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1 Purpose of the Review

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

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

The primary purpose of these reviews is to assist the transit agency and the FTA in determining whether capacity constraints adversely affect provision of ADA complementary paratransit services.  The reviews examine policies and standards related to service capacity such as on-time performance, on-board travel time, telephone hold times (also referred to as time in queue), trip denials, and any other trip-limiting factors.  The reviews consider whether there are patterns or practices of a substantial 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.  The examination of patterns or practices includes looking not just at service statistics, but also at basic service records and operating documents, interviewing people responsible for service delivery, 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 consumers.  Guidance is provided to assist the transit operator in monitoring service for capacity constraints.

An on-site compliance review of ADA complementary paratransit service provided by the Washington Metropolitan Area Transit Authority (WMATA) of Washington, DC was conducted December 4 to 8, 2006.  Planners Collaborative, Inc., located in Boston, Massachusetts, conducted the review for the FTA Office of Civil Rights.  The review focused on compliance of WMATA’s ADA complementary paratransit service with the regulatory service criterion: “capacity constraints.”  Section 37.131(f) of the regulations requires that ADA complementary paratransit services be operated without capacity constraints.  The review also included observations of service criteria for eligibility, service area, hours of operation, and fares.

This report summarizes the observations and findings of the on-site review of WMATA’s ADA complementary paratransit service.  First, a description of the approach and methodology used to conduct the review is provided.  Then, a description of key features of transit services provided by WMATA—rapid rail, fixed route bus and ADA complementary paratransit service—is presented.  All of the findings of the review are summarized in Section 4.  Section 5 includes observations on service area, hours, and fares.  Observations and findings related to each element of the capacity constraint criteria are then presented in Sections 7 through 10.  Recommendations for addressing some of the findings are also included for consideration by WMATA.

WMATA was provided with a draft copy of the report for review and response.  A copy of the correspondence received from WMATA on May 2, 2007, documenting their response to the draft report, is included as Attachment A.

Overview

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

To assess each type of capacity constraint, the review focused on observations and findings regarding:

· Trip denials and “wait-listing” of trips

· On-time performance

· Travel times

The review team also made observations and findings related to three other sets of policies and practices that could affect access to ADA complementary paratransit service:

· Service area, service times, and fares

· ADA complementary paratransit service eligibility process

· Telephone capacity

The review also addressed scheduling, dispatch, and operation of service as potential causes of, or contributors to, capacity constraints.  Similarly, adequacy of resources was reviewed as a potential contributor to capacity constraints.

1.1 Pre-Review

Prior to the on-site visit, the review team examined relevant service information provided by WMATA.  This information included:

· A description of the organization of the ADA complementary  paratransit service

· Public information describing the ADA complementary  paratransit service

· Copies of contracts with the service broker and related contractors

· A description of WMATA’s standards for on-time performance, trip denials, travel times, and telephone service

WMATA was requested to make additional information available during the on-site visit.  This information included:

· Copies of completed driver manifests for the most recent six month period (for each carrier)

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

· A breakdown of trips requested, scheduled, and provided

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

· On-time performance information

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

· Telephone call management records

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

1.2 On-Site Review

An on-site review of the service was conducted from December 4 to 8, 2006.  The on-site review began with an opening conference, held at noon on Monday, December 4, 2006.  In attendance were the following:

Jack Requa



WMATA

Jim Stewart



WMATA

David Shaffer



WMATA

Christian Kent



WMATA

Glenn Millis



WMATA

Steve Yaffe



WMATA

David Knight



FTA, Office of Civil Rights

Brian Glenn



FTA, Washington, DC Metro Office

David Chia



Planners Collaborative

Don Kidston



Planners Collaborative

Scott Hamwey



Planners Collaborative

Mr. Knight thanked WMATA for their cooperation.  He described the purpose of the review and emphasized that it was intended to assist WMATA in providing effective ADA complementary paratransit service.  Mr. Knight outlined the steps in the review process:

· Preliminary findings and an opportunity to respond would be provided at a closing meeting on Friday, December 8

· A draft report would be provided to WMATA for review and comment

· WMATA’s comments would be incorporated into a final report, which would then become a public document

David Chia, team leader for the review, described the objective of the review to identify significant impediments, if any, to people with disabilities receiving the service to which they are entitled under ADA, and to assist WMATA in improving service if warranted.  He described the scope of the review as including review of policies, procedures, practices, and performance that can affect availability of effective service.  The areas to be addressed include service design criteria, eligibility, telephone access, reservations and scheduling, operating procedures, practices and performance, and adequacy of resources.  He went on to present the schedule for the on-site review, including the elements of the operation that would be observed by day.  A copy of the review schedule is provided in Attachment B.  The review team conducted the review generally in accordance with the review schedule.

An exit conference was then held at 1 p.m. on Friday, December 8, 2006.  Attending the exit conference were:

Jack Requa



WMATA

Bruce Hoppen



WMATA

David Shaffer



WMATA

Christian Kent



WMATA

Audrey Bredehoft


WMATA

Steve Yaffe



WMATA

David Knight



FTA, Office of Civil Rights

Jonathan Klein


FTA, Office of Civil Rights

Brian Glenn



FTA, Washington, DC Metro Office

David Chia





Planners Collaborative

Don Kidston





Planners Collaborative

Scott Hamwey





Planners Collaborative

Mr. Knight opened the exit conference by thanking the WMATA staff for their cooperation in the review.  The review team members then presented an overview of the assessment and initial observations and findings in each of the following areas:

· Service design parameters

· Eligibility determinations

· Telephone access

· Handling of trip requests and trip denials

· Trip scheduling, dispatching, and carrier operations

· On-time performance and service delivery

· Trip duration

· Resources (vehicles, manpower, and financial resources)

The review team thanked WMATA for their cooperation during the field review.

Background

WMATA was created in 1967 to plan, develop, and operate public transportation in the Washington, DC, metropolitan area.  It began bus operations in 1973 after acquiring four area bus systems.  It began construction of its rail system in 1969 and began rail operations in 1976.  In 2006, WMATA’s bus service consisted of 1,443 buses running on 176 lines.  Average weekday operations served 450,000 passenger trips with over 160,000 bus miles of revenue service.  The MetroRail system has gradually expanded since 1976.  In FY 2006 it served 950,000 weekday passenger trips on five lines with 86 stations, using over 950 rail cars.  WMATA’s service area has a population of 3.5 million.  The government jurisdictions that comprise the service area include:

· District of Columbia

· Montgomery County, MD

· Prince George’s County, MD

· Arlington County, VA

· Fairfax County, VA

· City of Alexandria, VA

· City of Fairfax, VA

· City of Falls Church, VA

In 1993, WMATA began to provide ADA Complementary Paratransit service, known as MetroAccess, to comply with DOT’s ADA regulations.  FTA had previously conducted a review of MetroAccess in September 2001.  At that time, WMATA was contracting with Logisticare, Inc. as its service broker.  FTA closed this review in 2003.  Logisticare’s contract with WMATA ended in 2005.
1.3 Description of ADA Complementary Paratransit Service

WMATA provides ADA Complementary Paratransit service through a contract with a service broker, MV Transportation, Inc. (MV).  MV leases office space from WMATA at 8405 Colesville Road, Silver Spring, Maryland, just north of the District.  As broker for MetroAccess, MV’s responsibilities include operating a call center to take trip reservation requests, scheduling trip requests and assigning them to carriers, dispatching vehicles, and monitoring field operations.  MV became the WMATA broker for MetroAccess service in January 2006.

MetroAccess service extends throughout the entire WMATA bus and rail service area.  It also encompasses the service areas of the Maryland and Virginia fixed route bus operators in the communities listed above.  MV serves about half of the MetroAccess passenger trips using its own drivers based in three suburban garages.  The balance of service is provided by private carriers under contract to MV.  Each carrier negotiated separately for its share of the MetroAccess service.  Some of these carriers are designated as “dedicated,” while other carriers are considered “supplemental” or non-dedicated.  The dedicated carriers exclusively serve MetroAccess customers.  The non-dedicated carriers also serve customers who are not MetroAccess customers.
Table 3.1 lists the dedicated carriers, along with their primary service area.  The carriers may serve other portions of the service area, as needed.  All dedicated carriers can serve both passengers who use wheelchairs and ambulatory passengers.  The dedicated service operators are provided vehicles by MV and use these vehicles exclusively for MetroAccess service.  If necessary, the dedicated operators may also use their own vehicles for MetroAccess service.  The carriers hire their own drivers, assign drivers to vehicles and schedules, and maintain and garage the vehicles.  While in service, drivers communicate with MV dispatchers in Silver Spring.

Table 3.1 – MetroAccess Dedicated Carriers

	Carrier
	Primary Service Area

	Battle’s Transportation

2020 Fairview Avenue, NE

Washington, DC 20002
	Washington, DC 

	Challenger

8210 Beechcraft Avenue

Gaithersburg, MD 20879
	Montgomery County

	Diamond Transportation

7311B Highland Street

Springfield VA 22150
	Virginia

	Metro Health Tech Services

207 West Hampton Place

Capitol Heights, MD 20743
	Prince George’s County, Washington, DC

	MV Beltsville

6500 Ammendale Road

Beltsville, MD 20705
	All

	MV Capitol Heights

8540 Ashwood Drive

Capitol Heights, MD 20743
	All

	MV Fairfax North

3900 Germantown Road,

Suite 480

Fairfax County, VA 22038
	Virginia,

Washington, DC


In fiscal year (FY) 2006, WMATA owned 202 vehicles used for MetroAccess service.  During FY 2007, it plans to increase its active fleet to 255 vehicles.

Table 3.2 lists the non-dedicated carriers.  The non-dedicated carriers provide vehicles as needed to meet the daily demand that the dedicated operators cannot meet.

Until late 2006, the previous broker conducted customer-eligibility assessments.  Since then, WMATA staff has managed the eligibility process.  Eligibility determinations include a functional assessment.  WMATA has two contractors that perform the functional assessments at eight locations in the service area.

MetroAccess provides service between 5:30 a.m. and midnight seven days a week, with additional service until 2 a.m. on Friday and Saturday nights.  The fare for a one-way trip is $2.50.  This is twice the base cash fare of a one-way trip on most WMATA bus routes.  Personal care attendants ride for free, as do WMATA employees and retirees.  Companions pay the $2.50 fare.  Service is also available beyond 3/4-mile of the fixed routes for additional fares.

Table 3.2 – MetroAccess Non-dedicated Carriers

	Carrier
	Primary Service Area

	Barwood Cab

4900 Nicholson Court

Kensington, MD 20895
	Montgomery County

	Beltway Metro

4 Professional Drive, Suite 149

Gaithersburg, MD 20879
	Maryland

	Quality Transportation

1717 Largo Road

Upper Marlboro, MD 20774
	Prince George’s County

	Red Top

1200 N. Hudson Street

Arlington, VA 22201
	Virginia

	Regency Cab

8210 Beechcraft Avenue

Gaithersburg, MD 20879
	Montgomery County

	US One

10104 Senate Drive

Lanham, MD 20706
	Maryland

	Wheelchair Associates

75 Rhode Island Avenue, NW

Washington, DC 20001
	Prince George’s County, Washington, DC


Trips can be reserved from one to seven days in advance of the travel day.  MetroAccess accepts reservations over the phone every day from 8 a.m. to 4:30 p.m.  WMATA managers said that, since February 2000, MetroAccess has not denied any eligible trip requests.  As a policy, MetroAccess does not accept requests for same-day trips.

Attachment C presents the MetroAccess Customer Guide (revised February 2006), which summarizes MetroAccess service policies and procedures.

Ridership on MetroAccess has increased significantly in recent years.  From FY 2002 to FY 2006, MetroAccess ridership increased by 84 percent: 738,284 to 1,445,620 passenger trips.  WMATA is projecting 14 percent increases in ridership in FY 2007 and again in FY 2008.  As of January 31, 2007, there were 17,119 individuals registered for MetroAccess service.  This is an increase of 1515 customers since June 30, 2006, or 9.7 percent.

1.4 WMATA ADA Complementary Paratransit Performance Standards

WMATA has established MetroAccess service standards for on-time performance, missed trips/ excessively late trips, vehicle productivity, travel time, passenger injuries, complaints, and telephone response time.  The service standards are described below.

· On-Time Performance: Trips are considered to be on time if passengers are picked up between 15 minutes before and 15 minutes after the scheduled pickup time.  WMATA’s standard for meeting this goal is 93.5 percent.  The broker has a monthly financial incentive for on-time performance 95 percent or better; it has a monthly financial disincentive for on-time performance 92 percent or worse.

· Missed Trips/Excessively Late Trips: WMATA defines a “missed trip” as a vehicle arrival after the end of the pickup window and the customer does not take the trip.  An “excessively late trip” is a completed trip for which the vehicle arrives at the pickup point more than 30 minutes after the end of the pickup window.  The broker has a monthly financial incentive for less than one percent missed and excessively late trips; a monthly financial disincentive for greater than 1.5 percent missed and excessively later trips.

· Vehicle Productivity: Vehicle productivity is defined as completed registrant trips (i.e., not including companions, personal care attendants, accompanying children riding free) divided by revenue vehicle hours.  The WMATA goal in calendar year 2006 was 1.25 trips per hour.  The broker had a monthly financial incentive for a productivity of 1.4 or higher; a monthly financial disincentive for a productivity of 1.1 or lower.  The WMATA productivity goal increases to 1.35 trips per hour for calendar years 2007 and 2008.  It will increase to 1.45 trips per hour in calendar year 2009 and beyond.

· Travel Time: Trips are considered not excessively long if no more than “1.5 times” as long as travel time on “equivalent service on fixed-route bus service.”

· Passenger Injuries: WMATA tracks passenger injuries as “an accident or incident where the passenger was injured and required medical attention and was transported to the hospital or medical facility from the scene of the accident.”  The goal is 2.9 injuries per 100,000 trips.  The broker has a monthly financial incentive for an injury rate of 2.5 or lower; a monthly financial disincentive for an injury rate of 2.9 or higher.

· Complaints: WMATA tracks complaints against the broker and its subcontractors.  The standard for the number of complaints, excluding those “without merit,” is three per 1,000 trip requests.  The broker has a monthly financial incentive for a complaint rate of 1.0 or lower; a monthly financial disincentive for a complaint rate of 5.0 or higher.

· Telephone Response Time: WMATA has telephone performance goals of: 93 percent of incoming calls (to the call-takers) answered within two minutes; four percent of calls abandoned by callers; and average call duration of two minutes.  The broker has a monthly financial incentive for an answer rate within two minutes of 95 percent or higher; a monthly financial disincentive for an answer rate within two minutes of 91 percent or lower.

Consumer Input

Prior to and during the on-site visit, the review team gathered input from the perspective of consumers to assist the reviewers in identifying regulatory issues of concern to consumers.  Team members conducted telephone interviews with MetroAccess consumers and reviewed customer complaints on file with MetroAccess.
Formal ADA Complaints Received by FTA

FTA has been receiving information from the plaintiffs regarding a pending lawsuit against WMATA concerning its MetroAccess service.  The review team gathered information about the substance of the lawsuit during telephone interviews prior to the site visit with riders connected with the lawsuit.
Consumer Interviews

Prior to the review team’s site visit, team members conducted telephone interviews with 12 users of WMATA’s MetroAccess ADA complementary paratransit service.  Those selected for the interviews were recommended by a party to a pending lawsuit against WMATA related to its provision of MetroAccess service.  These consumer comments were used to gain a better insight into, and identification of, issues to be addressed during the site visit.  Concerns raised in the interviews by the consumers are summarized in the following paragraphs.

On-time performance.  Eight telephone respondents cited problems with MetroAccess on-time performance.  Four of these respondents indicated that both their pickups and their drop-offs were generally late and sometimes very late.  The other four either identified one end of their trip as a problem (pickups were late, but they arrived at their destination on time, or vice versa) or described a specific subset of their trips that were not on time (for example, all trips to Rockville are late).  Respondents were aware of the pickup window and were asked to think of on-time performance through that definition.

Driver knowledge.  Respondents were mixed on drivers’ knowledge of the MetroAccess service area.  Three said that the majority of drivers generally know where they are going.  Five respondents qualified their responses, saying that the only drivers who had problems were the new drivers or drivers that they believed were not originally from the area and that the new company’s drivers did not initially know the area but have since improved.  The remaining four respondents said that drivers typically did not know where they were going; they suggested driver turnover and the change in contractors as the reasons.

Contractor transition.  During the interviews, respondents were asked whether they had noticed a change in the quality of service since the beginning of 2006 (when MV took over the brokerage contract).  Six said that service was worse in 2006 than in previous years.  Three said that there was either no change, or that it depended on the aspect of service in question.  One respondent said that the first half of 2006 was very bad, but that most problems were fixed by the second half of the year.  One respondent said that the service was better now than with the prior contractor.  The final respondent was unable to comment as the respondent had not used MetroAccess prior to 2006.

Complaint resolution.  All 12 respondents had filed complaints with WMATA.  Only three of them said they were handled satisfactorily (although one of these said that this was because she knew the right person at WMATA to call).  Two others said that their complaints were sometimes handled satisfactorily, or that they received form letters.  The remaining seven respondents said that they were either never contacted by WMATA, their complaints were ignored, or there were no positive changes.  Four of the 12 said that they received coupons for free MetroAccess fares after submitting complaints.

Rider Comments on File at WMATA

WMATA receives consumer comments about MetroAccess service by telephone, e-mail and letter; the vast majority of comments are received by phone.  Nearly all of these telephone comments enter the system through the WMATA customer service department. This centralized customer service department handles all calls for MetroBus, MetroRail, and MetroAccess.  Customer service staff is available to receive comments Monday through Friday, and customers have the option of leaving a message on weekends and holidays.  These messages are logged by customer service on the next business day.

All comments are assigned a case ID number and the customer’s MetroAccess ID number is included if provided by the customer.  Each case is then entered into the PeopleSoft customer relationship management (CRM) software and distributed to the relevant division (Bus, Rail or MetroAccess).  In addition to complaints, cases may also be questions, comments, or commendations.  On a daily basis, a member of the WMATA staff working on site at the MetroAccess facility pulls all comments from the CRM for the previous day.  Depending on the nature of the case, that WMATA staff person will call the customer and resolve straightforward cases that day, discuss higher level policy comments with the director of MetroAccess, or forward service provision complaints to the broker.  The last group of complaints is divided among five broker agents, who review them before forwarding them to the appropriate subcontractor.  Responses from the broker are then returned to the WMATA MetroAccess customer service staff person for review.  MetroAccess has a goal to address all comments within 30 days.

WMATA File Observations

While on site, the review team looked at consumer comments filed with MetroAccess during the week of October 15 to 21, 2006.  There were 418 cases opened (not necessarily complaints). Over half of these cases were either for vehicles being late or vehicle no-shows, as shown in Table 3.3.  The remaining comments were spread across 32 other categories.  Commendations of MetroAccess staff represented five percent of all cases.  MetroAccess’ goal is to close each case within 30 days.  Of the 418 cases opened during October 15 to 21, 2006, 48 (11 percent) were still open after 31 days, and only seven cases (1.7 percent) remained open after five weeks.

Table 3.3 – MetroAccess Customer Service Cases by Category

	Category
	Number of Complaints

	Vehicle No Show
	110

	Late Trip
	106

	Reservations
	29

	Unsafe Operator
	21

	Commendation
	20

	Extremely Long Trip
	18

	Inadequate Service
	17

	Incorrect Information
	17

	Other Categories
	80

	TOTAL
	418


Summary of Findings

The following summarizes the findings made as a result of the review.  The findings are observations of policies, procedures, practices, and performance related to delivery of service as required by DOT ADA regulations at the time of the review.  Findings may be positive, neutral, or identify opportunities to improve service.  The bases for these findings are presented in other sections of this report.  Findings of opportunities to improve service should be used to identify corrective actions proposed by WMATA.  Recommendations are also included in the body of the report for WMATA’s consideration in developing corrective actions.

1.5 ADA Complementary Paratransit Service Criteria

1. WMATA appears to provide ADA complementary paratransit service within 3/4-mile of all of its fixed routes.  For an additional fare, WMATA also offers ADA complementary paratransit service beyond the required service area.

2. WMATA does not provide ADA complementary paratransit service to all people who are eligible for the service, during the same hours and days that it operates fixed route service.  WMATA has a policy to provide ADA complementary paratransit service during all days and hours of its fixed route service.  However, information provided to the public is not consistent with this policy.  According to its current customer guide, MetroAccess service is available from 5:30 a.m. to midnight, with extended hours on Friday and Saturday late nights.  However, WMATA fixed route service—both bus and rail—operates prior to 5:30 a.m. and later than midnight.

3. WMATA’s procedures for accepting late night and early morning trip requests is not clearly presented to or understood by MetroAccess call-takers and call center supervisors.  Unless a caller is persistent and refers to a particular WMATA supervisor, call-takers do not accept requests for these trips.  This practice has likely resulted in some trip denials.

4. MetroAccess fares are more than twice the fixed route fare for of 31 MetroBus routes.  Fares are lower than $1.25 on the 31 routes.  For MetroAccess trips with origins and destinations within select corridors and areas in Virginia and Washington, DC, where these routes are concentrated, the MetroAccess fare does not meet the regulatory requirement for ADA complementary paratransit fares.  In the remaining service area, the $2.50 fare that WMATA charges for MetroAccess service meets the regulatory requirement that fares for ADA complementary paratransit service be no greater than twice the fare for a comparable trip on the fixed route.

