






OPERATIONS COMMITTEE









   NOVEMBER 21, 2002


SUBJECT:     ACCESS SERVICES ISSUES

ACTION:       APPROVE FUNDING, SERVICE AND ORGANIZATIONAL 

                        RECOMMENDATIONS

RECOMMENDATIONS

A. Amend the FY 03 budget to increase the budget for Access Services by $5,000,000 for a maximum MTA funding of $63,601,051.

B. Establish $61,800,000 as the FY 04 budget for Access Services and approve the FY 04 Paratransit Plan principles (Attachment A). 
C. Retain Access Services as the provider of complementary paratransit services required by the Americans with Disabilities Act (ADA).
D. Adopt the Certificate of Resolution (Attachment B) that will allow the MTA to become a member agency of Access Services.
E. Authorize the Chief Executive Officer (CEO) to take action to seek MTA representation on the Access Services Board of Directors and appoint staff to fill that position. 
ISSUE

In May 2002, the Board directed staff to “extend the current service as it exists today, under the existing budget for six months and report back” and also “commence a process of evaluating other vendors and the cost of bringing this service in-house with a report back in three months”.  In September 2002, staff presented a report that provided organizational options for Board consideration.  The Board agreed on two options, to continue Access Services or to contract management, and directed staff to evaluate both options and report back with recommendations. 

POLICY IMPLICATIONS

The MTA created Access Services in 1994 to coordinate the ADA required complementary paratransit services for Los Angeles County consistent with the adopted Countywide Paratransit Plan, which had been transmitted to the FTA.  Approval of Recommendation C, to retain Access Services as the provider of

ADA paratransit service will continue the existing structure for delivery of service, keeping intact the coordinated efforts of the existing 42 fixed route operators and member agencies of Access Services.  


The MTA, both as an operator and as the regional planning and programming agency, continues to have the responsibility to ensure compliance with the ADA.  Recent increases in demand for service and the associated increases in costs, combined with input from customers regarding service options have raised policy issues that are addressed in this report.  Approval of Recommendation D, subject to approval by the Access Services Board of Directors, will allow the MTA to become a member agency of Access Services and provide opportunity for more input on issues relative to ADA paratransit and accessibility of public transportation in general, thereby strengthening the MTA’s efforts to ensure compliance with the ADA.  Approval of Recommendation E, authorizing the CEO to seek representation for the MTA on the Access Services Board of Directors, will further increase our effectiveness by providing MTA a vote at the monthly Board meetings.  Presently, the MTA has ex-officio (non-voting) representation.  

OPTIONS CONSIDERED

As indicated in the report and attachments, staff considered two distinct paths, one of substantial change and one of minor modifications regarding organization, governance and service delivery alternatives. 

FINANCIAL IMPACT

This action will increase the FY 03 budget, Special Revenue fund, appropriation by $5.0 million.  The funds are available in the Proposition C Discretionary fund balance.  

For FY 03, the Board had previously approved funding allocations for Access Services totaling $58,601,501.  This one-time augmentation would be funded from Proposition C Discretionary Funds and would continue the existing service plan for the remainder of the fiscal year increasing MTA funding to $63,601,501.  For FY 04, Access Services indicates that the service modifications contained in their FY 04 Paratransit Plan can be implemented beginning in July 2003, with a cost not to exceed the target budget goal of $61.8 million, which is the inflated budget number from the existing Access Services Business Plan, approved by the Board in 2000. 

DISCUSSION

There are three distinct, but related, issues to be discussed.  The first is the funding recommendation for FY 03, the second is the FY 04 Paratransit Plan principles, and the third is the recommended organizational structure.

FY 03 Funding

Following the Board action in May to continue the existing service plan for six months with the existing budget, staff reviewed the current year budget and key cost components and also considered the potential for mid-year service modifications.  In general, the conclusions were that, similar to fixed route operation, the major cost components were the operation and maintenance costs of service delivery.  Although some cost saving modifications may be possible in the longer term, there were no significant cost reductions that could be implemented this fiscal year.  These cost saving modifications will be contained in the FY 04 Paratransit Plan and the subsequent Five-year Business Plan. 

