
	3
	0
	1
	0
	6
	5
	1
	1
	0
	0
	0

	 
	 
	
	90%
	10%
	8%
	0%
	3%
	0%
	
	83%
	17%
	17%
	0%
	0%
	0%

	 
	 
	
	 
	 
	 
	 
	 
	 
	
	 
	 
	 
	 
	 
	 

	 
	Eastern
	16
	13
	3
	3
	0
	0
	0
	18
	13
	5
	3
	1
	1
	0

	 
	 
	
	81%
	19%
	19%
	0%
	0%
	0%
	
	72%
	28%
	17%
	6%
	6%
	0%

	 
	 
	
	 
	 
	 
	 
	 
	 
	
	 
	 
	 
	 
	 
	 

	 
	Western
	17
	13
	4
	3
	0
	1
	0
	15
	12
	3
	2
	1
	0
	0

	 
	 
	
	76%
	24%
	18%
	0%
	6%
	0%
	
	80%
	20%
	13%
	7%
	0%
	0%

	 
	 
	
	 
	 
	 
	 
	 
	 
	
	 
	 
	 
	 
	 
	 

	 
	Total
	73
	62
	11
	9
	0
	2
	0
	39
	30
	9
	6
	2
	1
	0

	 
	 
	
	85%
	15%
	12%
	0%
	3%
	0%
	
	77%
	23%
	15%
	5%
	3%
	0%

	Mass Services
	
	
	
	
	
	
	
	
	
	
	
	
	

	 
	Springfield
	38
	34
	4
	4
	0
	0
	0
	11
	11
	0
	0
	0
	0
	0

	 
	 
	
	89%
	11%
	11%
	0%
	0%
	0%
	
	100%
	0%
	0%
	0%
	0%
	0%

	VOC 
	
	 
	 
	 
	 
	 
	 
	
	 
	 
	 
	 
	 
	 

	 
	Central & South
	32
	28
	4
	3
	1
	0
	0
	10
	8
	2
	2
	0
	0
	0

	 
	
	
	88%
	13%
	9%
	3%
	0%
	0%
	
	80%
	20%
	20%
	0%
	0%
	0%

	 
	 
	
	 
	 
	 
	 
	 
	 
	
	 
	 
	 
	 
	 
	 

	ALL
	143
	124
	19
	16
	1
	2
	0
	60
	49
	11
	8
	2
	1
	0

	  %
	
	87%
	13%
	11%
	1%
	1%
	0%
	 
	82%
	18%
	13%
	3%
	2%
	0%

	  Cumulative %
	 
	87%
	98%
	99%
	100%
	100%
	 
	 
	 82%
	95%
	98%
	100%
	100%

	A pickup made more than 10 than minutes after the time scheduled with the customer is counted as late.

	A drop-off made after the customer's appointment time is counted as late.


Table VIII.3 – PVPC Survey for June 11, 2002

	Carrier
	 
	 
	Pickups
	Drop-Offs

	 
	Tier
	 
	Observations
	On-Time
	Late
	Observations
	On-Time
	Late 

	Hulmes
	 
	 
	
	 
	 
	
	 
	 

	 
	Northern
	Number
	355
	327
	28
	355
	353
	2

	 
	 
	%
	
	92%
	8%
	
	99%
	1%

	 
	 
	 
	
	 
	 
	
	 
	 

	 
	Eastern
	Number
	119
	114
	5
	119
	118
	1

	 
	 
	%
	
	96%
	4%
	
	99%
	1%

	 
	 
	 
	
	 
	 
	
	 
	 

	 
	Western
	Number
	337
	317
	20
	337
	335
	2

	 
	 
	%
	
	94%
	6%
	
	99%
	1%

	 
	
	 
	
	 
	 
	
	 
	 

	 
	Total
	Number
	811
	758
	53
	811
	806
	5

	 
	 
	%
	
	93%
	7%
	
	99%
	1%

	 
	 
	 
	
	 
	 
	
	 
	 

	Mass Services 
	 
	
	 
	 
	
	 
	 

	 
	Springfield
	Number
	562
	551
	11
	562
	562
	0

	 
	 