1.6 ADA Complementary Paratransit Eligibility

1. WMATA procedures may result in denial of ADA complementary paratransit service eligibility to eligible applicants who indicate that they use an “oversized” mobility aid.  In the standard letter sent to applicants who are determined not eligible, the third reason listed is: “The mobility aid that you require is larger or heavier than MetroAccess can accommodate per Metro policy and/or regulations.”  This determination fails to make the distinction between the eligibility of the applicant and the applicant’s mobility aid.  The determination of eligibility should be made solely based on the applicant’s ability to use fixed route service, and not on the mobility aid that the applicant uses.

2. Other than as cited in finding 6.1, WMATA’s eligibility determination process for MetroAccess service appears to properly grant ADA complementary paratransit eligibility to applicants who are qualified under the DOT regulations.

3. WMATA does not inform applicants for MetroAccess service that they are entitled to service after 21 days if WMATA has not made an eligibility determination, until WMATA makes a determination.

4. In a sample of 33 applications for MetroAccess service submitted from July 2006 to October 2006, WMATA made an eligibility determination within 21 days for about half (16) of the applications.

5. In the letter sent to applicants who are determined not eligible, two of the three reasons listed as potential reasons for the denial are not sufficiently specific.  Appendix D to 49 CFR Part 37 (Construction and Interpretation), Section 37.125 states that, “in the case of a denial, reasons must be specified.  The reasons must specifically relate the evidence in the matter to the eligibility criteria of this rule and of the entity’s [here, WMATA] process.  A mere recital that the applicant can use fixed route transit is not sufficient.”

6. Under WMATA’s current written policy for service suspensions due to rider no-shows and late cancellations, a rider may be suspended for two weeks for three no-shows or six late cancellations within a 30-day period.

7. WMATA’s appeals process “requires” the appellant to submit the reasons for the requested appeal in writing.  This requirement conflicts with the appellant’s right to be heard in person.

8. Inclusion of the director of the WMATA Office of MetroAccess Service on the WMATA Appeal Committee conflicts with the DOT ADA regulatory requirements for separation of function in the appeals process (49 CFR §37.125(g)(2)).

9. WMATA’s contractors that conduct the in-person functional assessments of applicants recommend potential conditions for conditional eligibility.  WMATA, however, has not implemented conditional eligibility.  It plans to do so in spring 2007.
1.7 Telephone Access

1. During this sample week, for the period of noon to 1 p.m., 3 percent of calls were in the queue for longer than 7 minutes and for the period 2:30 to 3:00 p.m., 2.1 percent of calls were in the queue for longer than 7 minutes.  These long calls all occurred on two days.  In addition, the queue time for some calls exceeded five minutes on two additional days.  
2. WMATA’s telephone performance goals do not address significantly long hold times.  For MetroAccess service, WMATA has telephone performance goals of: 93 percent or more of incoming calls answered within two minutes; 4 percent or less of calls abandoned by callers; and average call duration of two minutes or less.
3. Based on a review of phone system data from a week in October 2006, for much of the day, WMATA is not meeting its performance standard for answering 93 percent of calls within two minutes.  On the days reviewed, overall, call-takers answered 80 percent of calls within two minutes.  The worst performance for hold times for incoming calls tends to occur from 3 to 4:30 p.m., when many riders are calling to make trip reservations for the following day.  The percent of calls answered within two minutes was: 57, 61, and 47 percent, respectively, for the three half-hour periods at the end of the day.  Notably, even where WMATA does not meet its performance standard of 93 percent of calls answered within two minutes, there may not be significant limits to reservations access.
4. The telephone system that MetroAccess uses appears to have sufficient capacity to handle the incoming calls for trip requests.
5. The peak staffing levels for MetroAccess call-takers do not match the peak times for incoming calls.  In particular, the number of incoming calls nearly doubles from 3 to 4:30 p.m. compared to 11 a.m. to 1:30 p.m.  However, the average number of call-takers on duty decreases after 2 p.m.
1.8 Trip Reservations and Scheduling

1. Through the scheduling process of MetroAccess, WMATA does not deny any trip requests.
2. The observed reservations procedures and practices do not appear to limit service performance.
3. Callers may request a pickup time or a drop-off time for each trip.  Review team members, however, observed that most trips were scheduled using a pickup time.
4. Schedulers face several constraints when creating the schedules.  Capacity for riders who use wheelchairs is limited, though it appeared sufficient at the time of the review.  Overall capacity is limited in Prince Georges County and Washington, DC, as MetroAccess does not have a taxi contractor located in either area to address fluctuations in the demand for trips.

5. Reservationists were consistent in confirming trip information with customers and were professional in their communication with customers.
1.9 Service Performance

1.   MetroAccess appears to have no trip denials.
6. For data from a sample day (Wednesday, October 6, 2006) of MetroAccess service, the review team identified 72 trips (1.4 percent of total trips) dispatched as missed trips, compared to MV’s report of 36 missed trips.

7. WMATA does not count trips as missed trips when the driver fails to wait 10 minutes after the beginning of the pickup window for the customer.  WMATA advises its customers in the MetroAccess Customer Guide that the vehicle will wait 10 minutes within the window after it arrives at the pickup location.  
8. During team member observations, dispatchers did not make any calls to customers to confirm customer no-shows.  Confirmation with the customer can help to avoid no-shows and missed trips.

9. Of completed MetroAccess trips on October 6, 2006, 50 vehicles arrived at the pickup address more than 30 minutes after the end of the pickup window.  This represents 1 percent of completed trips for that day.  Applying WMATA’s standard, these 50 trips are excessively late and could also be considered significantly late in the context of the DOT ADA regulations.
10. WMATA does not have an on-time performance standard for trips with requested drop-off times.  WMATA does not measure on-time performance for drop-offs.  For many trips, such as medical appointments, work, school, and business appointments, on-time drop-offs are more important than on-time pickups.

11. On October 6, 2006, 14 drop-offs, which accounted for 2.5 percent of scheduled drop-offs that day, were more than 30 minutes late.  These 14 trips could be considered significantly late.  In addition, 53 trips, representing 10.1 percent of scheduled appointments, were late.
12. With the exception of missed trips, MetroAccess and MV’s “Spider” reports on service performance appear to be representative of the service being provided.
13. Vehicle arrival and departure times were not reported by all non-dedicated service providers.

14. A small number of runs for some carriers are not operated on some days due to vehicle shortages.  These vehicle shortages could contribute to late and missed trips.
15. Several carriers have driver shortages that affect coverage of assigned runs, potentially contributing to missed and late trips.  
16. It appears that the dispatchers’ ability to address and resolve service issues before they cause late and missed trips is limited by a relatively large number of runs assigned to each dispatcher, as well as vehicles without operating MDTs.
17. A dispatcher instructed a driver to return a customer to the pickup location and tell the customer to book a new trip when the vehicle lift failed.  By placing the responsibility on the customer to rebook the trip, this practice resulted in a missed trip.  To avoid a missed trip, the customer should have been assigned to another vehicle without having to rebook the trip or take other action.
18. Dispatchers confirm a driver’s location for a customer no-show by recording a description of the location provided by the driver.  If dispatcher used AVL to verify whether or not the driver is in the correct location, this could save time by providing a digital record of the driver’s location without entering a verbal description.  Use of the AVL could reduce the number of missed trips and free the driver and dispatcher to address other tasks.
19. The allocation of space in the MV communications center provides for effective communication among dispatchers, same-day schedulers, service call-takers, and reservations call-takers.  
20. The call-taking operation for same-day service issues relieves dispatchers of customer communications and provides dispatchers with more time to address other tasks.
21. It appears that non-MV carriers do not have access to computer monitoring information to track their drivers’ runs.  Real-time information on driver status would enable carrier dispatchers to provide driver support, such as assisting with directions and would improve on-time performance.  
22. WMATA’s standard for travel time on MetroAccess does not adequately address fixed route trips that use rapid rail service.
23. WMATA currently uses a multiple (1.5) of fixed route travel time as its standard for excessively long trips on MetroAccess.  Such a standard will not identify some significantly long trips and will misidentify other trips as significantly long.  For example, were a fixed route trip to take 2 hours, a paratransit trip could be 50 minutes longer and not be considered significantly long.  Similarly, if a fixed route trip were to take 20 minutes a comparable paratransit trip of 35 minutes would be considered excessively long. 
24. WMATA does not regularly or systematically review MetroAccess service performance to identify trips with long travel times.
25. An analysis of 41 long MetroAccess trips (travel time of more than 1.75 hours) from a one-day sample found that 20 were significantly longer than the comparable fixed route trip.  Based on the full sample of over 2,800 trips, 20 significantly longer trips would likely not constitute a “substantial number.”  The actual on-time performance of MetroAccess may be worse than reported, given the unavailable pickup and drop-off data for certain trips, particularly those trips provided by the non-dedicated taxi providers.
26. Of the 20 significantly longer trips, eight originated from the same address between 2:45 and 3 p.m.  This indicates a potential pattern of long trips.  WMATA officials responded that these trips were extended at the request of the parents of the riders.
1.10 Resources

27. WMATA appears to strongly support MetroAccess funding.

28. The FY 2006 budget provides for a 14 percent increase in trips, which appears adequate based on forecasts and actual trip rates in recent years.

29. There appears to be a sufficient number of call-takers to handle the MetroAccess call volume.  However, MetroAccess does not appear to be adjusting work shifts of the call-takers to best meet the peak afternoon calling period.  Also, the large number of simultaneous call-taker lunch breaks leads to a drop in hold time performance during the mid-day.

30. MetroAccess has sufficient schedulers to meet its current needs.  On the other hand, the current scheduling process appears to have limited potential for increasing vehicle productivity, which is a key element of WMATA budget projections.

31. MetroAccess does not have a fleet of sufficient size to cover all scheduled runs all of the time.

32. MetroAccess carriers do not have sufficient number of drivers to cover all scheduled runs all of the time.

33. It appears that that the number of vehicles without operable MDTs, coupled with the relatively large number of runs assigned to each dispatcher, limits the MetroAccess dispatchers’ ability to address service problems in advance.  Increasing dispatch capacity so that it is sufficient to address late runs in advance can both improve on-time performance and reduce missed trips.
ADA Complementary Paratransit Service Criteria

The review team compared WMATA’s ADA complementary paratransit service with its fixed route service to determine whether it is comparable, with respect to three of the DOT ADA service criteria related to service design, as cited in the following areas:

· Service area (49 CFR §37.131(a))

· Days and hours of service (49 CFR §37.131(e))

· Fares (49 CFR §37.131(c))

The review team analyzed consumer complaints; assessed information distributed to riders; reviewed WMATA policies regarding service area, days and hours, and fares; and interviewed WMATA staff.

1.11 Consumer Comments

During the telephone interviews, no rider cited a concern related to service criteria.
Of the 418 complaints related to MetroAccess service on file with WMATA from October 15 to 21, 2006, none were related to service criteria.

The one formal complaint on file with FTA did not concern service criteria issues.

1.12 Service Area

The DOT ADA regulations require that ADA complementary paratransit service be available within 3/4-mile of all bus routes, and within 3/4-mile of all rail stations (49 CFR §37.131(a)).  The review team analyzed WMATA’s fixed route and MetroAccess service areas and looked at WMATA’s policies and practices to ensure compliance with this regulation.

MetroAccess serves all addresses within 3/4-mile of WMATA bus routes and rail stations throughout the entire service day (5:30 a.m. to midnight).  The MetroAccess service area boundaries do not contract to reflect certain routes discontinuing service earlier in the evening than midnight.  Any changes to the service area resulting from fixed route service changes are forwarded by WMATA’s service planning department to the broker as they are implemented so that the broker can update the MetroAccess service area boundaries in its database.

MetroAccess also provides trips, with a fare surcharge, to four 3-mile wide zones beyond the required ADA service area.  The 12-mile range of this additional service area makes it unlikely that any trips within the required ADA service area are being denied.  The Trapeze scheduling software notifies call-takers if a new requested pickup or drop-off address is outside of the ADA service area and displays the appropriate zone fare for that trip.

1.13 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)).  As noted in Section 3 of this report, WMATA’s MetroAccess Customer Guide states that the service hours are 5:30 a.m. to midnight, seven days a week, with service extended to 2 a.m. on Friday and Saturday nights (Saturday and Sunday early mornings).

The team member reviewed the schedules for all MetroBus and MetroRail routes.  There are 108 bus routes that operate before 5:30 a.m. on weekdays.  There are 84 bus routes that operate after midnight on weekdays (see Table 5.1 and Table 5.2).  Among these routes, 66 have service both before the start and after the end of the MetroAccess hours of service.  Attachment D presents a list of MetroBus routes that operate beyond MetroAccess hours during weekdays.

Table 5.1 – MetroBus Routes Operating Earlier than 5:30 a.m. on Weekdays

	Service Begins
	Number of Routes

	4:00 – 4:29 a.m. (earliest = 4 a.m.)
	20

	4:30 – 4:59 a.m.
	35

	5:00 – 5:29 a.m.
	53


Table 5.2 – MetroBus Routes Operating Later than Midnight on Weekdays

	Service Ends
	Number of Routes

	12:01 – 12:59 a.m.
	34

	1:01 – 2:00 a.m.
	34

	2:01 – 2:59 a.m.
	12

	3:00 and later (latest = 3:57 a.m.)
	4


source: WMATA timetables

WMATA managers indicated that call-takers are supposed to accept requests for trips before 5:30 a.m. and after midnight for trips that begin and end within 3/4-mile of a MetroBus route with service at the requested trip time.  In practice, call-takers and their supervisors did not appear to understand or carry out the correct procedures.  Several call-takers said that for trip requests after midnight, “we only accept them on Fridays and Saturdays.”  A call center supervisor was aware that there were some corridors where early or late trips should be accepted, but she said that call-takers were instructed to not accept them because there had been cases in the past where ineligible trips had been allowed.  The supervisor added that if a customer is adamant, they will consult WMATA timetables or refer the trip to a WMATA paratransit specialist.  This WMATA paratransit specialist said that one of the few customers requesting trips after midnight had been denied them in the past when the he was not present to confirm that it was an eligible trip.  He said that he had instructed call-takers to accept all requests for late or early service in the event that he is not available.

This inconsistency in approach to accepting requests for eligible trips originating before 5:30 a.m. and after midnight is likely to result in trip denials.  Although paratransit travel demand between midnight and 5:30 a.m. is likely to be very low relative to demand at other times of the day (like that on the fixed route transit system), a considerable portion of the service area would be eligible for MetroAccess service before 5:30 a.m. and after midnight.  For example, an analysis of the MetroBus routes providing early service suggests most of the District of Columbia, with the exception of a few isolated pockets on the edge of the District, would be eligible for paratransit service as early as 4:30 a.m.  An analysis of routes with late service suggests that virtually all of the District would still be eligible for service at 1 a.m., with all but a couple of isolated pockets near the District’s edge still eligible for service as late as 2 a.m.

Early and/or late service is also provided on several routes in Maryland and Virginia, primarily along isolated corridors.  In addition to the late service provided on MetroBus routes, the last MetroRail trains leave the District between 12:10 a.m. and 12:15 a.m. on weekdays, arriving at the end of their respective lines between 12:35 a.m. and 12:45 a.m.

MetroAccess service hours extend to 2 a.m. on Friday and Saturday nights.  Therefore, MetroAccess service hours are closer to fixed route hours on Friday night.  However, an analysis of weekend bus schedules by the review team shows that there are 42 MetroBus routes that provide service before 5:30 a.m. on Saturday and Sunday mornings and/or after 2 a.m. on Saturday night (early Sunday morning).  Additionally, MetroRail trains operate in the District as late as 3 a.m. on Friday and Saturday nights, arriving at the end of their respective lines between 3:30 a.m. and 3:45 a.m.

1.14 Fares

DOT ADA regulations allow operators to charge a fare for ADA complementary paratransit service that is up to twice that charged on fixed route service for the same origin and destination at the same day and time (49 CFR §37.131(c)).  The fare for a single zone bus trip on most of WMATA’s MetroBus service is $1.25. The fare for all MetroAccess trips within the core ADA service area is $2.50.  MetroAccess service is also provided to four additional three-mile wide fare zones beyond the required ADA service area. A $1.00 surcharge is added to the $2.50 fare for each additional zone traveled.

Although $1.25 is the typical single-zone MetroBus fare, there are 31 routes that charge lower fares, with service on portions of two routes provided at no cost. These routes and their respective fares are presented in Table 5.3.

Table 5.3 – MetroBus Routes with Fares Lower than $1.25
	Route
	Fare
	Route
	Fare
	Route
	Fare
	Route
	Fare

	S80
	Free or $.25*
	A5
	$0.75
	W6
	$0.75
	12G
	$1.00

	S91
	Free or $.25*
	A6
	$0.75
	W8
	$0.75
	12L
	$1.00

	98
	$0.25
	A7
	$0.75
	2W
	$1.00
	12M
	$1.00

	26A
	$0.50
	A8
	$0.75
	2T
	$1.00
	REX
	$1.00

	26E
	$0.50
	M8
	$0.75
	3T
	$1.00
	18R
	$1.00

	26W
	$0.50
	M9
	$0.75
	12A
	$1.00
	18S
	$1.00

	A2
	$0.75
	W2
	$0.75
	12E
	$1.00
	28T
	$1.00

	A4
	$0.75
	W3
	$0.75
	12F
	$1.00
	
	


* Depending on portion of the route

The lower fixed route fares mean that certain MetroAccess trips should have fares lower than $2.50.  For example, all of the $0.75 fare routes in Table 5.3 operate within the Anacostia section of Washington, DC.  The entire Anacostia section of the District, bounded by the Potomac and Anacostia Rivers, the Maryland boundary, and Pennsylvania Avenue, is within 3/4-mile of one or more of these routes.  Therefore, the fare for MetroAccess trips with origins and destinations within Anacostia should be no more than $1.50.  As another example, portions of the “12 series” bus routes (12A, 12E, etc.) run a portion of their trips express on Interstate 66, but they also provide local service within Centreville, Virginia.  Any intra-Centreville trips, as well as any trips with origins and destinations within portions of Vienna, Tysons Corner, and West Falls Church are served by a network of routes with a $1.00 fare.  This would yield a maximum paratransit fare of $2.00.

1.15 Findings

1.  WMATA appears to provide ADA complementary paratransit service within 3/4-mile of all of its fixed routes.  For an additional fare, WMATA also offers ADA complementary paratransit service beyond the required service area.

2.  WMATA does not provide ADA complementary paratransit service to all people who are eligible for the service, during the same hours and days that it operates fixed route service.  WMATA has a policy to provide ADA complementary paratransit service during all days and hours of its fixed route service.  However, information provided to the public is not consistent with this policy.  According to its current customer guide, MetroAccess service is available from 5:30 a.m. to midnight, with extended hours on Friday and Saturday late nights.  However, WMATA fixed route service—both bus and rail—operates prior to 5:30 a.m. and later than midnight.

3.  WMATA’s procedures for accepting late night and early morning trip requests is not clearly presented to or understood by MetroAccess call-takers and call center supervisors.  Unless a caller is persistent and refers to a particular WMATA supervisor, call-takers do not accept requests for these trips.  This practice has likely resulted in some trip denials.

4.  MetroAccess fares are more than twice the fixed route fare for of 31 MetroBus routes.  Fares are lower than $1.25 on the 31 routes.  For MetroAccess trips with origins and destinations within select corridors and areas in Virginia and Washington, DC, where these routes are concentrated, the MetroAccess fare does not meet the regulatory requirement for ADA complementary paratransit fares.  In the remaining service area, the $2.50 fare that WMATA charges for MetroAccess service meets the regulatory requirement that fares for ADA complementary paratransit service be no greater than twice the fare for a comparable trip on the fixed route.
1.16 Recommendations

1. WMATA should revise its customer information to make clear that MetroAccess service is available during all hours that fixed route service operates within a geographic corridor.  WMATA may also consider simplifying its MetroAccess service hours by providing service to its entire ADA complementary paratransit service region for the hours that any fixed route is operating.  An alternative approach would be to extend MetroAccess service hours in the area that many of the early and late fixed route buses operate, such as inside the District.
2. WMATA should ensure that call-takers and their supervisors understand that MetroAccess service must be provided during all hours that fixed route service operates at the origin and destination of a requested trip.

3. WMATA should incorporate correct and current fixed route days and hours of service into the Trapeze database to ensure that MetroAccess call-takers have access to accurate information when verifying early morning and late night trip requests.
4. For trips that can be taken on the fixed route for less than $1.25, WMATA should charge no more than two times the fixed route fare for the comparable MetroAccess trips.  For example, if the total fare for a fixed route bus trip in the Anacostia region of Washington, DC is 75 cents, then the MetroAccess fare for a comparable trip should be no higher than $1.50.  WMATA may want to review its fixed route and paratransit fare schedules to ensure that revisions will be relatively simple and clear so as to be easily understood by both customers and operators.  If the revisions will be complicated, WMATA should consider other means of ensuring that no fares exceed the maximum allowed under law.
ADA Complementary Paratransit Eligibility

The purpose of the review of the eligibility process was to identify any policies, procedures, or practices that prevent individuals with disabilities from gaining timely access to ADA complementary paratransit service.  Review team members:

· Interviewed consumers regarding the eligibility process
· Interviewed WMATA staff who oversee the MetroAccess eligibility process

· Collected and reviewed materials used in the certification process
· Reviewed a sample of 33 completed applications and their respective eligibility determinations
· Reviewed recent statistics related to eligibility processing time and determinations
1.17 Consumer Comments

The review team gathered information about the concerns of riders who use WMATA’s MetroAccess service through telephone interviews with riders or professionals who work with riders and through review of written and telephone complaints to WMATA and FTA.