At the May Board meeting, Access Services estimated that up to an additional $10 million would be necessary to maintain the existing service for another year.  Based upon current projections of demand, this estimate has been revised to $5 million for FY 03.  Staff concurs that the funding request is appropriate and believes that this expenditure will provide a good transition to the service and policy modifications contained in the FY 04 Paratransit Plan.

FY 04 Paratransit Plan

Over the last several months, Access Services has convened a thorough series of community meetings (ten were held in September, another ten in October and four were scheduled for both November and December), providing representatives from its customers and the community to discuss and give input on the many inter-related pieces that are contained in the delivery of ADA paratransit service.

The Paratransit Plan principles were presented to the member agencies at the November 14, 2002 Annual Meeting and are scheduled for approval by the Access Services Board on December 9, 2002.  The principles are contained in Attachment A.  An outline of the plan is as follows:  

· Develop a plan based on realistic expectations of ridership, productivity and costs, utilizing input from the community,

· Encourage improved fixed route accessibility throughout LA County by encouraging MTA and other fixed route service providers to increase not only their vehicle accessibility, but to improve the pathways that lead to and from transit stops to make them more useable to people with disabilities,

· Seek separate funding through a foundation to encourage and foster creative approaches to providing improved mobility to people with disabilities outside its responsibilities as the ADA complementary paratransit provider for the member agencies and the MTA. 

The primary service elements of the FY04 Paratransit Plan are:

· A shift to more emphasis on next day service, with reservation hours from 6 AM to 10 PM, which will allow the providers to schedule more shared rides and subscription trips, thus improving productivity. 

· The retention of some same day service, including the availability of a taxi subsidy program, similar to the City of Los Angeles’ CityRide program. 

The service elements described above can be implemented within the existing Business Plan budget of $61.8 million.  

Organizational Structure 

Both organizational alternatives recommended by the Board for further evaluation are similar in nature, since they both retain an independent entity or broker, to oversee the operations of the ADA complementary paratransit service.  The primary question was whether Access Services and its associated process and practices were capable of delivering services that provided mobility, recognized cost issues, and were supported by the users of the system, or would an alternative, private sector management or brokering firm have more of an ability to successfully meet those same objectives.

The staff recommendation is to retain Access Services, but increase MTA participation by:  

· Becoming a member agency to allow more direct input to changes in the structure of Access Services and the paratransit service design process

· Seeking representation on the Access Services Board to provide a vote on policy issues at the monthly Board meetings

· Appointing staff to fill that position

Since the Board action in May, staff has been working with Access Services on a variety of funding, policy, service and administration issues.  Concurrently staff has been researching and evaluating both options.  Staff has reached the following conclusions:

· The work done by Access Services since the May Board meeting has been exemplary in improving community participation and developing consensus towards a new process for the provision of services for people with disabilities. 

· This work, and its continuation, which staff strongly supports, has the potential to provide the foundation for both successful implementation of the paratransit plan recommendations and the development of a sustainable Business Plan with financial controls.

· As indicated above, increased MTA participation in Access Services provides more direct connection to the overall process and offers the opportunity for improved communication with member agencies, other service providers and the communities within Los Angeles County to improve accessibility for people with disabilities. 

The private sector brokerage model, although successfully implemented in other jurisdictions, would represent significant modifications.  When compared to the existing progress that Access Services has achieved, staff believes that substantial change would disrupt the collaborative effort that continues to evolve in the development of a sustainable ADA paratransit plan for LA County.  A more thorough assessment of the brokerage model is included in the Organizational Assessment (Attachment C). 

NEXT STEPS

If approved by the Board, staff will continue collaboration to support implementation of the FY 04 Paratransit Plan by July 2003 and will provide updates on significant accomplishments.  Following implementation of the FY 04 Paratransit Plan, staff will work with Access Services, its member agencies and the community to develop a new five-year Business Plan for implementation in FY 05.  