	%
	
	98%
	2%
	
	100%
	0%

	 
	 
	 
	
	 
	 
	
	 
	 

	VOC
	
	
	
	
	
	
	
	 

	 
	Central
	Number
	581
	542
	39
	581
	562
	19

	 
	 
	%
	
	93%
	7%
	
	97%
	3%

	 
	 
	 
	
	 
	 
	
	 
	 

	 
	South
	Number
	217
	201
	16
	217
	210
	7

	 
	 
	%
	
	93%
	7%
	
	97%
	3%

	 
	
	 
	
	 
	 
	
	 
	 

	 
	Total
	Number
	798
	743
	55
	798
	772
	26

	 
	 
	%
	
	93%
	7%
	
	97%
	3%

	 
	
	 
	
	 
	 
	
	 
	 

	ALL
	 
	Number
	2171
	2052
	119
	2171
	2140
	31

	 
	 
	%
	
	95%
	5%
	
	99%
	1%

	A pickup made more than 10 than minutes after the time scheduled with the customer is counted as late.

	A drop-off made after the customer's appointment time is counted as late.
	


Findings
1. Using PVTA’s standard for on-time measurement of pickups within 10 minutes of the scheduled time, 87 percent of pickups sampled by the assessment team were early or on time.  Another 11 percent of trips were served between 0 and 15 minutes later than the end of the pickup window, or 25 minutes later than the scheduled pickup time.  Accordingly, 98 percent of pickups were made early or less than 25 minutes after the scheduled pickup time.  No pickups in the sample were more than one hour late.

2. Eighty-two percent of sampled trips had on-time drop-offs.  Another 13 percent were between 0 and 15 minutes late.  Accordingly, 95 percent of drop offs were less than 15 minutes late.  By carrier, on-time drop-offs ranged from 77 percent for Hulmes to 100 percent by Mass Services.  By tier, the performance ranged from 72 percent for the Hulmes Eastern Tier to 100 percent for the Mass Services Springfield Tier.

3. Customers may feel pressured to make their trip earlier than the on-time window.  PVPC sample data shows that early pickups increased from 4 percent in January to 11.3 percent in June of 2002.  A review of driver manifests indicates that some pickups were as much as an hour early.  Contractor managers also cited problems with drivers who continued to their next pickup even when they have open time (one hour) in their schedules.  Seven of 162 recent PVTA complaints related to early pickups.  

4. Incomplete and inconsistent information on driver manifests may contribute to late trips and misunderstanding between operators and customers.  The format of manifests differed for different carriers and even among tiers for the same carrier.  Most manifests used formats created by the MIDAS scheduling software.  These manifests contained no scheduled pickup times for trips that were scheduled to appointment times.  Manifests used by Mass Services did not include requested drop-off times.  

5. Of 53 Valley Opportunity Council manifests that the assessment team reviewed, 27 were missing actual pickup or drop-off times making it difficult to measure on-tie performance.

6. The percentage for late drop-offs presented in PVPC reports is based on all passenger trips.  Since drop-off times are not requested for most trips, the on-time performance for meeting appointments is overstated in the PVPC reports.

7. The PVPC report indicates that 95 percent of the trips were performed on time. The assessment team sample of trips indicated that 87 percent were on time.

Recommendations

1. PVTA should monitor on-time drop-offs, particularly for Hulmes, and identify and implement methods to improve performance.

2. PVTA should instruct drivers that customers are not required to accept a ride until the beginning of the pickup window (10 minutes before the scheduled pickup time).  Drivers should also be instructed to apply no pressure to customers to depart early.  Dispatchers should be instructed to monitor early pickups to assure that customers are not being pressured to accept them.  Drivers who pressure customers to accept early pickups should be retrained and disciplined as appropriate.

3. PVTA should create standard manifests for all carriers to assure consistency of information provided to drivers and consistent reporting of trip performance.

4. Manifests created by the MIDAS scheduling software should be modified to include pickup and drop-off times scheduled with the customer, as well as estimated arrival times produced by the scheduling software.  The manifests should also provide a place for drivers to record actual arrival times for both pickups and drop-offs.  Complete information on times scheduled with the customer can help to avoid potential confusion between the customer and driver and help to improve on-time performance.