In the telephone interviews of 12 MetroAccess riders, review team members asked the riders if they had any problems in obtaining eligibility for ADA complementary paratransit service, or if the determination took more than 21 days.  One rider said that he believed the step test (during the functional assessment) did not represent the actual size of a MetroBus step.  Another rider said that she was initially denied and had to rely on her Congressman to intercede on her behalf.
For the time required to become eligible, one rider said it took six weeks and another rider said it took more than three months.
The one formal complaint on file with FTA did not concern eligibility issues.

1.18 Eligibility Determination Procedures and Practices

WMATA has been administering the eligibility determination process for MetroAccess with its own staff at the Silver Spring facility since 2006.  Eligibility determination was a responsibility of the previous broker.  The eligibility staff is led by a WMATA paratransit specialist.  An eligibility supervisor works on eligibility full time, along with several administrative staff who answer questions from current and prospective registrants, mail applications and information to applicants, process completed applications, schedule in-person assessments for applicants, and send determination letters and ID cards.
WMATA contracts with two hospitals to conduct the in-person functional assessments of applicants: National Rehabilitation Hospital (NRH) and Greater Southeast Community Hospital.  Greater Southeast is located in southeastern Washington, DC.  NRH has seven locations: five in Maryland, one in Arlington, VA, and one in northwestern Washington, DC.
As of January 31, 2007, there were 17,119 individuals registered for MetroAccess service.  For the six months from August 2006 to January 2007, WMATA had received 3,823 applications for MetroAccess service; this includes both new applications and applications for recertification.  During those six months there were 3,142 new registrants and 131 applicants that were determined not eligible (the sum of determinations does not equal total applications because of the time lag between receiving an application and making a determination).
Application Process

The application form for MetroAccess service is available on the WMATA web site (www.wmata.com) or by calling MetroAccess.  The application (Attachment E) includes one page of instructions, one page for the applicant to complete (Part A), and one page for a health care professional to complete (Part B).  Since 2006, WMATA has allowed only licensed health care professionals to complete Part B; it does not accept occupational therapists, physical therapists, or social workers.  An applicant mails the entire completed application to WMATA.  One of the WMATA staff reviews the application for completeness.  She may call the applicant to gain some additional information.  She may also mail the application back to the applicant to gain additional information for either Part A or Part B (she will only call the health professional directly if the only missing information is the license number).

When the written application is accepted as complete, a member of the WMATA eligibility staff calls the applicant to schedule an in-person functional assessment at one of the assessment sites.  If requested, WMATA provides free transportation to the applicant to attend the functional assessment.  NRH and Greater Southeast have appropriate specialists to conduct evaluations of applicants with physical and/or cognitive disabilities.  For each applicant, they prepare a written report that summarizes the result of the assessment, along with recommendations on eligibility and on potential conditions for eligibility.  As of the time of the review team’s site visit, WMATA was not using conditional eligibility.  If granted conditional eligibility a customer is entitled to service only when certain conditions (such as weather or lack of sidewalks in some areas) exist.   WMATA was planning to start implementing conditional eligibility in spring 2007.  Initially, conditions would include: extreme heat or cold; and night travel (for individuals with poor vision).

For each in-person assessment, the WMATA eligibility supervisor reviews the report and recommendations.  Generally, WMATA accepts the contractor’s recommendation for granting or not granting ADA complementary paratransit eligibility.  If the eligibility supervisor has questions, she will consult with the contractor.  After making the decision on eligibility, the eligibility supervisor sends a letter to the applicant.

If the applicant is determined eligible for MetroAccess service, the letter states the term of eligibility (usually three years) and also informs the applicant that he/she and a companion may also ride fixed route service for free (this includes WMATA, Montgomery County, Prince Georges County, Fairfax County, and Alexandria fixed route services).  The letter also includes a MetroAccess photo ID card.  The photo for the ID is taken at the time as the functional assessment.  If, for some reason the photo is not taken during the assessment, WMATA arranges for the customer to go to the nearest assessment facility or the Silver Spring office to have another photo taken.
If the applicant is determined not eligible, WMATA sends a letter informing the applicant (Attachment F).  The letter includes three possible reasons for the determination, one of which is checked to indicate the reason for the decision:

1. The application, interview, and functional assessment revealed that you are functionally able to use accessible bus or rail services.

2. The health care professional does not support your claim for eligibility.

3. The mobility aid that you require is larger or heavier than MetroAccess can accommodate per Metro policy and/or regulations.
The three reasons listed in the letter should be revised.  Reasons (1) and (2) are not sufficiently specific to explain the reason for WMATA’s determination.  In Appendix D to 49 CFR Part 37 (Construction and Interpretation), Section 37.125 states that, “in the case of a denial, reasons must be specified.  The reasons must specifically relate the evidence in the matter to the eligibility criteria of this rule and of the entity’s [WMATA] process.  A mere recital that the applicant can use fixed route transit is not sufficient.”
Reason (3) fails to make the distinction between the eligibility of the applicant and the applicant’s mobility aid.  The determination of eligibility should be based on the applicant’s ability to use fixed route service and not on the mobility aid that the applicant uses.  If the applicant is determined eligible and uses a mobility aid that MetroAccess cannot accommodate or does not meet the DOT regulation’s definition of a “common wheelchair” (49 CFR §37.3), the applicant should be advised that their trip requests cannot be accommodated when using such a mobility aid.
The letter also states that the applicant has the right to appeal the determination.  A copy of the appeals process is included with the letter (Attachment G).
Recertification
WMATA requires all MetroAccess riders to recertify their eligibility every three years.  Sixty days before a rider’s eligibility is due to expire, WMATA sends a paper application and reminder letter to the rider.  If there has been no response, WMATA sends another reminder letter 30 days before the eligibility expiration date.  If there is still no response, WMATA sends a third letter to the rider informing him/her that his/her eligibility has expired.
WMATA changed its policy in 2006 so that all riders must have a new functional assessment when they apply for recertification, in addition to submitting the paper application.  The term of a recertification is three years.  WMATA is considering creating a category of eligibility of “permanent” for certain disabilities that are unlikely to change.  Riders in this category would not have to get recertified.
Suspension Policies
WMATA has suspension policies for abusive behavior and for excessive no-shows and late cancellations.  According to the Customer Guide, “customers who engage in abusive behavior are subject to suspension of service.”
The current written policy for no-shows and late cancellations cites a potential service suspension of two weeks for three no-shows or six late cancellations within a 30-day period.  WMATA defines a late cancellation as two hours or less before the scheduled pickup time (however, the Customer Guide still says that a trip request must by cancelled by 4:30 p.m. the previous day).  Since the beginning of 2006, WMATA has chosen not to enforce the suspension policy for no-shows and late cancellations.  Nevertheless, if and when WMATA begins to enforce a suspension policy, it should consider no-shows or late cancellations as a percent of total trips by a rider—rather than simply an absolute number of no-shows or late cancellations.  For example three no-shows out of six trips would certainly be an abuse of the service.  However, for a rider who makes five round trips per week, three no-shows out of 44 trips (22 round trips) may not be considered excessive.
Appeals Process

WMATA has an appeals process for individuals who are determined not eligible for MetroAccess service, in response to an initial application or application for recertification.  If the appeal is for a recertification decision, the rider may continue to use MetroAccess until the appeal decision is made, upholding the denial.  An applicant must file an appeal in writing within 60 days of the letter informing the applicant of his or her ineligibility for service.  WMATA will then schedule an appeal hearing.  WMATA will provide paratransit service to the hearing if the appellant requests it.

The same appeals process also is used for suspensions for no-shows, late cancellations, and abusive behavior.

WMATA will notify the appellant of its final decision by mail within five business days of the hearing.  If the appeal is in favor of the appellant, overturning the initial determination, WMATA will also call the appellant.  The appellant will also be immediately classified as eligible for MetroAccess service, and for new applicants, an ID card to follow in the mail.

There are two aspects of the appeals process that WMATA should revise.  First, the written process states that the written appeal sent to WMATA “must indicate a disagreement with the finding of ineligibility and specify the basis of the appeal and should include information that supports the applicant’s (appellant’s) functional need for ADA eligibility for paratransit service.”  While WMATA can require the request for an appeal in writing (WMATA specifically does not allow a request to be made via a telephone call), and it can request reasons for the appeal in advance of the hearing, it cannot require the initial request to “specify the basis of the appeal.”  In Appendix D to 49 CFR Part 37 (Construction and Interpretation), Section 37.125 states “there must be an opportunity to be heard in person as well as the chance to present written evidence and arguments.”  WMATA can not preclude the opportunity to be heard in person by “requiring” the appellant to submit information other than that needed to request an appeal. 
Second, the WMATA Appeal Committee consists of three members.  One member comes from WMATA’s Regional Paratransit Coordinating Committee and another from the Elderly and Disabled Transportation Advisory Committee—generally members from the same jurisdiction as the appellant.  The third member of the Appeal Committee is “the director of the WMATA Office of MetroAccess Service or his/her designee.”  He is the supervisor of the paratransit specialist and the eligibility supervisor, who make the initial determination of eligibility.  This conflicts with DOT ADA regulatory requirements for separation of function in the appeals process (49 CFR §37.125(g)(2)).

1.19 Observations

The review team reviewed a sample of 27 completed applications for ADA complementary paratransit service.  The purpose of the reviews was to:

· Assess the timeliness of WMATA’s eligibility determination process
· Assess the reasonableness of these determinations

Processing Time

The review team looked at 33 applications submitted from July 2006 to October 2006.  To analyze WMATA’s timeliness in making determinations, the team focused on three milestones for each application:

· Date that WMATA received a written application

· Date of applicant’s in-person functional assessment
· Date of eligibility determination

Table 6.1 provides a summary of the review team’s analysis.  WMATA has defined its eligibility process such that the application is complete after receiving Part A and Part B.  Based on this sample, WMATA makes a determination within 21 days for about half of its applications.  It is interesting to note that in this sample, WMATA is more prompt in making determinations for new applications than for applications for recertification.  The disparity did not seem to result from any conscious decision on the part of the eligibility staff.  This practice benefits riders who apply for recertification and whose eligibility did not expire before applying because WMATA extends eligibility until it makes a determination for such applicants.

The DOT ADA regulations do not require a transit agency to make a determination within 21 days.  However, if a transit agency has not made a determination within 21 days, it must grant presumptive eligibility to an applicant until it makes a decision (49 CFR §37.125(c)).  WMATA does not inform its applicants for MetroAccess service that they are entitled to presumptive eligibility.  It would be useful to include this information in both the application form and the Customer Guide.
Table 6.1 ( Processing Time for Sample of Eligibility Applications

	Application Type
	Number of Applications in Sample
	Decision in 21 or Fewer Days
	Decision in More than 21 Days

	TOTAL
	33
	16
	17

	New
	17
	12
	5

	Recertification
	16
	4
	12


Determination Outcomes

Of the 33 applications that the team reviewed, WMATA found two applicants to be not eligible for MetroAccess.  All 16 applicants for recertification were found eligible.  The two “not eligible” decisions appeared reasonable.  Among the applicants found eligible, the contractor recommended some level of conditional eligibility.  As mentioned earlier, WMATA is not implementing conditional eligibility, but plans to start in spring 2007.
1.20 Findings

1.   WMATA procedures may result in denial of ADA complementary paratransit service eligibility to eligible applicants who indicate that they use an “oversized” mobility aid.  In the standard letter sent to applicants who are determined not eligible, the third reason listed is: “The mobility aid that you require is larger or heavier than MetroAccess can accommodate per Metro policy and/or regulations.”  This determination fails to make the distinction between the eligibility of the applicant and the applicant’s mobility aid.  The determination of eligibility should be made solely based on the applicant’s ability to use fixed route service, and not on the mobility aid that the applicant uses.

2.   Other than as cited in finding 6.1, WMATA’s eligibility determination process for MetroAccess service appears to properly grant ADA complementary paratransit eligibility to applicants who are qualified under the DOT regulations.

3.   WMATA does not inform applicants for MetroAccess service that they are entitled to service after 21 days if WMATA has not made an eligibility determination, until WMATA makes a determination.

4.   In a sample of 33 applications for MetroAccess service submitted from July 2006 to October 2006, WMATA made an eligibility determination within 21 days for about half (16) of the applications.

5.   In the letter sent to applicants who are determined not eligible, two of the three reasons listed as potential reasons for the denial are not sufficiently specific.  Appendix D to 49 CFR Part 37 (Construction and Interpretation), Section 37.125 states that, “in the case of a denial, reasons must be specified.  The reasons must specifically relate the evidence in the matter to the eligibility criteria of this rule and of the entity’s [here, WMATA] process.  A mere recital that the applicant can use fixed route transit is not sufficient.”
6.   Under WMATA’s current written policy for service suspensions due to rider no-shows and late cancellations, a rider may be suspended for two weeks for three no-shows or six late cancellations within a 30-day period.
7.   WMATA’s appeals process “requires” the appellant to submit the reasons for the requested appeal in writing.  This requirement conflicts with the appellant’s right to be heard in person.
8.   Inclusion of the director of the WMATA Office of MetroAccess Service on the WMATA Appeal Committee conflicts with the DOT ADA regulatory requirements for separation of function in the appeals process (49 CFR §37.125(g)(2)).
9    WMATA’s contractors that conduct the in-person functional assessments of applicants recommend potential conditions for conditional eligibility.  WMATA, however, has not implemented conditional eligibility.  It plans to do so in spring 2007.

1.21 Recommendations
1.   WMATA should eliminate the policy of determining ADA complementary paratransit eligibility based upon the mobility aid used by the applicant.  If WMATA chooses to deny service to riders who use oversized mobility aids, it should advise applicants in the application process and in the letter notifying the applicant of his/her eligibility for service.

2.   WMATA should inform applicants that they are eligible to use MetroAccess service until a determination is made if an eligibility determination is not made within 21 days.  This information should be included in the application and other public information provided to new applicants by WMATA.
3.   The letter sent to applicants who are determined not eligible for MetroAccess service should be revised.  The reason provided for the decision should refer to the conditions (or lack of conditions) of the applicant.

4.   WMATA should consider revising its suspension policy for no-shows and late cancellations to consider the rider’s number of no-shows and late cancellations as a proportion of his/her total trips during a period of time, rather than consider only the absolute number of no-shows during that period.
5.   WMATA should revise its appeals process to request information that supports the appeal with the written request for an appeal, but not require the supporting information.  WMATA should provide the appellant an opportunity to be heard in response to a written request to appeal a determination, without requiring supporting information in advance.

6.   WMATA should revise its appeals process so that none of the eligibility decision-makers in the appeals process is the direct supervisor/subordinate of one of the initial eligibility decision-makers.  WMATA should consider using outside experts to hear the appeals, e.g., medical professionals, a member of WMATA’s office human resources or other department, or another jurisdiction’s ADA officer.
Telephone Access

Telephone access for placing or changing trip reservations or checking on the status of a ride is an important part of ADA complementary paratransit operations.  The inability to get through on the phone to place trip requests without significant delays could greatly limit people’s ability to use the service and could therefore be a capacity constraint.  For this portion of the review, the team collected information about telephone access to WMATA’s MetroAccess service.  The review team also conducted the following activities:

· Reviewed consumer input

· Reviewed performance standards

· Reviewed the design of the phone system

· Reviewed phone system monitoring reports

· Reviewed call center staffing

· Observed call center personnel handling of calls

1.22 Consumer Comments

Of the 12 MetroAccess riders that the review team interviewed, six commented on the difficulty in getting through to a MetroAccess call-taker.  Three of the respondents said that it was difficult to get through to call-takers at certain times of the day, with late afternoon cited as the worst time to call.  Four of the six respondents indicated that hold times of 15 minutes or longer were not unusual.
Of the 418 MetroAccess customer cases opened during the week of October 15 to 21, 2006, five were telephone-related complaints.  Of the five, three were complaints about MetroAccess not returning voice messages, one was about the difficulty in getting through to a live person for a “Where’s my ride?” call (discussed under Phone Service Design, below), and one was about a long hold time for a reservation call (17 minutes).
1.23 Phone Service Standards and Performance Monitoring

The WMATA phone standard for MetroAccess is to answer 93 percent of incoming calls within two minutes.  The broker has a monthly financial incentive in its contract with WMATA for an answer rate within two minutes of 95 percent or higher and a monthly financial disincentive for an answer rate within two minutes of 91 percent or lower.  Other applicable phone standards include: a call abandon rate of four percent (from MV); and average call duration of two minutes (from MV).

The call-takers and call center supervisors are employees of the broker.

Phone Service Design

The MetroAccess call center is located in the WMATA facility in Silver Spring, Maryland, which also hosts the WMATA customer service call center and the rest of the WMATA and contractor staff responsible for MetroAccess.

The MetroAccess phones are part of an Intercom phone system.  WMATA owns and maintains the systems.  It is an ACD system – Enterprise level.  The system serves both MetroAccess and WMATA Customer Service, which is located on a separate floor of the Silver Spring facility.  MetroAccess has half of the phone system capacity.  Between MetroAccess and WMATA Customer Service, the phone system receives roughly 5,000 calls per weekday, with a comparable number of calls going out.

There are two primary ACD groups: reservations and service status inquiries or “Where’s my ride?” calls.  Reservations calls are accepted seven days a week, from 8 a.m. to 4:30 p.m.  The entire system has a capacity of 115 lines (via five “primary rate interfaces” (PRI); a PRI is a standard unit of capacity for telecommunications transmission capacity).  Calls are initially directed to MetroAccess’s interactive voice response system (IVR), which is integrated into Trapeze.  Customers have the option of staying in IVR or bouncing back out to ACD.  They also have five outbound PRIs through a C line called Atlantex. These are used for automated night-before schedule confirmation calls to customers, and calls informing customers of vehicle arrivals. MetroAccess has a total of 33 work stations for “Where’s my ride?” and reservations.

The number for MetroAccess is (301) 562-5360.  When calling into the system, callers have the following options through the IVR:

“1” for reservations

“2” for “Where’s my ride?”

“3” for confirmation/cancel

“4” for application/eligibility

“5” for policy questions/no show/late cancellations

“6” for customer service

“7” for FAQ

“8” for sharing rides

“9” for careers

“#2” for other options, including automated scheduling and confirmation

Team members made tests calls into the system and did not encounter any problems or long delays.

Telephone Service Performance Monitoring
The broker provided the review team with reports for the sample review week of October 15 to 21, 2006, as well as more detailed records for a single day within that week, October 18.  The reports provided queue time (for hold time) and average call time.

A review of this week’s data showed that MetroAccess was answering only 80 percent of incoming calls in two minutes or less for the entire week. Table 7.1 shows how this breaks down by 30-minute period.  Figures in bold signify 30-minute periods below the standard of 93 percent.  The table also shows the percent of calls answered during this week within five minutes and not answered within seven minutes.  Table 7.1 also provides information on call-taker staffing (in terms of full-time equivalents for the 30-minute period).
Table 7.1 – MetroAccess Reservations Telephone Performance by Time of Day
(October 15 to 21, 2006)

	Time Period
	Daily Average
	% Calls Answered

	
	Totals Calls
	Staffing (FTEs)
	Calls/ Staff
	<2 Minutes
	<5 Minutes
	>7 Minutes

	8 to 8:30 a.m.
	62
	15.1
	4.1
	93.3
	100
	0

	8:30 to 9
	57
	15.1
	3.8
	93.3
	100
	0

	9 to 9:30
	64
	20.7
	3.1
	91.4
	100
	0

	9:30 to 10
	69
	20.7
	3.3
	93.0
	100
	0

	10 to 10:30
	68
	20.7
	3.3
	99.0
	100
	0

	10:30 to 11
	66
	20.0
	3.3
	99.6
	100
	0

	11 to 11:30
	61
	12.6
	4.9
	79.9
	99.8
	0

	11:30 a.m. to Noon
	64
	16.1
	4.0
	89.9
	100
	0

	Noon to 12:30 p.m.
	62
	19.0
	3.3
	88.5
	97.5
	2.5

	12:30 to 1 p.m.
	61
	20.6
	3.0
	89.1
	96
	3.3

	1 to 1:30 
	60
	22.1
	2.7
	83.3
	97.9
	0.2

	1:30 to 2
	76
	22.4
	3.4
	88.9
	100
	0

	2 to 2:30
	88
	21.3
	4.1
	92.0
	100
	0

	2:30 to 3
	87
	21.5
	4.0
	78.0
	97.5
	2.1

	3 to 3:30
	113
	21.4
	5.3
	56.6
	99.5
	0.1

	3:30 to 4
	111
	21.4
	5.2
	61.2
	99.7
	0

	4 to 4:30
	114
	21.4
	5.3
	46.6
	93.3
	0

	4:30 to 5 p.m.
	8
	11.1
	0.7
	45.3
	56.6
	0

	Weekly Total
	1291
	
	
	80.4
	98.6
	0.4


During this sample week, MetroAccess was meeting or surpassing their standard from 8 a.m. to 9 a.m. and from 9:30 a.m. to 11 a.m.  From 9 a.m. to 9:30am, and from 11 a.m. to 3 p.m., call-takers were answering between 78 and 92 percent of all calls within two minutes.  Between 3 p.m. and 4:30 p.m., the percent of calls answered within two minutes had decreased significantly: 57, 61, and 47 percent, respectively, for the three half-hour periods.