ATTACHMENTS

A. FY 04 Paratransit Plan Principles
B. Certificate of Resolution

C. Organizational Assessment

Prepared by: Rich Rogers, Service Sector General Manager

                     Jim McLaughlin, Director of Transit Planning

                     Scott Greene, Transportation Planning Manager

_____________________

John B. Catoe, Jr.

Deputy Chief Executive Officer

____________________

Roger Snoble

Chief Executive Officer

ATTACHMENT B

A RESOLUTION OF THE BOARD OF DIRECTORS OF THE

LOS ANGELES COUNTY METROPOLITAN TRANSPORTATION AUTHORITY SUPPORTING

THE LOS ANGELES COUNTY COORDINATED

PARATRANSIT PLAN

Whereas, the Americans with Disabilities Act (hereinafter referred to as the “ADA”) was enacted on July 26, 1990 (Public Law 101-36); and,

Whereas, on September 6, 1991, the United States Department of Transportation (hereinafter referred to as “DOT”) issued a final rule implementing the transportation-related provisions of the ADA (49 CFR parts 27, 37, and 38, Transportation for Individuals with Disabilities); and,

Whereas, Subpart F, Sections 37.121 and 37.135 of 49 CFR 37 requires that each fixed route transit operator provide complementary paratransit service to disabled individuals, prepare a plan for implementation of such service and begin service implementation by January 26, 1992 or by the date an operator begins new fixed route service after January 26, 1992; and,

Whereas, Subpart F, Sections 37.141 of 49 CFR 37 allows the preparation and submittal of a single coordinated paratransit plan among the operators of fixed route transit service with overlapping and contiguous service areas; and,

Whereas, the Los Angeles County Metropolitan Transportation Authority (hereinafter referred to as “MTA”) operates a fixed route transit system in Los Angeles County and is required to provide ADA-eligible complementary paratransit service; and,

Whereas, Access Services Incorporated (hereinafter referred to as “ASI”), the designated Los Angeles County Consolidated Transportation Service Agency (hereinafter referred to as “CTSA”), which is mandated by state statutes to coordinate paratransit services in Los Angeles County, has implemented a countywide coordinated paratransit network (hereinafter known as “Access Services”) as the most appropriate and effective means of meeting the ADA obligations of the Los Angeles County fixed route transit operators; and,

Whereas, on behalf of Los Angeles County’s fixed route operators, the CTSA prepared and submitted the Los Angeles County Coordinated Paratransit Plan which included support resolutions from fixed route operators and cities which operate or participate in fixed route transit systems and submitted plan updates in subsequent years; and

Whereas, the DOT approved the Plan and Annual Updates to the Los Angeles County coordinated Paratransit Plan; and,

Whereas, ASI will prepare and submit said Updates to DOT in the future; and,

Whereas, ASI will provide the operations of paratransit service; and,

Whereas, the MTA has reviewed the Plan and the Annual updates and desires to fulfill its ADA-mandated paratransit obligations through participation in the coordinated paratransit plan as developed by ASI;

Now, therefore, be it resolved that

1. The MTA is committed to meeting its ADA-mandated paratransit obligations by supporting and participating in the Los Angeles County Coordinated Paratransit Plan; and,

2. The MTA does hereby agree to provide fiscal and operating data about its current fixed route services, as required by DOT and ASI, in a timely manner for inclusion in the required annual ADA Plan.  

Approved and adopted this TWELFTH day of DECEMBER 2002.

CERTIFICATION

The undersigned, duly qualified and acting as Board Secretary of the Los Angeles County Metropolitan Transportation Authority, certifies that the foregoing is a true and correct copy of a Resolution adopted at a legally convened meeting of the Board of Directors of the Los Angeles County Metropolitan Transportation Authority held on December 12, 2002.






__________________________________







Michele Jackson 






    MTA Board Secretary

ATTACHMENT C – ORGANIZATIONAL ASSESSMENT

Overview

The two organizational options approved by the Board for additional consideration are similar in structure, as described in the September Board Report:

· “Continuation of Access Services as the countywide centralized administrative broker of services that are competitively contracted in service areas.”

· “Contracting the management of the brokerage function to one firm, which in turn would subcontract for the operation of the services. This alternative would replace the public employees at Access Services with those of a private management firm and give that firm the ability to select service operators.”