5. Drivers for Valley Opportunity Council should be instructed to record all arrival times for pickups and drop-offs on manifests.  Drivers who fail to record arrival times should be disciplined and retrained as appropriate.

6. PVPC should revise its method for counting on-time drop-offs to include only those trips for which a customer requested a drop-off, or appointment time.

7. PVTA or PVPC should review data provided by operators to PVPC for on-time reporting to ensure that it represents actual service performance.

Analysis of Trip Length

The PVTA Procedures Manual states that “PVTA and its Suppliers will strive to ensure that no passenger is on the van for any more than 60 minutes on a one-way trip.  The only exception is if the trip, independent of any others, would exceed 60 minutes due to the distance between the point of origin and point of destination.”

Customer Comments

Among the 162 complaints received by PVTA during FY2002, two dealt with long ride times.  Of the individuals interviewed by the assessment team, one mentioned long trips as a concern.  

The issue of lengthy trips was not raised in either complaint filed with FTA.
Review of Lengthy Trips

A sample of 19 trips with long ride times that took place during March and June 2002 was selected.  The travel times for these trips were compared to comparable fixed route travel times as a means of assessing whether or not these trip lengths are significantly long relative to fixed route service.  Table VIII.4 shows the time of day the trip was made, the origin and destination for each trip, the actual travel times on ADA Complementary Paratransit service, and the estimated travel time by fixed route.

The assessment team worked with a PVTA information specialist to estimate the comparable fixed route travel times.  Based on the origin and destination addresses and time of day, the assessment team determined the bus routes that one would use to make the same trip on PVTA buses.  Each fixed route travel time is the sum of the following components:

· Travel time on each bus

· Transfer (waiting) time for multi-bus trips

· Walking time on each end of the trip

For this analysis, the assessment team used an average walking speed of three miles per hour.  This is the equivalent of: 20 minutes per one mile, or 2 minutes per tenth of a mile.  Not explicitly included in the analysis was consideration for the convenience of curb-to-curb service provided by ADA Complementary Paratransit service as opposed to the less convenient 

stop-to-stop nature of fixed route service. 

In Table VIII.4, the two right-hand columns compare the ADA Complementary Paratransit service and fixed route travel times.  In the Travel Time Difference column, the figures represent the difference in travel time; a minus sign (-) means that the ADA Complementary Paratransit service travel time would actually be less than the fixed route travel time.  In the Travel Time Ratio column, a value less than 1.00 also means a shorter travel time for ADA Complementary Paratransit service.  The trips in bold are those with a travel time that is either: at least 30 minutes greater than fixed route service: or has a ratio of at least 1.50 (i.e., travel time at least 50 percent greater than fixed route).  The 30 minutes addresses the prohibition against a substantial number of trips with “excessive trip lengths” as cited in the DOT ADA regulations at 49 CFR §37.131(f)(3)(i)(C).

Table VIII.4 shows that for this sample of 19 long trips, the travel time on PVTA’s ADA Complementary Paratransit service would be at least 30 minutes greater on three trips.  These same three trips would have travel times at least 50 percent greater.  It is interesting to note that 11 of 19 trips from this sample would have shorter travel times compared to fixed route service.

Table VIII.4 – Comparison of Travel Times on Paratransit vs. Fixed Route for Selected Trips During March and June 2002
	Tier

Run or Vehicle No.
	ADA Paratransit Trip: Actual Pickup Time
	Origin Address

Destination Address
	Paratransit

Travel 

Time (minutes)
	PVTA Fixed Route 

Travel Time

(minutes)
	Travel Time Difference (ADA - FR)
	Travel Time Ratio (ADA/FR)