The proportion of calls with significantly longer times before answered (over four minutes) was greater than four percent during two periods of the day (seven percent from 3:30 to 4 p.m.; 13 percent from 4 to 4:30 p.m.).  Also during this sample period, from noon to 1 p.m., three percent of calls were in the queue for longer than 7 minutes.  The queue time exceeded seven minutes on two days during the seven day sample period and exceeded five minutes on two additional days.  
Although MetroAccess has difficulty meeting their own standards for queue time on reservations calls, there appeared to be few instances where there was a high number of very long hold times. WMATA staff also indicated that online reservations (planned for 2007) and expected increases in use of the IVR for trip reservations should also help to reduce call volume during the peak afternoon hours.

MetroAccess’s telephone system is capable of tracking the number of calls by queue time at small intervals (e.g., number of calls between 0 to 1 minute, 1 to 2 minutes, etc.).  Utilizing this feature would enable MetroAccess to establish policies for reducing the percent of calls with queue times of given durations (e.g., a goal of having 10 percent or less of calls over two minutes, two percent or less over four minutes, etc.).

The review team also observed calls on hold during the monitoring of the reservations process.  The MetroAccess call center has a display visible to all call-takers that shows the number of calls currently on hold, and the longest current hold time. Team members observed MetroAccess call-takers for a total of six hours during six separate periods, including three times during the afternoon peak.  Team members noted hold times approaching four minutes during these observations.
1.24 Call Center Staffing

MetroAccess accepts reservations calls between the hours of 8 a.m. and 4:30 p.m., seven days a week.  Because call-takers can be given responsibility to handle “Where’s my ride?” calls in addition to reservations, some shifts begin before 8 a.m.  On a typical day, two or three call-takers are on duty before the start of the reservations period, with the first call-taker coming on duty between 4:30 a.m. and 5:30 a.m.  On all days other than Sunday, at least five call-takers’ shifts continue beyond the close of the reservations period, typically until 6 p.m.

Staffing levels are at their lowest during the first hour of the reservations period (8 a.m. to 9 a.m.), with 10 to 12 call-takers on weekends, and 15 on Mondays and Fridays, and 17 to 19 on other days during the middle of the week.  At 9 a.m., staffing levels come close to the peak level, with 15 to 17 call-takers on the weekends and 21 to 24 during the week.  Peak staffing levels are 16 to 18 on weekends and 24 to 27 on weekdays; the peak staffing level is typically reached at 1 p.m.  Although the number of call-takers is lowest on paper before 9 a.m., the high concentration of 50-minute lunch breaks being taken at 11 a.m. (15 of 26 call-takers on the typical weekday) results in the effective staffing level being at its lowest during the 11 a.m. to noon hour.  As shown in Table 7.1, this is the hour with the highest proportion of very long hold times.
While staffing levels are fairly constant throughout much of the day, Table 7.1 shows that the volume of calls increases by more than 20 percent after 1:30 p.m. and nearly doubles from mid-day levels during the 3 to 4:30 p.m. peak period.  During this period, MetroAccess has its worst telephone performance relative to its standard.
1.25 Findings

1.   During this sample week, for the period of noon to 1 p.m., 3 percent of calls were in the queue for longer than 7 minutes and for the period 2:30 to 3:00 p.m., 2.1 percent of calls were in the queue for longer than 7 minutes.  These long calls all occurred on two days.  In addition, the queue time for some calls exceeded five minutes on two additional days.  

2.   WMATA’s telephone performance goals do not address significantly long hold times.  For MetroAccess service, WMATA has telephone performance goals of: 93 percent or more of incoming calls answered within two minutes; 4 percent or less of calls abandoned by callers; and average call duration of two minutes or less.

3.   Based on a review of phone system data from a week in October 2006, for much of the day, WMATA is not meeting its performance standard for answering calls 93 percent of calls within two minutes.  On the days reviewed, overall, call-takers answered 80 percent of calls within two minutes.  The worst performance for hold times for incoming calls tends to occur from 3 to 4:30 p.m., when many riders are calling to make trip reservations for the following day.  The percent of calls answered within two minutes was: 57, 61, and 47 percent, respectively, for the three half-hour periods at the end of the day.  Notably, even where WMATA does not meet its performance standard of 93 percent of calls answered within two minutes, there may not be significant limits to reservations.
4.   The telephone system that MetroAccess uses appears to have sufficient capacity to handle the incoming calls for trip requests.

5.   The peak staffing levels for MetroAccess call-takers do not match the peak times for incoming calls.  In particular, the number of incoming calls nearly doubles from 3 to 4:30 p.m. compared to 11 a.m. to 1:30 p.m.  However, the average number of call-takers on duty decreases after 2 p.m.
1.26 Recommendations

1. In consultation with the disabled community WMATA should consider adopting performance standards that measure the percent of MetroAccess calls in queue by time increments, that is: X percent of calls answered within one minute, Y percent in two minutes, etc.  The upper bound should be set to avoid significantly long hold times. 

2. Since the periods of high call volume are concentrated in the late afternoon, WMATA should increase its call-taker staff coverage during these hours to meet this peak volume.  To do so, WMATA should consider shifting and staggering the lunch breaks of call-takers or other actions to assure adequate coverage during the mid-day period.
Trip Reservations and Scheduling

The team reviewed scheduling of trip requests for WMATA’s MetroAccess service.  The purpose of this portion of the review was to identify procedures or practices that might limit service performance.  Information reviewed and observations on scheduling included:

· Consumer interviews
· Complaints filed with WMATA

· WMATA policies and procedures
· Scheduling software
· Interviews with WMATA managers, schedulers, reservationists, and dispatchers
1.27 Consumer Comments

Of the 418 MetroAccess customer cases opened during the week of October 15 to 21, 2006, 29 (7 percent) were specifically related to reservations.
Some of the 12 consumers contacted in advance of the review team’s site visit commented that they did not always get their requested pickup time.  When asked to specify how much earlier or later the offered trip was, they indicated that the offered trips were within the one hour window permitted in the DOT ADA regulations for negation of schedule times.
1.28 Policies and Procedures

At the time of the review team’s site visit, MetroAccess had over 5,500 trip requests on an average weekday (on the Wednesday of the site visit, there were more than 6,000 trip requests).  On Saturdays there may be as many as 2,000 trip requests; on Sundays, about 1,600.  The number of trips ultimately provided on an average weekday was 4,500.  In November 2006, the total trips requested were 141,757 while the trips provided were 119,340.  The difference between requested trips and served trips is the sum of cancelled trips (both early and late), customer no-shows, denials of requested trips, and carrier missed trips.

The scheduling of MetroAccess trips involves call-takers, schedulers, and dispatchers.  As described in Section 7 of this report, call-takers take trip requests from MetroAccess riders to make trip reservations.  The reservation lines are open seven days a week, from 8 a.m. to 4:30 p.m.  Riders may call from one to seven days in advance of their trips.  In addition, the lead scheduler estimated that 60 percent of MetroAccess trips are subscription.  Subscription trips are made for the same time between the same locations on the same day of the week for an indefinite period into the future.  Once MetroAccess staff schedules subscription trips with a rider, the rider does not have to call to make trip requests until he/she wants to change the trip schedule.
WMATA plans to allow riders to make online trip requests for non-subscription trips later in 2007.
The review team observed the MetroAccess reservation call-taking process. WMATA uses Trapeze software for customer information, reservations, scheduling, and dispatch.  When a customer calls to request a trip, the call-taker enters the trip information into Trapeze.  A call-taker may work with the allowable negotiating window of -/+ one hour when selecting a vehicle run to place the trip request on.  However, the call-takers observed by the team members generally placed the requested trips on the first vehicle run listed on the Trapeze scheduling screen.  After placing the requested trips on vehicle runs, the call-takers tell the rider all relevant information about the confirmed trips, including the pickup window of -/+15 minutes relative to the negotiated pickup times.  The vehicle is considered on-time and the customer must be ready to board during -/+15 minutes window.  Callers may request either a pickup time or a drop-off time (not both) for each trip request.  Review team members, however, observed that most trips were scheduled to a pickup time.
There are seven MetroAccess dedicated carriers.  The broker guarantees these carriers a certain number of vehicle runs each day, which are placed in Trapeze and are available for receiving trips.  As of December 2006, the seven dedicated carriers had a total of over 500 weekday runs.
At the time of the on-site review, MetroAccess had a lead scheduler and four other full-time schedulers.  One additional full-time scheduler was set to begin work shortly after the on-site review (all are employees of the broker).  The lead scheduler has worked for MetroAccess, including the previous broker, since 2001.  In general, the assistant schedulers have primary responsibility for particular geographic areas within the MetroAccess service area: the two Maryland counties, Virginia, and Washington, DC.
The schedulers start with the roughly 60 percent of trips that are subscription trips that have been assigned to runs prior to the assignment of demand trips.  About half of the subscription trips are “locked,” which mean that they have fixed pickup times and Trapeze does not move them within the pickup window of -/+15 minutes.  The schedulers have placed locked trips on most but not all vehicle runs.  Some runs are intentionally left without any subscription trips.  Also, schedulers can “freeze” some vehicle runs.  Freezing a run prevents call-takers from placing additional trips onto it, leaving it with only subscription trips.
As they create the daily schedules, the schedulers’ priority is to place riders who use wheelchairs onto accessible vehicles.  MetroAccess has a limited capacity for accessible spaces among its dedicated carriers, and very little accessible capacity among its non-dedicated carriers.  In contrast, MetroAccess can always use its non-dedicated taxi providers for ambulatory riders that cannot be placed on the runs of its dedicated providers.  The second priority of the schedulers is to assign “alert” clients to dedicated carriers.  These riders are individuals who need special attention but can use non-accessible vehicles.
Work on a given day’s schedule starts the afternoon of the previous day (e.g., Monday afternoon for Tuesday’s schedule).  The first step is to confirm all the locked subscription trips with their respective pickup times on assigned runs.  These trips comprise roughly one-third of all scheduled trips.  All other subscription trips and all demand trips will be allowed to float within their respective pickup windows of -/+15 minutes.  Although this process allows the estimated pickup times to vary from the time negotiated with the customer, the estimated time must remain within the 30 minute pickup window given to the customer.  This practice provides flexibility to more efficiently schedule runs while adhering to the 30 minute window given to customers.
With subscription trips fixed to runs, the schedulers then conduct a series of schedule “batchings
,” allowing Trapeze to automatically assign remaining demand trips to runs to optimize vehicle productivity while not violating service standards (pickup window, drop-off time, travel time).  The batching starts after the reservations lines are closed, generally after 5 p.m.  Trips are batched in the following sequence:
1. Riders going to functional assessments

2. “Alert” clients

3. Riders going to military destinations (e.g., Pentagon, military bases)

4. Riders in Washington, DC who use wheelchairs
5. Riders in Prince Georges County who use wheelchairs

6. Riders in Montgomery County who use wheelchairs
7. Riders in Virginia who use wheelchairs
8. Other riders making trips within Washington, DC

9. Other riders making trips within Prince Georges County, except for riders traveling during the mid-day or under 10 miles, who may stay unscheduled because these trips are easier to insert in the schedule later
10. Other riders making trips in Montgomery County and Virginia

After this series of schedule batches, there may be between 200 and 300 trips that Trapeze does not assign to a vehicle run.  Many of the ambulatory trips in Montgomery County and Virginia may be assigned to a non-dedicated cab contractor that has sufficient capacity.  This process takes place in the early evening.  The schedulers also look at the unassigned trips in their respective geographic areas, trying to adjust runs to fit additional trips.  By 9 p.m., MetroAccess e-mails vehicle manifests to the carriers (dedicated, non-dedicated, and taxi).  After sending the manifests, schedulers and night dispatchers continue to review the manifests.  They may be able to assign more trips to runs as cancellations for the next day come in.
By the following morning, there may be 50 or more trips still unassigned (about 1 percent of total demand).  Most of these are trips in Washington, DC and Prince Georges County; MetroAccess does not have a taxi contractor located in either area.  It is the responsibility of the morning dispatchers to assign these trips that are “on the wall.”
1.29 Other Observations

The review team observed MetroAccess call-takers accept trip reservations in the Silver Spring office on December 4, 5, 6, and 7, primarily during the morning and late afternoon.  Over a total of six hours of observations, team members observed requests for 83 trips.  For 18 of the trips, the callers specifically requested drop-off (rather than pickup) times.  Team members observed no trip denials.  In addition, of the 83 trips requested, 49 (59 percent) were for the next day.  This indicates that riders have no concern about waiting until the day before to make their reservations.
The call-takers were very consistent in confirming trip information with customers, such as: pickup time, date, and window; pickup and drop-off addresses; need for mobility aids and/or PCA; telephone numbers at origin and destination; and specific entrances for pickup and drop-off.  They also provided a confirmation number for each leg of a trip.  Overall, they were very professional in their communication with customers.

1.30 Findings

1.   Through the scheduling process of MetroAccess, WMATA does not deny any trip requests.
2.   The observed reservations procedures and practices do not appear to limit service performance.

3.   Callers may request a pickup time or a drop-off time for each trip.  Review team members, however, observed that most trips were scheduled using a pickup time.

4.   Schedulers face several constraints when creating the schedules.  Capacity for riders who use wheelchairs is limited, though it appeared sufficient at the time of the review.  Overall capacity is limited in Prince Georges County and Washington, DC, as MetroAccess does not have a taxi contractor located in either area to address fluctuations in the demand for trips.
5.   Reservationists were consistent in confirming trip information with customers and were professional in their communication with customers.

1.31 Recommendations

1. WMATA should consider encouraging more riders to specify a drop-off (appointment) time when making trip requests, as this may lead to better service for the rider.
2. WMATA should consider providing additional capacity for riders who use wheelchairs.  WMATA should also seek additional flexible operating capacity in Prince Georges County and Washington, DC.

Service Performance

This section of the report addresses provision of service by WMATA of MetroAccess service.
Section 37.131(f) of the DOT ADA Regulations prohibits transit entities, such as WMATA, from operational patterns or practices that significantly limit the availability of complementary paratransit service to ADA paratransit eligible individuals including:
· Substantial numbers of trip denials or missed trips

· Substantial numbers of untimely pickups
· Substantial numbers of trips with excessive trip lengths
This section of the report addresses: MetroAccess service performance policies as expressed in service criteria and standards; service procedures and practices that may contribute to service performance including scheduling, assignment of operators and equipment, dispatch and driver operations; and measurement of performance in serving requested trips both on time and with a reasonable trip duration.
1.32 Consumer Comments

During the telephone interviews of the 12 MetroAccess riders, eight of the respondents cited problems with MetroAccess on-time performance.  In addition, five respondents said that new drivers did not know the service area and four respondents said that drivers in general did not know where they were going.

Of the 418 complaints related to MetroAccess service on file with WMATA from October 15 to 21, 2006, a majority dealt with some aspect of service performance.  “Vehicle no-show” and “Late trip” were among the largest categories of complaints (see analysis of complaints in Table 3.3, above).  There were also complaints for “unsafe operation” and “extremely long trip.”
1.33 Service Policies

As indicated earlier in the report, WMATA has adopted standards for MetroAccess services with respect to missed trips, on-time performance and trip duration:

· Missed Trips/Excessively Late Trips: WMATA defines a “missed trip” as a vehicle arrival after the end of the pickup window where the customer does not take the trip.  An “excessively late trip” is a completed trip for which the vehicle arrives at the pickup point more than 30 minutes after the end of the pickup window.  The broker has a monthly financial incentive for less than 1 percent of total trips to be missed and excessively late trips and a monthly financial disincentive for greater than 1.5 percent missed and excessively later trips.

· On-Time Performance: Trips are considered to be on time if passengers are picked up between 15 minutes before and 15 minutes after the scheduled pickup time.  WMATA’s standard for meeting this goal is 93.5 percent.  The broker has a monthly financial incentive for on-time performance 95 percent or better; it has a monthly financial disincentive for on-time performance 92 percent or worse.

· Travel Time: Trips are considered not excessively long if no more than “1.5 times” as long as travel time on “equivalent service on fixed-route bus service.”
WMATA’s standard for missed trips and excessively late trips for pickups appears to be reasonable and consistent with the regulatory requirements with one exception.  According to page eight of the MetroAccess Customer Guide, the vehicle will wait 10 minutes after it arrives at the pickup location.  This indicates to riders that they have up to 10 minutes from the arrival of the vehicle, which may be before the beginning of the pickup window, to appear before the vehicle may depart.  Should a vehicle depart without the customer before the 10 minutes has elapsed, the cause of the uncompleted trip is the operator’s failure.  Accordingly, when the operator fails to wait for 10 minutes after arrival and after the beginning of the pickup window and the trip is not completed, this also should be considered a missed trip.

Many paratransit service providers use a standard of a five-minute waiting period rather than the 10 minutes used by MetroAccess.  This briefer period appears to be sufficient to allow for customers to appear but sufficiently brief to minimize delays of service that can result in diminished service to other customers and added costs.  WMATA may want to consider revising its standard, in consultation with members of the disability community, to a five-minute wait time.

With respect to contractor incentives/disincentives for missed and significantly late trips, it should be noted that the customer’s willingness to accept or decline a late trip is beyond the control of the service provider.  Accordingly, WMATA may wish to consider only the time of vehicle arrival and wait time, which are largely in the service provider’s control, when considering incentives and penalties for significantly late trips, excessively late trips, and missed trips.

With respect to on-time performance, the criteria for an on-time pickup and existing standards for on-time performance appear reasonable.  However, WMATA does not have a standard for on-time appointments/drop-offs.  For many trips, such as medical appointments, work, school, business appointments, etc., on-time drop-offs are more important to the customer than on-time pickups.  Similarly, the amount of time by which drop-offs are late can have greater consequence than for late pickups.  A late drop-off could cause an appointment or class to be missed, or, if late drop-offs are recurring, could jeopardize employment.  In consultation with the disability community, WMATA should develop a standard for on-time drop-offs and a standard for significantly late drop-offs.  In establishing an on-time drop-off window, consideration should also be given to avoiding drop-offs that are too early.  Dropping off a customer too early could result in the customer waiting outdoors for a facility to open in inclement weather.  Paratransit services often use on-time drop-offs windows, such as 30 minutes before the appointment time, in order to prevent such occurrences
WMATA should establish a goal of 100 percent on-time performance as a means of striving towards even higher service levels than those reflected in the current on-time standards.

Regarding travel time, WMATA appears to be confused about the legal requirements for comparable travel time.  By not considering its Metro rapid rail service, WMATA’s paratransit vehicle travel time standard fails to meet the regulatory requirement that ADA complementary paratransit service be comparable to fixed route service (49 CFR §37.121).  Local bus service is commonly designed as feeder to rail stations in metropolitan areas served by rapid rail or light rail.  As a result, transit trips that exclude rail and use only bus can be very circuitous and time consuming, if they can be made at all.  Accordingly, using only bus travel times to define significantly long paratransit trips will likely result in a failure to identify long paratransit trips for origin-destination pairs that are poorly served by bus but well served by rail.  The fact that rail service, in some circumstances, operates more rapidly than is possible for street vehicles, such as paratransit vehicles, can be accounted for through a proper travel time standard that adjusts for factors that are outside the transit provider’s control.  This issue is discussed further in Section 9.6.
Currently, WMATA uses an overly simplistic travel time standard that is a multiple (1.5 times) of fixed route travel time.  Such a standard can fail to identify and misidentify significantly long trips.  For example, under WMATA’s current standard a fixed route trip that takes two hours could have a comparable paratransit trip that is 55 minutes longer, lasting nearly 3 hours.  Presently, such a trip would be incorrectly categorized as not significantly long.  Similarly, if a fixed route trip were to take 15 minutes, a comparable paratransit trip of 25 minutes would be unfairly categorized as excessively long.
To address these two concerns, WMATA should, in consultation with the disability community, develop new standards for identifying excessively long paratransit trips.  Instead of a one-size-fits-all multiple standard, WMATA should consider a process that evaluates travel times for particular trip types according to particular standards.  The standards should define the maximum amount of time by which a paratransit trip may be longer than the most direct fixed route trip between the same origin and destination.  Each fixed amount of time should be determined after considering the unique time requirements of door-to-door service and the inability of vehicles operating in traffic on surface streets to travel at the speed of a rapid rail system.  For paratransit trips with equivalent fixed route trips that use only bus, a standard such as 30 minutes longer than the most direct fixed route trip between the same origin and destination might be appropriate.  For those fixed route trips that use rapid rail, the standard could be greater, for example 45 minutes, to recognize the inability of a van in urban traffic to travel as fast as a train on an exclusive right-of-way.
1.34 Service Procedures and Practices

Run coverage: Runs, Drivers, and Vehicles
The need for dispatch staff and stations, vehicles, and drivers is determined by the number of vehicle runs (routes) operated each day and in particular the number of runs operated during the peak periods.  The number of runs operated is developed by schedulers in response to the demand for service.
In identifying the number of runs, the review team obtained a list of weekday runs from the MetroAccess scheduler and tabulated the run information to identify runs by hour of day and the number of runs during the peak period for each dedicated carrier and collectively for the non-dedicated carriers.  Dedicated carriers use equipment and drivers which are exclusively dedicated to MetroAccess services.  The equipment and drivers of non-dedicated service providers serve other clients in addition to MetroAccess.  The results of these tabulations appear in Table 9.1.
Table 9.1 – MetroAccess Run Allocation: December 2006

	Carrier
	Run Schedule

	
	7-Dec-06

	
	Peak Runs
	Total Runs

	MV Beltsville
	121
	187

	MV Capital Heights
	87
	119

	MV Fairfax
	26
	38

	Battles
	23
	42

	Challenger
	62
	78

	Diamond
	18
	25

	Metro Health Tech
	24
	29

	Non-Dedicated Carriers
	71
	90

	Total
	432
	609


The review team also collected and reviewed data on the number of runs from two other sources: the work schedule for dispatchers (December 6) and the interviews with carriers.  There were slight differences in the data from the three sources.  However, these differences in the number of runs from one source to another do not appear to be significant in light of the overall quantity of service provided.  Accordingly, the remainder of the review of resources will principally rely on the run list provided by the scheduler.