The key word is brokerage, or intermediary manager, and the primary difference in the two options is whether the brokerage is public or private.  Each has advantages and disadvantages, however, as described in Recommendation C, staff believes that the retention of Access Services as the countywide broker is the best alternative. 

Access Services 

Access Services was created to provide the complementary paratransit service required by the Americans with Disabilities Act.  Although every fixed route operator has the responsibility to provide these services, it appeared that duplicative services could be eliminated and a uniform countywide system could be developed through Access Services, augmented by existing local dial-a-ride programs. 

Access Services has 42 member agencies, including Municipal and Local operators, and a seven-member Board of Directors (with one representative from the City of Los Angeles, the County of Los Angeles, the League of Cities, the Municipal Operators, the Local Operators, the County Commission On Disabilities and the Independent Living Centers).  The Board of Directors has the responsibility for financial, staffing and operational decisions.

Access Services has 68 budgeted staff positions, including an Executive Director and management and administrative staff who oversee contractual arrangements with multiple providers to operate ADA paratransit service throughout the county.  The staff also oversees major contracts for the customer service call center and for eligibility determination.  Under Federal guidelines, only the contracted functions of Access Services are eligible to be funded through the Federal Transit Administration (FTA)  Section 5310 grant.  Any function that is provided directly by Access Services staff is paid for with Proposition C or with fare revenue.  

Access Services has three major departments:  Operations, Finance, and Governmental/Community Services.  The majority of staff reside in the Operations Department which oversees all aspects of the seven private service providers and two public entities under contract to Access Services including driver training, vehicle maintenance, reservations, scheduling/dispatch, and delivery of the service.  An Operations Monitoring Center, staffed around the clock by Access Services employees, responds to immediate service issues including “Where’s My Ride?” calls from customers whose trips are late.  The Governmental/Community Services Department handles Grants Management, Complaint Responses, Eligibility Determinations and Appeals.  The Finance Department includes Human Resources, Risk Management, Information and Technology, Accounting, Audit, and Procurement.  

The MTA, in its regional role, provides virtually all the funding for Access Services by flexing Surface Transportation Program funds to a Federal Transit Administration Section 5310 grant to Access Services, providing the required local match with Proposition C Discretionary Funds and other capital grants.  The Access Services subsidy from MTA is approved annually as part of the MTA budget process and we have a Funding Agreement to provide the legal connection with Access Services.  

 Private Sector Brokerages

Private sector brokerages have been used in the management of transportation programs for a number of years.  The Access program in Pittsburgh, PA., often used as a “model” has been operating successfully since 1979.  The costs in Pittsburgh appear low at approximately $14 per passenger, but this is primarily because the average trip length is only 6.3 miles compared to 10.3 miles in Los Angeles.  Other brokerages have been either operated by national paratransit operation companies or by non-profit agencies that have developed expertise through operation of client transportation services.  Under this model, the rider calls for a reservation and the broker verifies eligibility, then assigns the trip to the most appropriate provider.  The providers usually operate under contract to the broker, and are reimbursed for each ride or each unit of service (mile or hour).  Staff contacted two of the larger providers, DynTek and LogistiCare, to receive additional information regarding their experiences and philosophies.  

WMATA Brokerage

LogistiCare has a particularly relevant contract with the Washington Metropolitan Area Transit Authority (WMATA), in Washington, D.C., to manage the brokering of ADA paratransit services on behalf of WMATA and four other fixed route operators.  The service is called MetroAccess.  LogistiCare is responsible for staffing a telephone call center and taking reservations, conducting eligibility screening and certification, providing capital, including vehicles and ITS infrastructure and managing the service operated by thirteen providers, including both dedicated and independent contractors.  MetroAccess is less than ½ the size of Access Services in terms of the number of annual passengers, which is to be expected given the population of 3.5 million compared with over 9 million in L.A. County.  About 230 dedicated vehicles operated by ten private providers carry 55% of the trips.  Three other providers with taxis and other supplemental vehicles carry the other 45% of the trips.  