	Springfield

392
	3:10 p.m.
	300 Stafford, Springfield

48 Penrose, Springfield
	68
	50
	+18
	1.36

	Springfield

299
	8:41 a.m.
	23 Melba Street, Springfield

780 Chestnut Street, Springfield
	59
	50
	+9
	1.18

	Springfield

320
	3:35 p.m.
	Baystate Hospital, Springfield

85 William Street, Springfield
	62
	45
	+17
	1.38

	Springfield

332
	8:00 a.m.
	292 Walnut Street, Springfield

77 Mill Street, Springfield
	73
	92
	-19
	0.79

	Springfield

392
	11:23 a.m.
	110 Monastery Avenue, W. Springfield

115 Roosevelt Avenue, Springfield
	73
	56
	+17
	1.30

	Eastern

5318
	2:45 p.m.
	450 Memorial Drive, Chicopee

24 State Street, Belchertown
	80
	200
	-120
	0.40

	Eastern

5319
	3:12 p.m.
	285 Dorsett Street, Springfield

7 Prescott Hill Road, Belchertown
	88
	290
	-202
	0.30

	Eastern

5352
	11:30 a.m.
	14 Chestnut Place, Ludlow

16A Highland Village, Ware
	75
	293
	-218
	0.26

	Eastern

5370
	2:38 p.m.
	40 Chestnut Street, Ware

36 Aspen Street, Ware
	63
	10
	+53
	6.30

	Eastern

5381
	7:58 a.m.
	2286 Main Street, Three Rivers

1632 Main Street, Agawam (Six Flags)
	65
	195
	-130
	0.33

	Western

51PM
	2:55 p.m.
	170 Pearl Street, Springfield

315 Regency Park Drive, Agawam
	75
	100
	-25
	0.75

	Western

51PM
	3:12 p.m.
	3300 Main Street, Springfield

44 Klondike Avenue, Westfield
	207
	140
	+67
	1.48

	Western

51PM
	4:13 p.m.
	70 Leete Street, Springfield

7 Upper Church Street, W. Springfield
	78
	60
	+18
	1.30

	Northern

06
	7:42 a.m.
	73 Barrett Street, Northampton

207 Elm Street, Holyoke
	78
	180
	-102
	0.43

	Northern

20
	7:00 a.m.
	34 Pomeroy Lane, Amherst

475 Sumner Avenue, Springfield
	60
	220
	-160
	0.27

	Northern

21
	8:20 a.m.
	27 The Hollow, Amherst

1 Cottage Street, Easthampton
	77
	188
	-111
	0.41

	Northern

25
	4:00 p.m.
	441 Pleasant Street, Northampton

38 Autumn Lane, Amherst
	81
	137
	-56
	0.59

	Southeast

95
	7:50 a.m.
	97 Homer Street, Chicopee

115 Wayside Avenue, W. Springfield
	70
	109
	-39
	0.64

	Southeast

293
	2:20 p.m.
	135 Benton Drive, E. Longmeadow

95 State Street, Chicopee
	81
	50
	+31
	1.62


Findings
1. PVTA’s has a fixed standard for trip length.  PVTA’s standard for trip length on ADA Complementary Paratransit service is maximum on-board time for a customer is 60 minutes.  The exception to this are trips that would take more than 60 minutes going directly from pickup to drop-off point.

2. Analysis of the sample of 19 lengthy PVTA ADA Complementary Paratransit service trips indicated that three had travel times of at least 30 minutes longer than the estimated time for a comparable trip on fixed route services.  Eleven other trips from this sample had a shorter travel time than that estimated for a comparable fixed route trip.

Recommendations
1. PVTA should consider adopting a standard for ADA Complementary Paratransit service travel time that is based on comparable fixed route service travel time.
2. PVTA should conduct periodic analysis of long trips to identify significantly long trips and assess trends, e.g., relative to particular suppliers, common destinations, times of day, types of riders.

3. If certain riders routinely experience long trips, PVTA should review their suppliers’ schedules and take corrective action.

II. Resources

The assessment team reviewed the resources provided by PVTA for ADA Complementary Paratransit services in order to identify possible links between service limits and the resources available.  The team reviewed PVTA’s ADA Complementary Paratransit service budget, staffing and equipment levels, and interviewed PVTA staff.
Policies and Procedures
PVTA gives preference to ADA Complementary Paratransit trip requests over senior dial-a-ride  trips.  As a result, it has no denials of ADA trips.  Therefore, with respect to trip denials, any limitation of resources should affect only dial-a-ride trips and not ADA trips.