Vehicles.  WMATA provides for vehicle purchase for its dedicated carriers. WMATA estimated vehicle requirements for 2006 based on projected passenger trips with 80 percent of the service provided by operations exclusively dedicated to MetroAccess.  WMATA computed vehicle requirements using a trip performance rate of 1.25 passenger trips per vehicle hour for FY 2006.  The performance rate used for FY 2007 was 1.35 trips/hour, with 1.45 trips/hour used for the period FY 2008 through FY 2013.  WMATA also assumed a 14 percent annual increase in passenger trips, in developing the fleet requirements that appear in Table 9.2.  Attachment H provides further details on the calculations and assumptions made to derive the annual vehicle requirements.  MV proposed that approximately 90 percent of the service be provided by dedicated service providers rather than the 80 percent used in WMATA’s estimate.  According to WMATA officials, approximately 75 percent of the service is currently provided by dedicated providers.
Vehicles are purchased by the broker, MV.  WMATA pays the broker for the vehicles at a rate of 1/48th of the vehicle cost each month for the four years of the base contract.  At the end of the contract, the vehicles will revert to WMATA.

A ratio of spare vehicles to scheduled vehicles (spares ratio) of 15 percent is commonly used for a fleet of light chassis transit vehicles, such as those used for MetroAccess service.  Spares are needed to allow for disabled vehicles, conduct scheduled maintenance, and provide cover vehicles for potential service increase or to serve unexpected demand.  MetroAccess uses a 12 percent spares ratio in its estimate of vehicle needs.  Based on the dispatch run assignment for December 6, 2006 and 12 percent spares ratio, the review team computed the vehicle needs and compared them to the fleet roster provided by WMATA for that same day.
Table 9.2 - MetroAccess Projected Fleet Needs

	FY
	Estimated

Dedicated Vehicle Requirement
	12% Spares Ratio
	Total Estimated Dedicated Vehicle Requirement

	2006
	219
	26
	245

	2007
	231
	28
	259

	2008
	264
	32
	295

	2009
	280
	34
	313

	2010
	319
	38
	357

	2011
	364
	44
	407

	2012
	414
	50
	464

	2013
	472
	57
	529


Source: WMATA Office of MetroAccess
For FY 2006, WMATA estimated that it needed 245 vehicles for its dedicated service providers to serve 80 percent of the projected passenger trips.  This proposed fleet was to be comprised of 64 available vehicles plus 181 newly purchased vehicles.
According to MetroAccess Fleet Roster, as of December 6, 2006 (Table 9.3), the actual fleet consisted of 334 vehicles.  This included 196 new vehicles, 63 one-year old vehicles, and 74 older vehicles.  More vehicles were purchased than planned and older vehicles scheduled for retirement in 2006 were not retired.

Table 9.3 – MetroAccess Fleet: December 6, 2006

	Carrier
	Total Vehicles
	Avg. Age
	Vehicles by Age (years)

	
	
	
	< 1
	1
	2
	3
	4
	5
	6

	MV Beltsville
	109
	0.5
	90
	8
	0
	2
	8
	0
	1

	MV Capital Heights
	87
	0.7
	64
	10
	0
	3
	9
	1
	0

	MV Fairfax
	26
	0.8
	16
	5
	0
	3
	2
	0
	0

	Battles
	25
	4.0
	0
	0
	0
	0
	25
	0
	0

	Challenger
	52
	1.4
	9
	32
	0
	0
	10
	0
	0

	Diamond
	15
	0.0
	15
	0
	0
	0
	0
	0
	0

	Metro Health
	20
	2.3
	2
	8
	0
	3
	7
	0
	0

	Total
	334
	1.1
	196
	63
	0
	11
	61
	1
	1


To assess the adequacy of the vehicle fleet to serve passenger needs the review team compared the scheduled run assignments to the MetroAccess fleet roster, as presented in Table 9.4.
The shortage of MetroAccess vehicles is addressed in part by other vehicles owned or leased by carriers (including MV).  Four of the seven dedicated carriers were interviewed by the review team and provided information on vehicles used to supplement the WMATA fleet. 

Table 9.4 – Runs and Fleet as of December 6, 2006

	Carrier
	Run Schedule

Peak Runs
	Vehicle Needs (12% spares)
	Available Fleet
	Vehicle Shortage

	MV Beltsville
	121
	136
	109
	27

	MV Capital Heights
	87
	97
	87
	10

	MV Fairfax
	26
	29
	26
	3

	Battles
	23
	26
	25
	1

	Challenger
	62
	69
	52
	17

	Diamond
	18
	20
	15
	5

	Metro Health
	24
	27
	20
	7

	Total
	361
	397
	334
	63


Managers at MV Capital Heights indicated that they have 101 vehicles for operations.  MetroAccess provides 75 vans and 11 sedans (86 vehicles), and MV leases an additional 15 vans, as discussed above.  This fleet is sufficient to cover 85 peak runs with 16 spares.  Managers at MV Beltsville said that they had 110 MetroAccess vehicles and 15 of 30 rental vehicles shared with MV Capital Heights, for a total of 125 vehicles to cover 119 peak runs.  This is 2 fewer runs than indicated by the run schedule and one more vehicle than indicated by the fleet roster.  The managers indicated flexibility in sharing rental vehicles with MV Capital Heights.  Using a 12 percent spares ratio, MV Beltsville was short several vehicles from the needed total.  If rental vehicles are re-allocated from MV Capital Heights, between the two carriers, there still remains a small shortfall in the number of vehicles, as shown in Table 9.5.
Table 9.5 – Fleet Needs for Interviewed Carriers

	Carrier
	Peak Runs
	Vehicle Needs

(12% Spares)
	Available Vehicles
	Vehicle Shortage
	Other Carrier Vehicles
	Net Vehicle Shortfall

	MV Beltsville
	119
	133
	110
	23
	15
	8

	MV Capital Heights
	87
	97
	86
	11
	15
	(4 surplus)

	Battles
	23
	26
	25
	1
	0
	1

	Metro Health
	23
	26
	20
	6
	5
	1

	Total
	252
	282
	241
	41
	35
	6


Battles’ schedule for December 6 indicates that they had 21 vehicles available from an assigned fleet of 25, to cover 23 peak period runs.  Since it had 23 runs both in the AM and PM, a total of four runs were not covered because of vehicle shortages.  Managers at Battles indicated that the vehicles that they were assigned were old and that the mobile data terminals (MDTs) had problems.  As can be seen in Table 9.3, Battles fleet has the highest average age of all of the dedicated carriers, 4.0 years.  This older equipment likely contributes to the number of vehicles unavailable for service.

Metro Health indicated that they use the 20 MetroAccess vehicles plus five of their own vehicles (25 total) to provide daily service on 23 peak scheduled runs.  This leaves them with two spare vehicles.  (Using a 12 percent spares ratio Metro Health should have three spares and a total of 27 vehicles)  On days when Metro Health has equipment problems, it may have three or four vehicles unavailable, leaving it one or two vehicles short for coverage of regular runs.  In summary, a shortage of vehicles results in runs not covered on some days.  Although the number of affected runs appears to represent a small proportion of MetroAccess service, the vehicle shortages could contribute to late and missed trips.

Drivers.  It is estimated that 1.25 to 1.3 drivers per weekday run are needed to adequately cover runs for a seven day a week service.  This estimate is based on:

· the number of runs for a weekend or holiday equaling one half the runs for a weekday
· 10 holidays a year
· driver vacation and absenteeism of 20 days a year
· four hours of overtime per driver each week
Similarly, 1.0 to 1.1 drivers per weekday run are needed to adequately cover weekday only service.

Review team members collected and reviewed daily runs and driver rosters to identify driver coverage for scheduled runs.  Table 9.6 presents the results of this review.
Table 9.6 – Driver to Weekday Run Ratio

	Carrier
	Drivers
	Total Runs
	Peak Runs
	Drivers/Runs

	
	
	
	
	Total
	Peak

	MV Beltsville
	199
	187
	119
	1.06
	1.63

	MV Capital Heights
	139
	119
	87
	1.17
	1.62

	MV Fairfax
	48
	38
	26
	1.26
	1.85

	Battles
	37
	42
	23
	0.88
	1.61

	Challenger
	113
	78
	62
	1.45
	1.82

	Diamond
	(N/A)
	25
	
	
	

	Metro Health Tech
	37
	29
	23
	1.28
	1.54

	Non-dedicated Carriers
	(N/A)
	90
	
	
	


One carrier, Challenger, appears to have a more than sufficient number of active drivers to cover all assigned runs.  MV Fairfax and Metro Health Tech appear to have an adequate number of drivers.  Battles appears to be understaffed and MV Beltsville appears to be limited in its driver coverage.  Although MV reassigns runs from one carrier to another, including non-dedicated carriers, a shortage of drivers can be a constraint to on-time performance.  

Broker Vehicle Dispatch
The review team observed the dispatch operation to identify procedures or practices that might affect on-time performance or missed trips.  The dispatch operation is located at MV’s MetroAccess offices on Colesville Road in Silver Spring, MD.  The dispatch operation consists of 12 dispatch stations staffed by dispatchers who are each responsible for monitoring and assisting assigned drivers (Table 9.7).  The dispatch stations are located at one end of the MV offices.  Near the middle of the dispatcher’s is a “same-day” scheduler who has responsibility for scheduling unscheduled trips.  Between the dispatchers and reservations call-takers are service call-takers.  These service call-takers address inquiries (“Where’s my ride?”) from customers regarding status of their service on the travel day.  This basic assignment of space provides for effective communication and use of staff resources in monitoring and modifying service.  The dispatchers and same-day scheduler are close to each other so that they can easily communicate on rescheduling issues.  The service call-takers are near the dispatchers so that they, too, can easily communicate with them as needed to answer customer inquiries.  The service call-takers are also near the reservations call-takers and can shift to the reservations function as needed to respond to call volumes.
Table 9.7 – Dispatch Run Assignments: December 6, 2006

	Service Area/Garage
	Dispatchers
(all day unless noted)
	Carrier
	Runs

	
	
	
	Total
	Peak

	MV Beltsville #1
	1
	MV
	46
	30

	MV Beltsville #2
	1
	MV
	46
	30

	MV Beltsville #3
	1
	MV
	47
	30

	MV Beltsville #4
	1
	MV
	47
	31

	MV Capital Heights #1
	1
	MV
	60
	43

	MV Capital Heights #2
	1
	MV
	60
	44

	MV Fairfax  
	1
	MV
	38
	26

	Diamond
	
	Diamond
	25
	18

	Battles
	1+1 Battles in AM
	Battles
	42
	23

	Challenger
	1 AM, 2 PM
	Challenger
	78
	62

	Metro Health Tech
	1
	Metro Health 
	29
	24

	Taxis & Other 
Non-Dedicated   #1
	1
	
	45
	35

	Taxis & Other 

Non-Dedicated   #2
	1 AM, 2 PM
	
	45
	36

	Totals
	13 AM, 14 PM
	
	608
	432


The allocation of scheduled vehicle runs on December 6, 2006 and the assignment of dispatchers appears in Table 9.7.  On weekends, four dispatchers cover all runs.  Peak period runs were estimated based on the scheduled runs and lists of runs assigned to dispatchers by the dispatchers.

Dispatchers track runs primarily by computer.  Each dispatcher is assigned a specific set of runs, as shown in Table 9.7.  Each dispatcher’s runs appear on the computer screen in the workstation.  Most dedicated service vehicles are equipped with MDTs.  Each driver’s trip manifest is accessible to the drivers through the vehicle’s MDT.  The driver can see the sequence and schedule for each passenger stop on the MDT.  In addition to the pickup time agreed upon with the customer, the driver can see the Trapeze estimated time of arrival (ETA) at each location.  The driver enters (“performs”) the time of arrival and departure at each location.  With the information entered by the driver, the Trapeze system can compile a trip record and will compute or update the ETAs for remaining stops on the driver’s run.  The estimated times in Trapeze serve as the primary means of tracking drivers, thereby reducing the amount of time required for radio communication between drivers and dispatchers.  The dispatchers use the reported information to identify runs that are behind schedule.  If the ETA for a pickup is later than the end of the pickup window for any run, the run turns red on the dispatcher’s screen.
The vehicles are also equipped with Global Positioning System equipment.  This lets dispatchers automatically identify a vehicle’s location on a map display on the dispatcher’s computer terminal.
There are three video screens mounted high on the wall at the dispatch center to assist the dispatchers and the MV managers.  One screen displays trips that are late, sorted by order of the amount of time they are late.  One screen shows trips with ETAs that are more than 15 minutes later than the respective scheduled times.  The third screen shows trips not performed after the pickup window has begun.  These trips are ordered by the amount of time elapsed since the beginning of the pickup window.
When trips run late, a dispatcher can identify options for moving customer trips from one run to another in order to bring the run back on schedule.  A “scheduling wizard” in the Trapeze software provides reassignment options for the trip to be moved.  If there is an acceptable option, the dispatcher can reassign the trip.  If the trip is to be reassigned to a run that another dispatcher oversees, Trapeze notifies that dispatcher, and the driver is notified of the change through the MDT.  If there are no suitable options, the dispatcher refers the trip to the same-day scheduler to be rescheduled.  The same-day scheduler first tries to assign the trip to one of the dedicated carriers, and if unsuccessful, assigns the trip to a non-dedicated carrier.
Review team members observed two dispatchers, one between 9:45 and 10:20 a.m. on December 5, and one between 9 and 11:30 a.m. on December 6.  Procedures and practices described by the dispatchers included the following:

· If the driver arrives early, the driver must wait until the beginning of the pickup window to initiate contact with the customer.
· If a customer does not appear for the trip, the driver is permitted to ring the door bell or knock on the door to find the customer.  If unsuccessful in locating the customer, the driver is supposed to notify the dispatcher.  The dispatcher records a description of the pickup location provided by the driver in Trapeze, and authorizes the driver to proceed.  The driver must obtain authorization from the dispatcher before leaving the pickup location.
· When MDTs are inoperable, drivers are supposed to call dispatchers with pickup and drop-off times.  If dispatchers do not hear from drivers, they are to call the drivers.

· Drivers may request unpaid breaks but are not required to take regular breaks.
The dispatchers that team members observed appeared to be continually reacting to drivers’ calls rather than focusing on addressing late runs in advance of problems and informing clients of the status of late trips.  Dispatchers had difficulty keeping up with run status and performing trips for drivers with inoperable MDTs.  One dispatcher indicated that he addresses late runs only when prompted by driver calls.
It is common in paratransit operations for a dispatcher to be assigned from 20 to 30 runs to monitor and direct.  Most MetroAccess dispatchers are assigned from 30 to over 40 runs.  The number of runs assigned to MetroAccess dispatchers depends upon a number of factors, such as the run tracking system and equipment, predictability of service performance or amount of traffic congestion, the experience and ability of the dispatcher, etc.  Based on team member observations, the MetroAccess run tracking system—when fully functioning—appears to provide dispatchers with very good real time information on run status through the use of MDTs and automated vehicle locator (AVL) systems and Trapeze software.  However, the number of MetroAccess vehicles without operable MDT’s limits the effectiveness of run tracking system.  In addition, the vehicles of non-dedicated carriers and taxis do not have MDTs.
Based upon team members’ observations at other paratransit operations, an indicator of the adequacy of dispatch coverage is the ability of dispatchers to stay ahead of service problems.  Optimally, dispatchers will identify potential late runs 30 to 60 minutes in advance so that passenger trips can be moved and schedules maintained.  The team members observed that, rather than addressing problems in advance, the dispatchers’ efforts were focused on problems that had already occurred, such as pickups that were already late, or focused on collecting and entering information from drivers with inoperable MDTs in order to track and identify late runs.
It appears that that the number of vehicles without operable MDTs, coupled with the relatively large number of runs assigned to each dispatcher limits the dispatchers’ ability to address service problems in advance.  Increasing dispatch capacity sufficient to address late runs in advance can both improve on-time performance and reduce missed trips.

Here are highlights of other observations of dispatch by the team members:

5. For one dispatcher, the reviewer observed three vehicles with no MDT.  The drivers reported the arrival and departure times using their Nextel radios.  The dispatcher performed the trips in Trapeze.

6. One dispatcher indicated that five of 23 MDTs were inoperable, but this was better than normal MDT availability.
7. One dispatcher stated that the computer freezes about twice a day.
8. One dispatcher authorized three customer no-shows.  The drivers waited 10 minutes for the customer.  The dispatcher recorded a site description from the drivers.  The dispatcher made no effort to contact the customers by phone.

9. A dispatcher gave a driver directions at 10 minutes passed the schedule time.  The dispatcher phoned the client to advise the customer that the driver would be late.  The driver arrived at 12 minutes after the scheduled time.

10. A dispatcher authorized a driver to drop a customer at an unscheduled location while requiring the customer to note and sign the manifest.  No new trip was created for this changed destination.

11. A driver reported that a customer could not board the vehicle due to lift problems.  The dispatcher advised the driver to tell the customer to return to the pickup location and rebook the trip.

12. Dispatchers were requested to take service calls from customers because of long phone queues.
13. After a customer declined a trip, the dispatcher phoned the customer to confirm remaining scheduled trips for the day.

14. A driver reported that he could not perform an add-on.
In addition to observing dispatchers, one reviewer observed a service call-taker from 11 a.m. until noon on December 5.  Upon receiving a customer call, the service call-taker pulled the trip up on Trapeze and used the trip status screen to advise the customer.  If the Trapeze information did not appear to be current, the call-taker checked with the dispatcher.  If the driver was running late, the call-taker got an estimated time from the driver and advised the customer.

Here are other observations of the service call-taker by the team member:

· Five customers requested status of late pickups. The service call-taker provided estimated times.
· One driver requested that a customer be advised that he was running late.  The service call-taker phoned the customer.
· One customer requested a ride status; the vehicle had arrived 10 minutes earlier.
· One driver failed to perform a drop-off on the MDT.  The call-taker checked with the dispatcher and the driver performed the drop-off.
· One customer requested an early pickup.  The call-taker advised the driver.
· Two customers requested status of scheduled pickups. The call-taker provided ETAs.
· One customer who had no-showed scheduled a new pickup.
· One driver called to report a double booking.
· Two customers requested same day trip cancellations: one for a 2 p.m. trip and another for a 5 p.m. trip.
· One customer was calling for a reservation and was transferred.
· One customer was transferred to staff who complaints.
In general, the service call-taking operation appeared to positively affect on-time performance by communicating to customers, identifying unperformed trips in Trapeze, and relieving dispatchers of customer communications and requests of ETAs from drivers.  As a result, dispatchers have more time to address run status and adjustments for late trips.

Carriers

Reviewers visited four carriers and interviewed the managers.  The purpose of the visits was to learn about the carriers’ operating procedures and practices, and to evaluate the adequacy of resources related to on-time performance and avoidance of missed trips.  Reviewers visited MV’s facilities at Beltsville and Capital Heights, along with the facilities of Metro Health Tech and Battles.

Carrier dispatchers supervise operator reporting or pull-out at the beginning of runs and pull-in at the end of runs.  Once on the road, drivers are directed by MV central dispatch.  The carrier dispatchers or window dispatchers may provide support to drivers, but do not interfere with communications with MV central dispatch.  Schedules are reviewed by the window dispatcher before the service day.  After review by window dispatchers, drivers review their schedules before beginning their run.  If either dispatcher or driver identifies problems, such as insufficient time between points, the problems are communicated to the same-day scheduler at the broker through the window dispatcher.  If drivers encounter schedule problems during the service day, they report them to the window dispatcher.  MV drivers complete a form describing the problem.  Metro Health Tech drivers note the problem on their manifests.  The managers follow up on these schedule problems with the MV schedulers.

Each carrier chooses how to assign the daily manifests provided by to MV to its drivers.  To assist new drivers in learning addresses and each pickup and drop-off location, the manifests have grid locations for use with standard map books provided to all drivers.  New drivers are also assigned local runs, and add-ons are avoided.  These procedures should allow new drivers to gradually familiarize themselves with the road network.
Each carrier hires its own drivers for MetroAccess services, but they are all screened and trained for two weeks at MV’s Beltsville Facility.  Upon completion of MV training, carriers provide road training.  After the road training, MV assesses the driver on the road and graduates the driver to passenger service.  Battles managers felt the MV training failed to reflect real conditions, citing training in use of wheelchair tie-downs that are not used on Battle’s vehicles.
MetroAccess driver work shifts can be extended to assist in addressing late runs.  The runs can be extended by either starting early or finishing late.  Extensions require approval by MV dispatch managers, but carriers said that extended work hour requests were always approved.  Carriers also try to have standby drivers available to cover for absent drivers or to operate “recovery runs,” which are dispatched to assist if a vehicle breaks down in service or a run gets significantly behind schedule.  Managers reported that, to varying degrees, carriers provide mutual support to each other to address late runs or other operational problems.  MV Beltsville managers try to maintain 10% spare (extra-board) drivers in their daily scheduling.  However, they still have difficulty covering routes due to absenteeism.
After exhausting efforts to cover runs, as described above, MV occasionally pulls or assigns runs to other carriers.  On other occasions, individual passenger trips are reassigned to other MV vehicles until a replacement driver arrives to cover the run.  Metro Health Tech indicated that it occasionally has driver shortages.  If necessary, many members of the Metro Health Tech’s office staff were once drivers and can cover runs.