Through 1999, WMATA contracted with a private company to manage the telephone call center, primarily taking reservations for service, then routing the vehicles.  WMATA staff directly managed three private carriers who delivered the service.  The average cost per passenger trip was $71 according to the Year 2000 National Transit Database, and decreased to $36.97 in 2001.  The cost per ride now registers around $27, about the same as the cost of a ride provided by Access Services here in L.A. County.   Reduced costs in MetroAccess appear to be from the contract structure, in which WMATA pays LogistiCare $23.92 per ride regardless of trip length.  WMATA previously used an hourly payment structure of about $40 per revenue vehicle hour, so the contractors received payment even if the passenger did not show up for the trip.  Under the new payment structure, WMATA only pays for completed trips.  LogistiCare also receives payments of $2.95 per reservation taken and around $35 per eligibility determination.  

LogistiCare employs about 100 people to manage and oversee MetroAccess .  Many of these employees staff the telephone call center, handling reservations, cancellations, and calls from customers whose rides are late.  LogistiCare employees also provide driver training, dispatch trips to dedicated vehicles, and monitor the service of the private carriers.  While a fair comparison is difficult without extensive knowledge of cost allocation, it appears that administrative costs of MetroAccess are about the same as Access Services, or about 6%.   

For analysis, staff applied the rates WMATA pays to Logisticare to the volume of trips, reservations, and eligibility determinations performed locally by Access Services.  The result of this exercise is that almost no cost savings would result locally if the WMATA contract structure were used.  

Other Experiences

Here in California, the major public transportation systems in the San Francisco Bay Area use a private company to broker ADA paratransit services.  ATC/Intelitran began a five-year contract in April 2000 for the San Francisco Municipal Railway (MUNI).  The broker contracts with vehicle service providers, sells taxi scrip, assists with public outreach, and performs the ADA paratransit eligibility determinations.  The contracted service providers take ride reservations, customer service calls, and schedule/dispatch all trips.  This program is also about ½ the size of Access Services, providing 1.1 million ADA trips per year.  

Across the Bay in Oakland, ATC/Intelitran also brokers a consolidated ADA paratransit service for the Bay Area Rapid Transit (BART) District and Alameda Contra-Costa County (AC) Transit, two agencies with overlapping service areas.  The brokerage employs about 70 employees.  BART and AC Transit pay the broker in two different ways, by the revenue service hour and a cost plus fixed fee for administrative and office costs.  The functions provided by the broker are much the same as in San Francisco, with the additional responsibility of taking reservations and scheduling the trips.  Four private carriers deliver the majority of paratransit service and AC Transit is a fifth carrier allocated about 20% of the trips.  Collectively, the five carriers operate 220 vehicles and serve over 700,000 passengers per year.  

Conclusion

Staff does not recommend a private sector brokerage at this time, because cost reductions would not be significant.  Additionally, there is growing community support for Access Services.  Given the exemplary community outreach conducted by Access Services in the past six months, the spirit of cooperation that exists today between Access Services staff, member agencies, and the community of riders appears to be increasing.  Given the momentum of the existing situation, staff recommends maintaining the current approach to coordinated paratransit in L.A. County, retaining Access Services as the administrative broker, and increasing MTA participation with Access Services.

The MTA had previously elected to neither be a member nor directly participate in the day-to-day governance of Access Services.  However, because there is general recognition that since the final funding decisions is made by the Board, MTA participation would appear to be logical.  The first step would be to become a member agency, which would require the MTA Board to adopt a Certificate of Resolution indicating that the agency agrees to participate in the Coordinated Paratransit Plan, as shown in Attachment B.  The next consideration would be to seek membership on the Board of Directors.

Staff also discussed alternatives for recommending who should represent the MTA.  Existing Access Services Board members are a combination of staff representing the Municipal and Local operators and citizen appointees from the other representatives on the Board.  Although the current MTA ex-officio representative is a staff member, existing MTA Board members, Board staff or other citizen appointees could serve on the Access Services Board, depending on how the Board believed the MTA could best be represented.  Staff recommends that we seek a seat on the Access Services Board and that this representative be a staff member appointed by the CEO. 

Access Services
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