PVTA develops annual capital and operating budgets for ADA Complementary Paratransit services based on a fiscal year ending on June 30.  The capital budget includes vehicle procurement and computer hardware and software.  The number of vans included in the budget is based upon ADA management staff recommendations, needs to maintain fleet size with increased operating efficiency, and capital funding availability.  The capital budget is financed in part with FTA grant funds.  This approach reduces demands on local funding.  In addition, financing equipment procurement with capital rather than operating contract money reduces operating costs.

PVTA estimates the number of passenger trips based upon historical market growth and estimates the number of service hours required based upon trip demand.  The operators then develop cost estimates using the estimated number of trips and service hours.  The Employment Cost Index is used to adjust operator rates from prior years.  

Personnel & Equipment
The assessment team reviewed the adequacy of staff to receive trip reservations in a timely fashion and to effectively schedule service, and the adequacy of drivers and equipment to deliver service.  Based upon visits with three operators, the staffing to receive trip reservations and schedule trips appeared adequate and did not appear to impede customer access to service. 

The assessment team reviewed availability of drivers and vehicles relative to the number of riders and routes/runs assigned to each operator and tier, as presented in Table IX.1.

The number of daily passenger trips reflects total riders including ADA Complementary Paratransit, senior dial-a-ride, Medicare, etc.  The number of runs operated by Mass Services presented in this table reflects a summer schedule and is fewer than it operates during winter.

Table IX.1 – Operating Capacity

	Operator
	Daily Trips (June 2002)
	Routes
	Drivers
	Vehicles 

	
	Tier
	
	Peak
	Total
	
	

	Hulmes
	
	
	
	
	

	
	North
	355
	19
	21
	32
	21

	
	East
	119
	8
	9
	
	10

	
	West
	337
	12
	15
	
	13

	
	Total
	811
	39
	45
	76
	44

	VOC
	
	
	
	
	

	
	Central
	581
	N/A
	N/A
	
	24

	
	Southeast
	217
	N/A
	N/A
	
	8

	
	Total
	798
	39
	44
	72
	41*

	Mass Services
	
	
	
	
	

	
	Springfield
	562
	23
	28
	49
	30

	Unassigned
	
	
	
	
	10

	TOTAL
	2,171
	101
	117
	197
	125*


* VOC uses 9 of its own vehicles to provide service in addition to 32 provided by PVTA
Each operator employs a combination of part-time and full-time drivers.  Of Valley’s 72 drivers, 23 are full-time and 49 are part-time.  Of the Mass Services drivers, 32 are full-time and 17 part-time.  Twenty-five of the drivers assigned to Hulmes Northern Tier are full-time employees, while seven are part-time.  The number of drivers for each of the operators appears to be sufficient to cover service needs with an adequate number of back up drivers.  The only indication of a possible driver shortage was at Valley.  Valley managers indicated that they had to cancel one run on July 8 because of a driver shortage, but that the condition was unusual resulting from a combination of vacations and absenteeism.  Valley managers indicated that they had no problems with driver retention and turnover.  Managers for Hulmes said that for the Northern Tier, most of their new drivers either came through referrals or walked in to apply for jobs.  They need to do very little active recruitment.    

Vehicles are owned and maintained by PVTA and assigned to the carriers.  The number of vehicles assigned to Hulmes and VOC appear to include very few spares beyond their peak fleet needs, but PVTA holds 10 vehicles in reserve (“unassigned”) for maintenance and as back up.  As a result, the fleet appears adequate to meet service needs.  

Budget

The assessment team reviewed ridership and budget information for ADA Complementary Paratransit service for the fiscal years 1999 through 2003.
A summary of the recent market and budget history of PVTA ADA Complementary Paratransit services is presented in Table IX.2

Table IX.2 – Rider and Budget Summary

	Fiscal Year
	1999
	2000
	2001
	2002
	2003

	ADA Riders
	
	
	
	
	

	
	Trips
	162,794
	184,805
	202,063
	227,658
	

	 
	% Change
	
	13.5 %
	9.3 %
	12.7 % 
	

	Operations
	
	
	
	
	