If an accident or incident occurs during a run, the drivers are supposed to notify the MV dispatcher.  Battles managers instruct drivers to notify Battles’ dispatcher before notifying the MV dispatcher.  Capital Height’s drivers contact the Director of Safety at MV Capital Heights who in turn notifies the window dispatcher.  The window dispatcher notifies the police and a road supervisor is dispatched to the scene.  MV Beltsville indicated that they will coordinate road calls and accidents with other carriers.
MV Capital Heights managers monitor their drivers using MV “Spider” software which reads and reports data from Trapeze, the MetroAccess scheduling and dispatching software.  The managers can see whether drivers are late or whether trip assignments have changed on the Spider screens.  Managers said that they have one road supervisor for approximately twenty operators.  Road supervisors assist operators with problems as needed using a separate Nextel channel to communicate with operators.  This avoids interference with dispatch communications.  Road supervisors only transport customers as directed by central dispatch. 

In contrast, the non-MV carriers said that they do not have access to real-time data in Trapeze.  Metro Health Tech does not have access to dispatch information to track real time changes in driver schedules or driver status on the run.  Metro Health Tech and Battles managers also indicated that MV dispatch support in assisting drivers with directions is poor.

Metro Health Tech managers also indicated that they are responsible for liquidated damages for poor on-time performance.  The greatest obstacles to on-time performance are unforeseeable traffic conditions, inadequate number of runs, inadequate driver and vehicle coverage of runs, poor schedules and poor dispatch control.  The factors affecting on-time performance that can be controlled by the carrier are limited to adequate driver and vehicle coverage of runs, driver performance (driving directly from point to point without getting lost), and in-service vehicle failures.  As the broker, MV controls schedules and dispatch.
Driver Interviews.  During the site visit, team members interviewed 11 drivers, representing five of the carriers.  The interviews focused on training, vehicles, schedules, and operating procedures.  Drivers were generally satisfied with the training they had received and the condition of the vehicles.  Several drivers felt that their schedules were being overloaded by dispatch, particularly when schedule changes were made on the fly.  All drivers interviewed understood the pickup window and the required waiting time before declaring the customer as a no-show.
1.35 Trip Disposition
The review team analyzed Trapeze trip records for Wednesday, October 18, 2006 to assess service performance.  On this day, there were a total of 5,904 trip records.  Records were categorized in Trapeze as follows:

· Cancelled – User Error (duplicate entry or similar error)

· Cancelled – Advanced (one or more days before the travel day)

· Cancelled – Same Day (more than two hours before the scheduled trip time)

· Cancelled – Late (less than two hours from the scheduled trip time)

· Cancelled – At Door (client cancels upon arrival of the vehicle)

· No Show (driver is unable to locate the client)

· Missed Trip (vehicle fails to arrive before the end of the 30 minute pickup window and wait for the trip is not completed)

· Completed Trip

The review team removed the 88 records that were data entry errors (“Cancelled - User Error”) from its analysis, yielding a net total of 5,816 trip requests.

Neither trip refusals nor trip denials were specifically identified in the data.  A trip denial occurs when the service provider fails to negotiate a trip within one hour of a customer’s request.  Negotiation means that the trip offer must be responsive to the customer’s needs, including a situation when a customer cannot leave the pickup location before a specific time (such as a trip from work or school), or must arrive at a destination at a specific time.  A trip refusal occurs when the service provider makes a responsive trip offer and the customer declines the trip.
To identify potential trip denials, the review team computed the difference between requested times and scheduled times for the 5,816 trip requests.  Of these requests, there were no pickups scheduled more than 30 minutes from the time requested by the customer.  There were no requested times for 10 trip records:

· In three of these 10 trip records, the records were entered after the travel day to apparently indicate that trips which had originally been classified as a customer no-show or cancel at door had been completed.  The no-show was apparently entered in error since the return trip by the customer was recorded as completed.  Two vehicles may have been dispatched for the same trip.
· One trip record was a second entry for a cancelled trip.
· One trip record was a missed trip for a trip that had been completed.
· Two trip records were return trips.
· One trip record was a return from an appointment.
· One trip record was for an appointment or drop-off time.
· One trip record was for a pickup.
In summary, there is nothing in the records for the 10 trips that would indicate that scheduled trip times were unresponsive to customer requests.  MetroAccess appears to have no trip denials.

Inconsistent trip records, as discussed above, were deleted from the data set, resulting in 5,810 trip records.  Advance and same-day trip cancellations reported in Trapeze for the sample day equaled 494 and 211, respectively, bringing the total trips dispatched to 5,105.  Table 9.8 presents the tally of trip requests scheduled and not scheduled for October 18.
Table 9.8 – Trip Requests Scheduled and Dispatched for October 18, 2006

	
	Review Team Analysis
	Trapeze Data

	
	Number
	%
	Number
	%

	Trip Records
	5,816
	
	5,816
	

	Not Scheduled
	
	
	
	

	
	Refusals
	
	0.0%
	
	0.0%

	
	Denials
	
	0.0%
	
	0.0%

	
	Data Entry Errors
	6
	0.1%
	
	

	Scheduled
	5,810
	99.9%
	5,816
	

	Cancellations
	
	
	
	

	
	Advanced Cancellations
	494
	8.5%
	494
	8.5%

	
	Same Day Cancellations
	211
	3.6%
	211
	3.6%

	Trips Dispatched
	5,105
	87.8%
	5,111
	87.9%


Trips that have been dispatched and not completed can be caused by a failure of the customer or of the carrier.  If the customer fails to notify the carrier of a trip cancellation in a timely fashion (less than two hours before the scheduled time) then a “Cancelled - Late Cancellation” or “Cancelled - At Door” will result.  If the customer fails to appear for a ride within 10 minutes after the vehicle arrives, assuming it arrives within the pickup window (-15/+15 minutes), the incomplete trip is caused by the customer and is a No-show.  If the vehicle fails to arrive before the end of the pickup window or fails to wait for the customer for 10 minutes within the pickup window, this is a Missed Trip and the responsibility of the carrier. 

Initially, dispatched trips are categorized by drivers, dispatchers, or analysts when they enter them into Trapeze.  MV applies its proprietary Spider software to the Trapeze data to adjust the data categories based upon performance criteria in the software.  For example, Spider will categorize incomplete trips as missed when the vehicle arrives after the end of the pickup window.  These trips may have been categorized as no-shows in Trapeze.  The MV Spider performance reports are used by MetroAccess for performance reporting.
Late cancellations are included as a category in Trapeze, but the times that the trips are cancelled are not available in the Trapeze database.  Accordingly, the review team could not check the number of late cancellations recorded by MetroAccess.  For trips cancelled at door, the Trapeze data was analyzed to determine whether the vehicles arrived before the end of the pickup window.  Based upon this review, of the 101 trips identified as cancelled at door in the Trapeze database, the vehicle arrived after the pickup window for 14 trips.  The review team re-categorized these 14 trips as missed trips.

The review team analyzed the remaining customer no-shows and operator missed trips Trapeze data to determine whether the vehicle arrived before the end of the pickup window and waited 10 minutes for the customer to appear.  In the MetroAccess Customer Guide, MetroAccess advises its clients of its policy that vehicles will wait 10 minutes for the customer.  For any trip that a driver fails to wait 10 minutes, these trips are also presented as missed trips in the review team’s analysis.  The analysis indicates that the vehicle either arrived after the end of the pickup window or failed to wait for 60 of the 301 trips that were classified as no shows in the Trapeze data.  Table 9.9 presents the differences between the MV and review team analysis of no-shows and missed trips.
Table 9.9 - No Shows and Missed Trips for October 18, 2006

	
	Analysis:
	MV Spider
	Review Team
	Trapeze Data

	
	
	Number
	% of Delivered
	Number
	% of Dispatched
	Number
	% of Dispatched

	Trips Dispatched (a)
	
	
	   5,105 
	 
	  5,111 
	 

	Trips Delivered (b)
	  4,977 
	
	
	
	
	

	On-Time Arrivals
	   4,624 
	92.9%
	
	
	
	

	No-Shows
	372 
	7.5%
	      460 
	9.0%
	        534 
	10.4%

	
	Late Cancellations
	
	
	      132 
	       2.6% 
	132
	2.3%

	
	Cancelled at Door
	
	
	        87 
	       1.7% 
	101
	1.7%

	
	No-Show
	            
	
	      241 
	        4.7%  
	301
	5.2%

	Missed Trips
	        36 
	0.7%
	       72 
	1.4%
	            4 
	0.1%

	Completed Trips
	   4,569 
	91.8%
	 4,573 
	89.6%
	     4,573 
	89.5%


(a) – Review Team and Trapeze percentages based on trips dispatched

(b) - MetroAccess and MV percentages based on trips delivered 

The MV Spider delivered trips and the Trapeze dispatched trips vary by 134 trip records.  Since this number approximates the number of early cancellations (132), the early cancellations likely account for the difference.  

Deleting Late Cancellations (132) from the No-Shows (460) in the review team’s analysis results in 328 no-shows.  This represents 6.4 percent of dispatched trips.  This is somewhat less than the 7.5 percent reported in Spider.  In addition, the number of missed trips reported by the review team is 72 (1.4 percent) vs. 36 (0.7 percent) reported by Spider.  The greater number of missed trips calculated by the review team appears to result from inclusion of trips that were not completed when the driver failed to wait 10 minutes for the customer.  MV managers indicated that operator wait time is not considered in the Spider criteria for identifying missed trips.
1.36 On-time Performance
The Review team then assessed MetroAccess’s on-time performance by reviewing completed trips in the Trapeze data.  Before conducting this analysis, the review team reviewed the pickup and drop-off times in the Trapeze database.  Most vehicles used by dedicated carriers have working MDTs for drivers to enter arrival and departure times for pickups and drop-offs directly into the database.  The review team accepted these times as representative of actual service.
The non-dedicated carriers do not have MDTs.  This requires that times be reported to dispatchers and entered into Trapeze during the service day, or that drivers report times on manifests or trip tickets, with data entered into Trapeze after the fact.  To check the times entered by non-dedicated carriers, the review team compared pickup times for a sample of manifests, or trip tickets, to the pickup times for the same trips in the Trapeze database.  The results of the review are as follows:
· Of 40 carrier trip records for Regency Cab on October 18, 2006, 34 had no times entered for pickups or drop-offs.  For three trips, the recorded pickups were within 10 minutes of the scheduled time in the Trapeze data file.  Only one of the 40 trip records had both a pickup and drop-off time; these times were consistent with the times recorded in the Trapeze records.

· The drop-off times on several driver trip records reviewed for Arlington Red Top Cab were different from those in the Trapeze records.  There was no pattern (early or late) or significant variance between the manifest data and Trapeze data in the records.

· Taxi Taxi, Inc. time information was centrally recorded and was consistent with Trapeze data reports.  Of two Barwood Taxi trip records, neither had drop-off times.  Drop-off times, however, appear in the Trapeze database.  Also, one pickup time on the driver trip record is different (insignificantly) from the Trapeze data.

In a further review of the Trapeze records for completed trips, the review team identified a total of 47 trip records that had no vehicle arrival times.  These records, which represent approximately 1 percent of dispatched trips, were removed from the analysis of on-time performance.
The review team analyzed the remaining 4,527 trip records to sort trips with late pickups or arrivals by the number of minutes late.  This provides an indicator of the quality of service provided by the carrier.  MetroAccess categorizes trips as on-time whether or not the trip was completed.  The review team measured on-time performance only for completed trips.  A trip was considered late if it arrived more than 15 minutes after the scheduled pickup time or after the end of the pickup window.  The results of the analysis appears in Table 9.10.
Table 9.10 – On-Time Performance: September 2006 and October 18, 2006
	
	
	
	MetroAccess
	MV Spider
	Review Team

	
	
	
	Sept. 2006  Report
	18 Oct. 2006
	18 Oct.2006

	
	
	
	Number
	%
	Number
	%
	Number
	%

	Completed Trip Records
	   101,000 
	
	    4,977 
	
	  4,527 
	

	On-Time Pickups
	
	
	92%
	   4,624 
	92.9%
	4193
	92.6%

	Late Arrivals/Pickups
	Total
	       7,819 
	
	353
	7.1%
	       334 
	7.4%

	
	(minutes)
	0-15
	
	
	228
	4.6%
	       208 
	4.6%

	
	
	16-30
	
	
	75
	1.5%
	         77 
	1.7%

	
	
	31-60
	
	
	40
	0.8%
	         35 
	0.8%

	
	
	61-90
	       1,157 
	1.2%
	4
	0.1%
	           5 
	0.1%

	
	
	91+
	
	
	6
	0.1%
	           9 
	0.2%


This review of on-time performance data for pickups indicates that the information reported by MetroAccess and the MV Spider reports is representative of service levels as recorded in the Trapeze database.  One concern in the data reporting, however, is the trip records with no pickup times.  If a large number of these trips are late or more than 30 minutes late, then there would be up to one more percentage point of late and significantly late trips than reported.  If these 47 trips with no vehicle arrival times were taxi trips, they were likely dispatched to serve a trip that had been reassigned because of a late run; consequently, many of these trips could have been late or significantly late.  In summary, the actual on-time performance of MetroAccess may be worse than reported, given the unavailable pickup and drop-off data for certain trips, particularly those trips provided by the non-dedicated taxi providers.
The review team analyzed late drop-offs.  Of the 4,527 trip records for completed trips with vehicle arrival times, 563 records (12.4 percent) had requested appointment times.  Those records were analyzed to identify the number of late drop offs and the amount of time by which that drop-offs were late.  The results are summarized in Table 9.11.
Table 9.11 – Late Drop-Offs: October 18, 2006
	
	Minutes Late
	Number
	%

	Total Drop Offs
	
	       563 
	

	
	Early/On-Time
	
	       506 
	89.9%

	
	All Late Trips
	
	57
	10.1%

	
	
	0-15
	         25 
	4.4%

	
	
	16-30
	         18 
	3.2%

	
	
	31-45
	           7 
	1.2%

	
	
	46-60
	3
	0.5%

	
	
	61+
	4
	0.7%


As indicated in the table, 10.1 percent of trips with requested drop-off times were late.  This represents 1.3 percent of all trips.  Fourteen of these drop-offs were more than 30 minutes late and could be considered significantly late.  This represents 2.5 percent of all trips with scheduled drop-offs.
1.37 Trip Duration

The review team analyzed MetroAccess data on the length of ADA complementary paratransit trips to determine if there were a substantial number of significantly long trips relative to trips made on WMATA’s fixed route system (49 CFR §37.131(f)(3)(i)(C)).

First, the review team analyzed the full set of completed trips from one sample service day, Wednesday, October 18, 2006.  Of the 4,573 completed trips on October 18, 47 trips with travel times over one hour and 45 minutes were selected for comparison with fixed route trips with the same origin, destination, and start time.  Notably, there may be some trips that are one hour and 45 minutes or less that still qualify as significantly long trips, but were not identified by this review.  The one hour and 45 minute cutoff was used because of the volume of rides performed by MetroAccess and the expected general correlation between MetroAccess rides that are above the cutoff and rides that could potentially qualify as significantly long.  Because only these 47 trips were subjected to further analysis to determine whether they were significantly long, it is likely that the analysis below could understate the actual number of significantly long trips for October 18.  On the other hand, in our experience, this analysis will nonetheless provide an indication of whether there are a substantial number of significantly long trips
.
Additionally, problems with the data format prevented the review team from analyzing more than one third of the total trips to determine whether or not their travel times exceeded one hour and 45 minutes (roughly 1,700 trips from October 18 were not analyzed).  Consequently the 47 long trips that were identified are likely only a sample of the trips on October 18 with travel times that are longer than one hour and 45 minutes.
For these 47 long trips, the review team used the trip planner on the WMATA web site (www.wmata.com) to determine travel times for comparable trips on the fixed route.  To calculate the travel time for the walking portions of the fixed route trips (from the origin address to the first transit pickup point and from the last transit pickup point to the destination address), the review team assumed a walking speed of 20 minutes per mile (three miles per hour).  Five minutes were added to each fixed route trip to account for waiting time for the first link of the trip (wait times for subsequent legs of the journey were included in the trip planner estimate).  The addition of extra time in calculating the comparable fixed route travel time therefore roughly offsets the no-transfer and curb-to-curb (and door-to-door where appropriate) service advantages of MetroAccess.
Of the 47 long trips analyzed, three did not have comparable fixed route trips, due to an origin or destination outside of the fixed route service area, or because the trip was made outside of the service hours for the local fixed route service.  Comparable fixed route trips were not generated for three additional trips that included addresses not recognized by the trip planner. A comparison of paratransit and fixed route travel times for comparable trips for the remaining 41 comparable long trips appears in Table 9.12.  A time with a (+) in the right-hand column indicates that the fixed route trip is longer; a time with a (-) indicates that the paratransit trip is longer.
For purposes of the analysis, MetroAccess trips that were more than 30 minutes longer than the comparable fixed route trips were treated as significantly longer trips.  The comparison of travel times showed that after adding walking and waiting time and the additional 30 minutes to determine the comparable fixed route trip travel times, 20 of 41 comparable long trips in the sample were identified as potentially significantly longer than the comparable fixed route trips (bold figures in far right column of Table 9.12).
Notably, of the 20 potentially significantly longer trips, 15 had comparable fixed route trips that included at least one rail trip.  It is recognized that additional analysis may be required before a trip can be definitively determined to be significantly longer than comparable fixed route travel due to the inherently greater speed of rail over vehicular transit.  The need to account for factors outside of the transit provider’s control that affect travel time is described in Section 9.2.  This additional analysis was not conducted for this sample because there did not appear to be a significant number of substantially long trips (discussed below).
The 20 trips with potentially significantly longer travel times are less than 1 percent of the roughly 2,800 trips for October 18 that the review team was able to analyze; the 20 trips would likely not, therefore, constitute a “substantial number” of significantly longer trips
.  