	
	Budget
	
	$1,744,684
	$1,941,661
	$2,309,475
	$2,466,733

	
	Expended
	
	$1,727,449
	$1,990,345
	$2,491,530
	

	
	% Change
	
	N/A
	15.2 %
	25.2 %
	- 1.0 %

	Cost/Trip
	
	$9.35
	$10.20
	$10.94
	

	
	% Change
	
	N/A
	9.1 %
	7.3 %
	

	Capital Program
	
	
	
	
	

	
	Budget
	
	$315,000
	$501,600
	$670,500
	$500,080

	
	Expended
	
	$338,640
	$598,779
	$927,175
	


From FY1999 through 2002, the number of passenger trips has grown by at an annual rate of approximately 11 percent.  From 2000 through 2002, cost per passenger trip has grown at an annual rate of 8 percent and operating expenditures have grown at an annual rate of 20 percent.  Continued increase in travel demand at a rate of 8 percent with no increase in cost per trip would result in approximately 253,000 passenger trips and annual operating costs of $2,770,000 for 2003.  If one assumed a continuation of recent per trip cost growth as well as rider growth, then the projected annual costs in FY2003 would be $2,990,000.  PVTA’s FY2003 budget would be sufficient only through a combination of stability or decline in travel demand and increased efficiency in operations sufficient to offset inflationary cost increases.

Findings

1. Financial resources, labor, and equipment devoted to ADA Complementary Paratransit service appear to be adequate and do not appear to constrain service capacity.

2. PVTA includes vehicle procurement and computer hardware and software in its FTA assisted capital budget program.  This approach to financing vehicles reduces demands on local funding and, by financing equipment procurement with capital rather than operating contract money, reduces operating costs.

3. PVTA’s ADA Complementary Paratransit budget for FY2003 is one percent less than expenditures for 2002.  This budget appears to be limited, based upon 11 percent growth in the number of passenger trips from 1999 through 2002 and 8 percent growth in cost per trip for the same period.  Adherence to this limited budget may result in pressure for greater productivity, which could result in missed trips, reduction in on-time performance, and an increase in passenger trip lengths.

Recommendations

1. PVTA should continue to include vehicle procurement and computer hardware and software in its FTA assisted capital budget program as a means of reducing local financial demands and operating costs.

2. PVTA should closely monitor service delivery including on-time performance and trip duration for ADA Complementary Paratransit trips during FY2003.  PVTA should be prepared to increase resources for this service should service quality decline as a result of growth in demand for trips or reduced resources.
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Response from PVTA
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On-Site Assessment Schedule

ADA Complementary Paratransit Service Assessment

Pioneer Valley Transit Authority (PVTA)

Springfield, Massachusetts

July 15-18, 2002
Schedule
	Time
	Activity
	Who
	Where

	Monday, July 15, 2002

	11:00 a.m.
	· Opening Conference
	All
	PVTA

	1:30 p.m.
	· Review information requested & policies & procedures with PVTA Managers 
	All
	PVTA

	2:30 p.m.
	· Review budget

· Review eligibility determination process

· Review complaints
	Kidston

Barber

Chia
	PVTA

	Tuesday, July 16, 2002

	6:00 a.m.
	· Observe vehicle pull-out

· Observe dispatch

· Interview carrier drivers and staff

· Observe trip reservations; record trip request information

· Gather information on telephone systems

· Review trip scheduling
	Kidston

Barber

Chia
	Hulmes

Valley

Mass Services

	1:30 p.m.
	· Review on-time performance

· Review telephone systems

· Review trip duration
	Kidston

Barber

Chia
	PVTA

	Wednesday, July 17, 2002

	8:00 a.m. 
	· Continue on-time performance

· Continue eligibility analysis

· Continue trip duration analysis
	Kidston

Barber

Chia
	PVTA

	11:00 a.m.
	· Meet with Director of Special Services
	All
	PVTA

	1:30 p.m.
	· Return visit to suppliers (as needed)

· Review other service issues

· Continue data analysis
	All

All
	Hulmes/ Valley/

Mass Services

PVTA

	Thursday, July 18, 2002

	Morning
	· Complete preliminary data analysis & remaining detail work

· Prepare materials for debriefing session
	All
	PVTA

	1:00 p.m.
	· Exit Conference
	All
	PVTA
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