The review team also analyzed the long trip results to identify possible patterns of long trips that would suggest that a particular group is being disadvantaged.  The review team noted that eight of the 20 potentially significantly longer trips originated at 1100 Mercantile Lane between 2:45 p.m. and 3 p.m., probably on two MetroAccess vehicles.  WMATA officials suggested, however, that the address in question is a human services facility that closes at that time, and that the passengers’ parents have requested that their children not be dropped off until later in the afternoon when the parents will have returned home from work themselves.
Table 9.12 – Comparison of Travel Times of MetroAccess Trips with Comparable Fixed Route Trips (October 18, 2006)
	Pickup Address

Drop-Off Address
	Pickup

Time
	Drop-Off

Time
	Comparable Fixed-Route Trip (rail service in bold)
	Travel Time

	
	
	
	1.37.3 
	MetroAccess
	Fixed Route
	(MetroAccess) – (Fixed Route)

	1100 Mercantile Lane

5300 Manchester Drive
	2:50 p.m.
	6:18 p.m.
	The Bus 28, 

Blue Line, 

Green Line
	3:28
	1:29
	+1:59

	1300 Mercantile Lane

5600 Emerson Street
	2:48 p.m.
	5:40 p.m.
	The Bus 28, 

The Bus 21, T18
	2:52
	1:03
	+1:49

	6200 Livingston Road

5600 Livingston Terrace
	9:45 p.m.
	10:20 p.m.
	D12
	2:10
	0:22
	+1:48

	1100 Mercantile Lane

3900 Suitland Road
	2:50 p.m.
	5:38 p.m.
	C22, F14
	2:48
	1:03
	+1:43

	1100 Mercantile Lane

300 37th Place SE
	2:50 p.m.
	5:20 p.m.
	The Bus 28, 

Blue Line, U6
	2:30
	0:52
	+1:38

	8900 Wisconsin Avenue

4200 Garrett Park Road
	7:20 p.m.
	9:36 p.m.
	Red Line,

Ride-On Bus 38
	2:16
	0:47
	+1:29

	1100 Mercantile Lane

3000 Bladensburg Road NE
	3:00 p.m.
	5:05 p.m.
	The Bus 28, 

Blue Line, B2
	2:05
	0:44
	+1:21

	1100 Mercantile Lane

4700 Kendrick Road
	2:50 p.m.
	4:59 p.m.
	C22, V12
	2:09
	0:51
	+1:18

	1100 Mercantile Lane

1 Evarts Street NE
	3:00 p.m.
	5:33 p.m.
	The Bus 28, 

Blue Line, D6, 80
	2:33
	1:19
	+1:14

	9000 Rockville Pike

6000 Emerson Street
	4:25 p.m.
	6:50 p.m.
	Red Line, T18
	2:25
	1:14
	+1:11

	100 Irving Street NW

4800 Benning Road SE
	11:30 a.m.
	1:58 p.m.
	H4, Red Line, Blue Line
	2:28
	1:26
	+1:02

	4200 Wilson Boulevard

9300 Constantine Drive
	4:11 p.m.
	6:37 p.m.
	Orange Line, W13
	2:26
	1:25
	+1:01

	19400 Circle Gate Drive

5500 Wisconsin Avenue
	11:39 a.m.
	1:50 p.m.
	Ride-On Bus 74, Red Line
	2:11
	1:11
	+1:00

	1300 East West Highway

3700 Leeds Drive
	5:45 p.m.
	8:00 p.m.
	Red Line, 

Green Line, V12
	2:15
	1:21
	+0:54

	1100 Mercantile Lane

2000 Brighton Road
	3:00 p.m.
	5:16 p.m.
	The Bus 28, 

Blue Line, 

Red Line, R4
	2:16
	1:23
	+0:53

	7900 Jones Branch Drive

8600 16th Street
	11:02 a.m.
	1:22 p.m.
	FC Bus 425, Orange Line, 

Red Line
	2:20
	1:34
	+0:46

	4400 Mason Pond Drive, Fairfax

1800 Cameron Glen Drive, Reston
	6:45 p.m.
	9:03 p.m.
	CG Bus 2, Orange Line, 

FC Bus 552
	2:18
	1:35
	+0:43

	5500 Wisconsin Avenue

19400 Circle Gate Drive
	5:13 p.m.
	7:06 p.m.
	Red Line, 

RO Bus 74
	1:53
	1:20
	+0:33

	6500 Ammendale Road

2000 Columbia Pike
	3:53 p.m.
	5:51 p.m.
	Laurel Bus G, Green Line, Yellow Line, 16H
	1:58
	1:25
	+0:33

	700 Conservation Lane

8600 16th Street
	3:37 p.m.
	5:30 p.m.
	RO Bus 54, 

Red Line, 
RO Bus 5
	1:53
	1:21
	+0:32

	1100 Mercantile Lane

3400 Rickey Avenue
	5:46 p.m.
	7:45 p.m.
	C21, P12, D12
	1:59
	1:29
	+0:30

	1100 Mercantile Lane

5000 37th Place
	3:00 p.m.
	4:52 p.m.
	C22, The Bus 18
	1:52
	1:22
	+0:30

	6500 Belcrest Road

18400 Garner Lane
	4:23 p.m.
	6:45 p.m.
	Green Line, W19
	2:22
	1:53
	+0:29

	12200 Sunrise Valley Drive

800 Bashford Lane
	5:43 p.m.
	7:44 p.m.
	FC Bus 951, Orange Line, 24P, 9A
	2:01
	1:36
	+0:25

	9900 Medical Center Drive

1000 Carrington Avenue
	4:00 p.m.
	6:10 p.m.
	R-O Bus 43, 

Red Line, 

Blue Line, A12
	2:10
	1:51
	+0:19

	1100 Mercantile Lane

12000 Twin Cedar Lane
	2:15 p.m.
	4:03 p.m.
	The Bus 28, 
The Bus 21, B25
	1:48
	1:30
	+0:18

	100 Irving Street NW

20200 Watkins Mill Road
	2:54 p.m.
	4:52 p.m.
	H2, Red Line, 

R-O Bus 79
	1:58
	1:42
	+0:16

	400 Hungerford Road

5500 Addison Road
	8:40 p.m.
	10:28 p.m.
	Red Line, 
Orange Line, V15
	1:48
	1:35
	+0:13

	1400 New York Avenue

18000 Slade School Road
	4:12 p.m.
	6:00 p.m.
	Red Line, Z2
	1:48
	1:37
	+0:11

	3800 Reservoir Road NW

7800 Johnson Avenue
	11:31 a.m.
	1:25 p.m.
	D6, 42, 
Blue Line, F14
	1:54
	1:46
	+0:08

	14300 Hollyhock Way

301 Beauregard Street NW
	4:31 p.m.
	6:17 p.m.
	Z9, Red Line, Yellow Line, 29H
	1:46
	1:45
	+0:01

	7500 Standish Place

600 Harry S Truman Drive
	4:55 p.m.
	6:44 p.m.
	RO 59, Red Line, Blue Line, C22
	1:49
	1:55
	- 0:06

	1500 Pacific Avenue

301 Russell Avenue
	10:01 a.m.
	12:05 p.m.
	J12, Blue Line, Red Line, 
R-O Bus 55
	2:04
	2:13
	- 0:09

	200 S Peyton Street

13200 Topsfield Court
	3:20 p.m.
	5:30 p.m.
	Blue Line, 5A, FC Bus 929
	2:10
	2:30
	- 0:20

	15200 Dino Drive

22000 Stone Pier Lane
	3:01 p.m.
	5:29 p.m.
	LCD, Z9, J1, 
R-O Bus 70, 
R-O Bus 75
	2:28
	2:50
	- 0:22

	14700 Sweitzer Lane

16000 Pond Meadow Lane
	2:55 p.m.
	5:11 p.m.
	Z9, F4, C28
	2:16
	2:52
	- 0:36

	1500 Cameron Crescent Drive

7800 Rolling Road
	4:18 p.m.
	6:33 p.m.
	FC Bus 574, 
FC Bus 401, 
FC Bus 304
	2:15
	2:54
	- 0:39

	14700 Sweitzer Lane

3600 Elder Oaks Boulevard
	2:55 p.m.
	5:01 p.m.
	Z9, F4, B29
	2:06 
	2:46
	- 0:40

	14700 Sweitzer Lane

3600 Elder Oaks Boulevard
	2:55 p.m.
	5:01 p.m.
	Z9, F4, B29
	2:06 
	2:47
	- 0:41

	14700 Sweitzer Lane

2600 Felter Lane
	2:55 p.m.
	5:01 p.m.
	Z9, F4, B22
	2:06
	2:56
	- 0:50

	14700 Sweitzer Lane

12700 Buckingham Drive
	2:55 p.m.
	4:42 p.m.
	Z9, F4, B22
	1:47
	2:56
	- 1:09


Note: street addresses rounded to nearest 100 block
Note: Fixed route travel time includes walking time at both ends of trip (measured at a 20 minute mile pace) and a 5 minute allowance for waiting time for the first leg of the trip.

1.38 Findings

1.   MetroAccess appears to have no trip denials.

2.   For data from a sample day (Wednesday, October 6, 2006) of MetroAccess service, the review team identified 72 trips (1.4 percent of total trips) dispatched as missed trips, compared to MV’s report of 36 missed trips.
3.   WMATA does not count trips as missed trips when the driver fails to wait 10 minutes after the beginning of the pickup window for the customer.  WMATA advises its customers in the MetroAccess Customer Guide that the vehicle will wait 10 minutes within the window after it arrives at the pickup location.  

4.   During team member observations, dispatchers did not make any calls to customers to confirm customer no-shows.  Confirmation with the customer can help to avoid no-shows and missed trips.

5.   Of completed MetroAccess trips on October 6, 2006, 50 vehicles arrived at the pickup address more than 30 minutes after the end of the pickup window.  This represents 1 percent of completed trips for that day.  Applying WMATA’s standard, these 50 trips are excessively late and could also be considered significantly late in the context of the DOT ADA regulations.

6.   WMATA does not have an on-time performance standard for trips with requested drop-off times.  WMATA does not measure on-time performance for drop-offs.  For many trips, such as medical appointments, work, school, and business appointments, on-time drop-offs are more important than on-time pickups.

7.   On October 6, 2006, 14 drop-offs, which accounted for 2.5 percent of scheduled drop-offs that day, were more than 30 minutes late.  These 14 trips could be considered significantly late.  In addition, 53 trips, representing 10.1 percent of scheduled appointments, were late.

8.   With the exception of missed trips, MetroAccess and MV’s “Spider” reports on service performance appear to be representative of the service being provided.
9.   Vehicle arrival and departure times were not reported by all non-dedicated service providers.
10.  A small number of runs for some carriers are not operated on some days due to vehicle shortages.  These vehicle shortages could contribute to late and missed trips.

11. Several carriers have driver shortages that affect coverage of assigned runs, potentially contributing to missed and late trips.  
12. It appears that the dispatchers’ ability to address and resolve service issues before they cause late and missed trips is limited by a relatively large number of runs assigned to each dispatcher, as well as vehicles without operating MDTs.
13. A dispatcher instructed a driver to return a customer to the pickup location and tell the customer to book a new trip when the vehicle lift failed.  By placing the responsibility on the customer to rebook the trip, this practice resulted in a missed trip.  To avoid a missed trip, the customer should have been assigned to another vehicle without having to rebook the trip or take other action.
14. Dispatchers confirm a driver’s location for a customer no-show by recording a description of the location provided by the driver.  If dispatcher used AVL to verify whether or not the driver is in the correct location, this could save time by providing a digital record of the driver’s location without entering a verbal description.  Use of the AVL could reduce the number of missed trips and free the driver and dispatcher to address other tasks.

15. The allocation of space in the MV communications center provides for effective communication among dispatchers, same-day schedulers, service call-takers, and reservations call-takers.  

16. The call-taking operation for same-day service issues relieves dispatchers of customer communications and provides dispatchers with more time to address other tasks.

17. It appears that non-MV carriers do not have access to computer monitoring information to track their drivers’ runs.  Real-time information on driver status would enable carrier dispatchers to provide driver support, such as assisting with directions and would improve on-time performance.

18. WMATA’s standard for travel time on MetroAccess does not adequately address fixed route trips that use rapid rail service.
19. WMATA currently uses a multiple (1.5) of fixed route travel time as its standard for excessively long trips on MetroAccess.  Such a standard will not identify some significantly long trips and will misidentify other trips as significantly long.  For example, were a fixed route trip to take 2 hours, a paratransit trip could be 50 minutes longer and not be considered significantly long.  Similarly, if a fixed route trip were to take 20 minutes a comparable paratransit trip of 35 minutes would be considered excessively long. 
20. WMATA does not regularly or systematically review MetroAccess service performance to identify trips with long travel times. 

21. An analysis of 41 long MetroAccess trips (travel time of more than 1.75 hours) from a one-day sample found that 20 were significantly longer than the comparable fixed route trip.  Based on the sample of over 2,800 trips, 20 significantly longer trips would likely not constitute a “substantial number.”  The actual on-time performance of MetroAccess may be worse than reported, given the unavailable pickup and drop-off data for certain trips, particularly those trips provided by the non-dedicated taxi providers.
22. Of the 20 significantly longer trips, eight originated from the same address between 2:45 and 3 p.m.  This indicates a potential pattern of long trips.  WMATA officials responded that these trips were extended at the request of the parents of the riders.
1.39 Recommendations

1. WMATA should count uncompleted scheduled trips as missed trips, when the driver fails to wait for 10 minutes after the vehicle arrival within the pickup window.  The MetroAccess Customer Guide and other rider information should be updated accordingly.
2. In consultation with the disability community, WMATA may wish to consider a shorter wait time for customers.  Five minutes is used by many ADA complementary paratransit service providers.  A shorter wait time can reduce delays to other customers, improve on-time performance, and improve operating efficiency, while still providing the customer a reasonable period to exit the building where he/she may be waiting for the vehicle.
3. MetroAccess should require dispatchers to attempt to contact customers before declaring no-shows.  This practice can avoid no-shows and missed trips caused by miscommunication, such as a driver at one door of a facility and the customer at another.

4. In consultation with the disability community WMATA should establish an on-time performance standard for trips with requested drop-off times.
5. MetroAccess and Spider reports on service performance should be revised to records trips for which the driver fails to wait for ten minutes after the beginning of the pickup window as missed trips.
6. MV should revise its procedures for obtaining vehicle arrival and departure times from non-dedicated service providers to ensure that all times are captured for performance tracking.  Without accurate and complete data, WMATA and MV cannot know how well all of its customers are being served.  Currently, MetroAccess uses taxis and other non-dedicated providers for a quarter of it trips.  Systemwide on-time performance is likely overstated, given the missing data from the non-dedicated carriers and the challenges to on-time performance for such carriers.  One option for resolving this problem would be to require drivers to report times to MV dispatchers, with financial penalties for failure to do so.  Reported times could then be entered into Trapeze by dispatchers.
7. WMATA should continue to expand its MetroAccess vehicle fleet and replace older equipment as needed to provide sufficient equipment to cover scheduled runs with an adequate supply of spare vehicles.  MetroAccess may wish to consider a higher spares ratio, such as 15 percent, particularly for older fleet segments, which are more prone to equipment problems, and for smaller carriers to ensure an adequate minimum number of spares.

8. WMATA and the MV should review driver pay scales, recruitment efforts, and driver retention incentives to assist carriers in attaining and maintaining an adequate driver roster to cover all runs.
9. WMATA and MV should review MDT performance and maintenance.  It should take actions as necessary to achieve a high rate of reliability.

10. WMATA should consider having MV increase the number of dispatch stations and dispatchers to reduce the number of runs assigned to each dispatcher.  This would enable dispatchers to address problems proactively in advance of scheduled pickup times.
11. MV should revise its procedures when a driver is unable to pickup a customer due to equipment problems.  The dispatcher should be required to dispatch another vehicle to pick up the customer as soon as possible.
12. MV should consider dispatchers’ using AVL to confirm the driver’s location—rather than relying solely on the driver’s verbal description.
13. WMATA and MV should consider providing all carriers with access to real-time information on driver status to enable carrier dispatchers to provide better driver support.
14. In consultation with the disability community, WMATA should consider revising its standard for travel time on MetroAccess.  The revised standard should consider all fixed route trips, including rapid rail.  The standard should also be an increment of time relative to fixed route travel time rather than a multiple of fixed route travel time.
15. WMATA should begin regularly analyzing MetroAccess service performance for long travel times.
16. When analyzing long MetroAccess trips, WMATA should identify particular patterns of long trips, e.g., geographic regions, particular pickup or drop-off addresses, to ensure that certain riders do not bear a disproportionate burden of poor service

2 Resources
The team reviewed MetroAccess equipment staffing and funding to identify limits in capacity to provide ADA complementary paratransit service.

2.1 Budget Process
WMATA uses a July 1 to June 30 Fiscal Year (FY) for accounting and budgeting.  The budget for MetroAccess services is built on the service contract with MV, its paratransit broker.  The contract period is eight years with a four year base and two 2-year renewal options.  The contract began at the beginning of 2006.  The contractor was selected on a “best value” basis.  WMATA also has separate MetroAccess contracts with National Rehabilitation Hospital and Greater Southeast Community Hospital for services to assist in determining applicant eligibility.
The MV transportation services are subcontracted to carriers.  The carriers are responsible for hiring drivers, garaging and maintaining vehicles, and overseeing daily vehicle pullout and pull-in.  Approximately 80 percent of the contract transportation services are provided by carriers whose operation is fully dedicated to MetroAccess service, and approximately 20 percent of the service is provided by non-dedicated service carriers, including taxi operators.
The principal cost elements of WMATA’s contract with MV are: annual fixed cost; a revenue hour reimbursement for dedicated service; and a per trip reimbursement for taxi service.  The contract includes provisions for annual cost escalation and a ceiling price (a not to be exceeded cost amount).

In addition to escalation in rates, the contract provides for an annual increase in service levels through annual increases in service hours.  The service hours are based on number of passenger trips and passenger trips per hour.  A straight line growth rate, based upon historical passenger trip volumes, was used in the contract.  The level of hours is reviewed and adjusted annually if there is large variance between the prior year’s actual passenger trips and the growth projected in the contract.
Operating and capital expenditures are financed separately.  Capital expenditures include vehicle, computer, telephone system, and other equipment purchases.

The WMATA budget process begins in August/September.  The initial budget request is based upon the projected demand increase included in the MV contract.  The initial budget request includes MV’s projected costs for service, eligibility contractor costs, and miscellaneous costs, including cost of WMATA administration of the service.  The FY 2008 budget of more than $56 million reflects an increase of approximately 2 percent from FY 2007.  Approximately $53 million of the budget is for MV services.
In October, the WMATA Budget Office reviews departmental budgets and makes adjustments.  For FY 2008, the amount for MetroAccess was increased to restore money for projected service growth rates.  In November, the budget is revised.  In December, the WMATA budgets are finalized, and in January, the budgets are presented to the WMATA Board of Directors for approval.

During the year, service costs are monitored on a monthly basis.  Should costs exceed budget due to unexpectedly high passenger trip volumes or for other reasons, MetroAccess can request supplemental funding from the Budget Office.  All such requests have been approved in the past.  This indicates that there is no funding limitation to providing service in response to unexpected increases in demand.

2.2 Estimate for Demand
In the MV contract, WMATA uses a straight line growth rate to estimate passenger trips, based on historical trip volumes.  The trip volumes and driver productivity factors are used to estimate driver hours and associated costs.  If there is large variance between the prior year’s actual passenger trips and the growth projected in the contract, MetroAccess managers adjust the level of driver hours in the preliminary budget proposal.  The request for proposals for the current service contract included an annual passenger trip growth rate of approximately 14 percent through the year 2013, the end of contract.  The current service contract also includes productivity levels that start at 1.25 passenger trips per hour in 2006 and increase 1.45 trips per hour in 2010.
Table 10.1 presents projected and actual ridership and registrants for MetroAccess service.  In 2002, WMATA contracted with HLB Decision Economics, Inc. to develop demand projections for MetroAccess service for the period 2002 through 2007.  The estimates anticipated achievement of market equilibrium or saturation in 2007 with 1.94 million annual passenger trips, based on annual growth of about 22 percent until that year.  The actual average growth from 2002 through 2006 was 18.5 percent, with FY 2006 actual ridership of 1.36 million passenger trips.  During recent years the rate of growth for passenger trips has declined from 31.7 percent in FY 2003 to 8.1 percent in FY 2006.  Budgets for FY 2005 and FY 2006 provided for more trips than were completed in those years.  The FY 2007 budget provides for a 14 percent increase in trips, which appears adequate based on forecasts and actual trip rates in recent years.

2.3 Operating Resources

Reservations Resources

At the time of the review team’s site visit, MetroAccess employed 30 full-time and five part-time employees for taking customer reservations.  These call-takers each have a workstation with computer and telephone.  As discussed in Section 7 of this report, this appears to be a sufficient number of call-takers.  These call-takers can take calls for reservations and for “Where’s my ride?” calls, giving MetroAccess the flexibility to re-allocate staff as needed to meet the flow of the calls.  However, as discussed in Section 7, there are times during the day when hold times increase considerably.  MetroAccess should be able to meet these peaks in demand with its current workforce by adjusting work shifts to meet afternoon peak and staggering lunch breaks to avoid mid-day drops in performance
Table 10.1 – MetroAccess Passenger Trip Projections

	
	Data Source
	FY
	2002
	2003
	2004
	2005
	2006
	2007

	Registrants
	Actual
	
	
	       12,835 
	       12,826 
	       14,956 
	       15,850 
	        16,000 

	
	
	Annual Increase
	
	 N/A 
	-0.1%
	16.6%
	6.0%
	0.9%

	Passenger Trips
	HLB Forecast *
	
	      738,284 
	      853,896 
	1,051,796
	1,291,527
	  1,582,832 
	    1,937,461 

	
	
	Annual Increase
	
	15.7%
	23.2%
	22.8%
	22.6%
	22.4%

	
	
	Cumulative Increase
	
	15.7%
	42.5%
	74.9%
	114.4%
	162.4%

	
	WMATA Budget
	
	
	      688,739 
	      915,725 
	   1,455,000 
	  1,445,620 
	    1,648,007 

	
	
	Annual Increase
	
	
	33.0%
	58.9%
	-0.6%
	14.0%

	
	
	Cumulative Increase
	
	-7%
	24%
	97%
	96%
	123%

	
	Actual
	
	738,284 
	972,425 
	1,112,358 
	 1,253,948 
	1,355,898 
	

	
	
	Annual Increase
	
	31.7%
	14.4%
	12.7%
	8.1%
	 

	
	
	Cumulative Increase
	
	31.7%
	50.7%
	69.8%
	83.7%
	


* WMATA Paratransit Demand 12/6/2002 - Lower Forecast - Trips Completed

Overall, MetroAccess appears to have sufficient equipment to handle reservations (workstations, phone equipment, telephone line capacity).

Scheduling Resources

As discussed in Section 8 of this report, at the time of the on-site review, MetroAccess had a lead scheduler and four other full-time schedulers.  One additional full-time scheduler was set to begin work shortly after the on-site review.  The lead scheduler has worked for MetroAccess since 2001, including working for the previous broker.  In general, the assistant schedulers each have primary responsibility for particular geographic areas within the MetroAccess service area: the two Maryland counties, Virginia, and Washington, DC.
Given the current process used by the broker to schedule trips, there is sufficient staff to handle the daily scheduling.  However, the current process does not appear to have great potential to increase vehicle productivity, which is a key factor in WMATA budget projections.  The current process is the same as used by the previous broker.  In addition, the other schedulers have limited experience and will be facing increasing pressure as ridership increases.  
As discussed in Section 8, the proportion of trips left unscheduled until the day of service (about 1 percent of total demand) is reasonable. 
Transportation Resources

Vehicles.  As discussed in Section 9 of this report, WMATA provides the vehicles for its dedicated carriers.  In the budget process, the specific number of vehicles to be provided is determined by projected passenger trips, driver productivity, and the proportion of service to be operated by dedicated carriers.  MetroAccess vehicle needs projections, based upon the preceding criteria, are presented in Table 10.2.

Table 10.2 – MetroAccess Projected Vehicle Needs

	
	Total Estimated Dedicated Vehicle Requirement

	FY2006
	245

	FY2007
	259

	FY2008
	295

	FY2009
	313

	FY2010
	357

	FY2011
	407

	FY2012
	464

	FY2013
	529


Based on a review of runs currently assigned to each dedicated carrier, the number of vehicles needed to cover all runs assigned to the dedicated carriers was 397
 on December 6, 2006.  The number of vehicles far exceeds the 245 vehicles projected in the MetroAccess budget.  The shortfall in the number of vehicles needed for run coverage and the number of vehicles identified in the budget requirements is addressed in part by purchasing vehicles in excess of the projected need, use of older vehicles that had been scheduled for deactivation, and use of vehicles either owned or leased by the carriers.  Even when all of these vehicles are included, the amount of available equipment still falls short of the amount needed to cover all peak runs and maintain a slim ratio 12 percent spares.
Table 9.3 in Section 9 presents the distribution of MetroAccess vehicles by age for each dedicated carrier.  The fleet roster, as of December 6, 2006, included a number of older vehicles, including 63 vehicles that were four years old or older.  Interviews with managers of several MetroAccess carriers indicated that these vehicles are expectedly less reliable than newer vehicles.  MetroAccess’ dependence on these less reliable vehicles is a chief cause of the periodic shortages of sufficient equipment to cover all scheduled runs.

In addition, operating with limited spare vehicles places a strain on service by requiring runs and trips to be reassigned to other operators.  These reassignments can be disruptive to service and result in late and missed trips.  Although reassignment of runs and trips is often unavoidable, providing sufficient vehicles, including spares, can help to eliminate avoidable reassignment of trips and runs.
Drivers.  Assuming a need for 1.25 drivers per weekday run to reliably cover scheduled runs, it appears that some carriers have an insufficient number of drivers.  During visits to carrier facilities, managers of several carrier operations confirmed that driver shortages sometimes result in lack of coverage for scheduled runs.  Table 9.9 in Section 9 presented the apparent shortage of drivers at three of the dedicated carriers.
As with vehicle shortages, reassignment of runs and passenger trips to address uncovered runs can disrupt service and contribute to late and missed trips.  Adequate driver staffing can help to eliminate avoidable run reassignments and associated potential service disruption.
Dispatch.  As discussed in Section 9 of this report, it is common for a dispatcher in a paratransit operation to be assigned from 20 to 30 runs to monitor and direct.  The number of runs assigned depends upon several factors, such as the dispatch system equipment, predictability of traffic, and the experience and ability of the dispatcher.  Optimally, in well-staffed dispatch operations, dispatchers will identify potential late runs 30 to 60 minutes in advance so that passenger trips can be moved and schedules maintained.  As presented in Table 9.7, MetroAccess dispatchers are each assigned from 30 to more than 40 runs.  Reviewers also observed two of the dispatchers working for several hours.  Both dispatchers were consistently reacting to drivers’ calls and responding to problems after the fact, rather than focusing on addressing late runs in advance of problems.  The number of vehicle without operating MDTs contributed to the dispatchers’ work load by requiring radio communication with the drivers to track trip status.
It appears that that the number of vehicles without operable MDTs, coupled with the relatively large number of runs assigned to each dispatcher, limits the dispatchers’ ability to address service problems in advance.  Increasing dispatch capacity sufficient to address late runs in advance can both improve on-time performance and reduce missed trips.

2.4 Findings
1.   WMATA appears to strongly support MetroAccess funding.

2.   The FY 2006 budget provides for a 14 percent increase in trips, which appears adequate based on forecasts and actual trip rates in recent years.
3.   There appears to be a sufficient number of call-takers to handle the MetroAccess call volume.  However, MetroAccess does not appear to be adjusting work shifts of the call-takers to best meet the peak afternoon calling period.  Also, the large number of simultaneous call-taker lunch breaks leads to a drop in hold time performance during the mid-day.
4.   MetroAccess has sufficient schedulers to meet its current needs.  On the other hand, the current scheduling process appears to have limited potential for increasing vehicle productivity, which is a key element of WMATA budget projections.
5.   MetroAccess does not have a fleet of sufficient size to cover all scheduled runs all of the time.

6.   MetroAccess carriers do not have sufficient number of drivers to cover all scheduled runs all of the time.

7.   It appears that that the number of vehicles without operable MDTs, coupled with the relatively large number of runs assigned to each dispatcher, limits the MetroAccess dispatchers’ ability to address service problems in advance.  Increasing dispatch capacity so that it is sufficient to address late runs in advance can both improve on-time performance and reduce missed trips.
2.5 Recommendations
1. MetroAccess should increase the number of call-takers working during the afternoon peak, when call volumes increase significantly compared to the mid-day and early afternoon.  This can be done by adjusting the work shifts of current call-takers, or by employing additional call-takers.
2. MetroAccess should review productivity levels assumed in its budget process to ensure that projected productivity levels are realistic based on current performance and efforts to improve productivity.  Funding decisions based on overly optimistic productivity assumptions could result in insufficient financial resources to provide acceptable levels of service.   
3. WMATA should review its fleet procurement program to ensure that the broker and each carrier has sufficient fleet, including 12 percent, spares to cover assigned weekday peak period runs.  WMATA should also consider a higher spares ratio, especially for the older elements of the fleet.
4. WMATA, MV, and the carriers should review driver staffing levels and recruitment and retention, and take action as needed to assist carriers in providing a sufficient number of drivers to cover all scheduled runs all of the time.

5. WMATA and MV should review dispatcher staffing and increase staffing as needed to permit dispatchers to proactively address service problems in advance of late vehicle arrivals.
Attachment A

WMATA Response

Attachment B

On-Site Review Schedule

	Time
	Activity
	Who
	Where

	Monday, December 4, 2006

	12:00 noon
	· Opening Conference
	All
	600 Fifth St., NW

	12:30 p.m.
	· Review information requested & policies & procedures with WMATA Managers
	All
	

	2:00 p.m.
	· Tour facility
	All
	8405 Colesville Road, Silver Spring

	2:00 p.m.
	· Review telephone system and performance

· Review budget and resources

· Review eligibility process and records
	Hamwey

Kidston

Chia
	

	3:00 p.m.
	· Observe call-takers; record trip request information
	Hamwey/ Kidston
	

	Tuesday, December 5, 2006

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

· Review MetroAccess complaints

· Observe call-takers; record trip request information
	Kidston

Hamwey

Chia, Klein
	Silver Spring

	10:00 a.m.
	· Review MetroAccess complaints

· Continue review of budget and resources

· Continue review of eligibility process and records
	Klein

Kidston

Chia
	

	1:00 p.m.
	· Carrier site visit: MV Beltsville

· Continue review of on-time performance

· Document & analyze service area, hours & fares
	Chia/Klein

Kidston

Hamwey
	Beltsville, MD

Silver Spring

	3:00 p.m.
	· Observe MetroAccess dispatch

· Observe call-takers; record trip request information
	Kidston

Hamwey
	

	Wednesday, December 6, 2006

	8:00 a.m.
	· Carrier site visit: MV Capitol Heights, Metro Health Tech Services

· Observe MetroAccess dispatch
	Kidston/ Hamwey

Chia
	Capitol Heights, MD

Silver Spring

	10:00 a.m.
	· Meet with MetroAccess schedulers
	Chia
	

	1:00 p.m.
	· Carrier site visit: Battle’s, Wheelchair Associates

· Continue review of on-time performance

· Continue analysis of service area, hours & fares
	Chia/Klein

Kidston

Hamwey
	Washington

Silver Spring

	3:00 p.m.
	· Conduct trip length analysis
	Hamwey
	


	Thursday, December 7, 2006

	8:00 a.m.
	· Carrier site visit: Challenger, Regency, Beltway Metro

· Observe MetroAccess dispatch

· Continue review of telephone system and performance
	Kidston, Klein

Chia

Hamwey
	Gaithersburg, MD

Silver Spring

	10:00 a.m.
	· Meet with MetroAccess schedulers

· Continue trip length analysis
	Chia

Hamwey
	

	2:00 p.m.
	· Briefing with MetroAccess manager
	All
	

	3:00 p.m.
	· Continue analysis
	All
	

	Friday, December 8, 2006

	Morning
	· Complete preliminary data analysis & remaining detail work

· Prepare materials for debriefing session
	All
	Silver Spring

	1:00 p.m.
	· Exit Conference
	All
	600 Fifth St., NW


Attachment C

MetroAccess Customer Guide

(revised February 2006)

Attachment D

MetroBus Routes Operating Before 5:30 a.m.

And/or After Midnight on Weekdays

	Route Number
	Route Description
	First Trip Begins
	Last Trip Ends

	13A
	Reagan Airport-Pentagon
	5:09 a.m.
	

	32
	Pennsylvania Ave Line
	4:16 a.m.
	2:40 a.m.

	35
	Pennsylvania Ave Line
	4:47 a.m.
	3:01 a.m.

	34
	Pennsylvania Ave Line
	4:22 a.m.
	12:40 a.m.

	36
	Pennsylvania Ave Line
	5:03 a.m.
	2:13 a.m.

	38B
	Ballston Farragut Sq
	5:20 a.m.
	1:48 a.m.

	42
	Mount Pleasant Line
	4:23 a.m. 
	2:08 a.m.

	52
	14th Street Line
	4:12 a.m.
	2:53 a.m.

	53
	14th Street Line
	5:09 a.m.
	

	54
	14th Street Line
	4:22 a.m.
	2:16 a.m.

	64
	Fort Totten-Petworth
	5:11 a.m.
	1:10 a.m.

	62
	Takoma-Petworth
	4:32 a.m.
	1:01 a.m.

	66
	Petworth-11th Street
	5:27 a.m.
	12:41 a.m.

	68
	Petworth-11th Street
	4:48 a.m.
	12:16 a.m.

	70
	Georgia Ave-7th Street
	4:05 a.m.
	3:03 a.m.

	71
	Georgia Ave-7th Street
	5:01 a.m.
	

	80
	North Capitol Street
	4:33 a.m.
	2:19 a.m.

	82
	College Park
	4:45 a.m.
	12:31 a.m.

	83
	College Park
	5:24 a.m.
	

	86
	College Park
	5:26 a.m.
	

	84
	Rhode Is-New Carrollton
	4:53 a.m.
	

	90
	U Street-Garfield
	4:25 a.m.
	1:03 a.m.

	92
	U Street-Garfield
	4:42 a.m.
	2:37 a.m.

	93
	U Street-Garfield
	4:28 a.m.
	2:53 a.m.

	94
	Stanton Road
	5:10 a.m.
	12:49 a.m.

	96
	East Capitol-Cardozo
	4:45 a.m.
	1:41 a.m.

	A12
	MLK Jr Highway
	4:57 a.m.
	1:16 a.m.

	A2
	Anacostia-Congress Hts
	5:06 a.m.
	

	A42
	Anacostia-Congress Hts
	4:13 a.m.
	1:16 a.m.

	A46
	Anacostia-Congress Hts
	4:00 a.m.
	3:15 a.m.

	A48
	Anacostia-Congress Hts
	4:20 a.m.
	2:48 a.m.

	A6
	Anacostia-Congress Hts
	4:58 a.m.
	12:50 a.m.

	A7
	Anacostia-Congress Hts
	5:21 a.m.
	

	A8
	Anacostia-Congress Hts
	5:14 a.m.
	12:43 a.m.

	A4
	Anacostia-Fort Drum
	4:55 a.m.
	12:53 a.m.

	B2
	Bladensburg-Anacostia
	4:32 a.m.
	1:26 a.m.

	D6
	Sibley-Stadium-Armory
	4:11 a.m.
	2:25 a.m.

	D12
	Oxon Hill-Suitland
	5:11 a.m.
	12:59 a.m.

	D14
	Oxon Hill-Suitland
	4:44 a.m.
	12:24 a.m.

	D2
	Glover Park-Dupont
	
	1:23 a.m.

	D4
	Ivy City-Union Station
	4:04 a.m.
	1:22 a.m.

	D8
	Hospital Center
	
	1:08 a.m.

	E2
	Military Road-Crosstown
	4:55 a.m.
	1:45 a.m.

	F2
	Chillum Road
	5:25 a.m.
	

	F14
	Sheriff Road-Capitol Hts
	4:39 a.m.
	

	G2
	P Street-LeDroit Park
	5:10 a.m.
	12:48 a.m.

	G8
	Rhode Island Ave
	4:44 a.m.
	12:45 a.m.

	H2
	Crosstown
	
	12:41 a.m.

	H3
	Crosstown
	4:42 a.m.
	

	H4
	Crosstown
	5:29 a.m.
	1:52 a.m.

	H6
	Brookland-Fort Lincoln
	4:24 a.m.
	1:46 a.m.

	H8
	Park Road-Brookland
	5:00 a.m.
	1:15 a.m.

	J13
	Marlboro Pike
	4:37 a.m.
	1:02 a.m.

	K12
	Forestville
	5:11 a.m.
	12:18 a.m.

	K13
	Forestville
	5:07 a.m.
	12:59 a.m.

	K6
	New Hampshire-Maryland
	4:56 a.m.
	12:50 a.m.

	L2
	Connecticut Ave
	5:05 a.m.
	12:58 a.m.

	L8
	Connecticut Ave-Maryland
	5:19 a.m.
	

	M6
	Fairfax Village
	5:00 a.m.
	1:25 a.m.

	N6 
	Massachusetts Ave
	
	12:44 a.m.

	N8
	Van Ness-Wesley Hts
	
	12:07 a.m.

	P6
	Anacostia-Eckington
	5:00 a.m.
	12:54 a.m.

	P12
	Eastover-Addison Road
	4:43 a.m.
	1:03 a.m.

	R1
	Riggs Road
	5:25 a.m.
	

	R2
	Riggs Road
	5:18 a.m.
	

	R12
	Kenilworth-New Carlton
	5:08 a.m.
	

	R4
	Queens Chapel Road
	5:03 a.m.
	

	S2
	16th Street
	4:12 a.m.
	2:24 a.m.

	S4
	16th Street
	4:31 a.m.
	1:24 a.m.

	T18
	Annapolis Road
	5:15 a.m.
	

	U4
	Sheriff Road-River Terr
	4:42 a.m.
	12:52 a.m.

	U6
	Mayfair-Marshall Heights
	4:43 a.m.
	1:35 a.m.

	U8
	Capitol Hts-Benning Hts
	4:15 a.m.
	3:57 a.m.

	V12
	District Heights-Suitland
	4:55 a.m.
	12:59 a.m.

	V7
	Minnesota Ave-M Street
	4:39 a.m.
	1:55 a.m.

	V9
	Minnesota Ave-M Street
	5:00 a.m.
	

	W13
	Bock Road
	5:05 a.m.
	

	W15
	Camp Springs-Indian Head
	5:29 a.m.
	

	W2
	SE Comm Hosp-Anacostia
	
	1:06 a.m.

	W4
	Deanwood-Alabama Ave
	5:03 a.m.
	12:46 a.m.

	W6
	Garfield-Anacostia Loop
	
	1:06 a.m.

	W8
	Garfield-Anacostia Loop
	
	12:51 a.m.

	X2
	Benning Road-H Street
	4:07 a.m.
	2:52 a.m.

	B22
	Bowie State University
	5:00 a.m.
	

	B24
	Bowie-Belair
	5:04 a.m.
	

	C12
	Hillcrest Heights
	5:04 a.m.
	

	C2
	Greenbelt-Twinbrook
	5:14 a.m.
	

	C4
	Greenbelt-Twinbrook
	4:23 a.m.
	1:48 a.m.

	C22
	Central Avenue
	4:48 a.m.
	

	C26
	Central Avenue
	5:15 a.m.
	

	C28
	Pointer Ridge
	5:15 a.m.
	

	F4
	Prince George-Silver Spring
	5:20 a.m.
	

	F6
	Prince George-Silver Spring
	5:27 a.m.
	

	H12
	Marlow Hts-Temple Hills
	5:02 a.m.
	1:16 a.m.

	H13
	Marlow Hts-Temple Hills
	
	12:48 a.m.

	J2
	Bethesda-Silver Spring
	4:45 a.m.
	1:06 a.m.

	P17
	Oxon Hill-Ft Washington
	5:12 a.m.
	

	Q2
	Veirs Mill Road
	4:09 a.m.
	1:08 a.m.

	T17
	Greenbelt 
	4:58 a.m.
	

	T2
	River Road
	5:28 a.m.
	

	V15
	District Hts-Seat Pleasant
	5:15 a.m.
	

	Y9
	Georgia Av-Maryland Line
	4:29 a.m.
	1:09 a.m.

	Z2
	Colesville-Ashton
	5:26 a.m.
	

	Z6
	Tanglewood-Westfarm
	5:03 a.m.
	

	Z8
	Fairland
	4:50 a.m.
	1:19 a.m.

	1F
	Wilson Blvd-Fairfax
	5:00 a.m.
	12:45 a.m.

	2A
	Washington-Vienna-Oakton
	4:53 a.m.
	12:53 a.m.

	3E
	Lee Highway
	5:04 a.m.
	12:46 a.m.

	4B
	Pershing Dr-Arlington Blvd
	
	12:46 a.m.

	4H
	Pershing Dr-Arlington Blvd
	
	12:03 a.m.

	7A
	Lincolnia-N. Fairlington
	5:05 a.m.
	12:54 a.m.

	7F
	Lincolnia-N. Fairlington
	
	12:19 a.m.

	9A
	Huntington-Pentagon
	4:30 a.m.
	1:54 a.m.

	10A
	Hunting Twrs-Ballston
	4:54 a.m.
	1:01 a.m.

	10B
	Hunting Twrs-Ballston
	5:10 a.m.
	1:24 a.m.

	13A
	National Airport-Pentagon
	5:09 a.m.
	

	16A
	Columbia Pike
	4:41 a.m.
	

	16B
	Columbia Pike
	4:35 a.m.
	

	16E
	Columbia Pike
	
	1:38 a.m.

	16G
	Columbia Hts-Pentagon
	4:52 a.m.
	

	23A
	McLean-Crystal City
	
	1:11 a.m.

	25P
	Ballston-Bradlee-Pentagon
	
	12:13 a.m.

	28B
	Alexandria-Tysons Corner
	
	12:20 a.m.

	REX
	Richmond Highway Exp
	5:12 a.m.
	


Attachment E

Application for MetroAccess Service
Attachment F

Sample Letter for Applicant Determined Not Eligible
For MetroAccess Service
Attachment G

MetroAccess Eligibility Appeal Process
Attachment H

Calculations for MetroAccess Projected Fleet Needs
MetroAccess Projected Fleet Needs: FY 2006 to FY 2013
	FY
	Projected Trips1
	(A) Estimated Dedicated Vehicle Trips 2
	Estimated Non-Dedicated Vehicle Trips 3
	Estimated Taxicab Trips 4
	(A) Adjusted for Productivity Increase 5
	Estimated Dedicated Vehicle Required 6
	12% Spare Ratio
	Total Estimated Dedicated Vehicle Required
	Less Vehicles Provided
	Vehicle Purchase Required
	MDT Purchase Required

	2006
	1,445,620
	1,156,496
	144,562
	144,562
	925,197
	219
	26
	245
	64
	181
	258

	2007
	1,648,007
	1,318,405
	164,801
	164,801
	976,597
	231
	28
	259
	0
	259
	272

	2008
	1,878,728
	1,502,982
	187,873
	187,873
	1,113,320
	264
	32
	295
	0
	295
	310

	2009
	2,141,750
	1,713,400
	214,175
	214,175
	1,181,655
	280
	34
	313
	0
	313
	329

	2010
	2,441,595
	1,953,276
	244,159
	244,159
	1,347,087
	319
	38
	357
	0
	357
	375

	2011
	2,783,418
	2,226,734
	278,342
	278,342
	1,535,679
	364
	44
	407
	0
	407
	428

	2012
	3,173,096
	2,538,477
	317,310
	317,310
	1,750,674
	414
	50
	464
	0
	464
	487

	2013
	3,617,330
	2,893,864
	361,733
	361,733
	1,995,768
	472
	57
	529
	0
	529
	556

	
	
	
	
	
	
	
	
	
	
	
	

	
	Assumptions:

	1. Constant growth rate of 14%

	2. 80% of projected trips.

	3. 10% of projected trips.

	4. 10% of projected trips.

	5. Productivity of 1.25 trips per revenue hour in FY 2006; 1.35 trips per revenue hour from FY2007 through FY2008 and 1.45 trips per revenue hour from FY2009 through FY2013.

	6. Estimated dedicated vehicle trips adjusted for productivity / 352 trips per dedicated vehicle per month.



Source: WMATA Office of MetroAccess Service

� Creating a batch schedule involves scheduling trip requests in a single process, usually with the intent of creating more efficient schedules; this contrasts with “real-time” scheduling, in which trip requests are scheduled strictly in the order in which the requests are received.


� There are similar instances in the trip duration analysis where estimates are used, but similar explanations of the process are not provided.  Similar conclusions regarding accuracy apply to each of those steps as well.  Again, this analysis is only meant to give an indication of whether or not there are substantial numbers of significantly long trips.


� This conclusion assumes that the 1,700 unanalyzed trips had a similar proportion of long trips, and also that those trips in the sample that were not analyzed due to travel times under one hour and 45 minutes would be unlikely to be considered a significantly long trip.


� Table 9.4 in Section 9 presents the vehicles required by each carrier.  
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