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EXECUTIVE SUMMARY

Background (Chapter I)

The Low Cost Transit Improvement Feasibility Study was
undertaken in conjunction with service improvements accompanying
the takeover and operation of four existing private bus
companies by the Greater Bridgeport Transit District. Efforts
under the project focused on readily implemented means of
increasing ridership.

Low-Cost Technigques (Chapter II)

The project began with a survey of transit-related literature to
identify techniques with the potential of meeting GBTD's goal of
increasing ridership. Fourteen techniques were identified or
developed by GBTD staff:

Marketing and Public Relations
Sales Promotion for Transit Fare Prepayment;
The Big Buck and a Half;
Operator of the Quarter;
Establish Uniform Policy and Practices for Handling
Complaints;
. Answering Service Providing Bus Information During
Slack Hours;
. Drivers Design and Develop Training Program;
. Hire Senior Citizens to Keep Bus Shelters Clean;
. Express Bus Pooling;
Increased Intermodal Coordination;
10. Employer-Based Flex Time;
11. Youth Educational Program;
12. Newsletter for Operators;
13. Development of System Map.

wm > wN -

Service Monitoring
14, Planning - Operations Interface
a. Operators Committee;
b. Operators Suggestion Program;
c. Operator Information Cards;
d. Operator Information Booklets;
e. Operator "Ride-Along" Program.

Evaluation (Chapter III)

The techniques identified were evaluated in terms of their
likely effect on ridership and the level of etfort necessary to
implement them. Final selection was based on the assessment by
effort and effect criteria, tempered by perceived needs of GBTD
and the availability of additional resources to implement other
desirable techniques. Only one of the fourteen techniques, #
10, was rejected as a result of the evaluation.



Implementation (Chapters IV and V)

The Marketing and Public Relations techniques (reviewed in
Chapter IV) selected for implementation either under this
project, with other resources, or held for future use can be
grouped under three general purposes:

-expand the market for public services;

-improve the public perception of transit

-increase the quality of information flow to and from
the bus-riding public.

Other than the Youth Educational Program (Young People on the
Move) in the first group, only the techniques included in the
last group have had marked success. Some techniques are still
in process of implementation; others have met stumbling blocks
in terms of available staff time or other resources for
successful implementation.

As with the Marketing and Public Relations techniques, the
Service Monitoring Techniques (reviewed in Chapter V) met
varying levels of success. The most successful has been the
Operator Suggestion Program, in terms of useful input to the
service planning process. Techniques that require a significant
commitment of staff time on a continuing basis, or that seem to
contradict the established parameters of labor-management
relations, have not proved to be productive.

To some extent, the Operations - Planning Interface program was
intended to overcome a perceived lack of communication between
the two departments. As a result of efforts including these
programs, communication between the Planning and Operations
staffs is now on a solid basis.

Conclusijon

Of the techniques that have been implemented, the most
successful have been those that adapted existing procedures to
new purposes. A significant factor in the lack of success of
several techniques is the need for continued commitment of staff
time to programs whose payoff in terms of increased ridership
and operating revenue is indirect. This project did, however,
identify and develop several techniques that have been
successfully implemented using funds other than farebox revenues
and operating assistance.



CHAPTER I

Introduction and Project Approach

A. Project Objective

The main objective of this project was to develop low cost
strategies by which auto trips could be diverted to mass
transit. The techniques which were considered were techniques
which could be implemented within short lead times using
existing financial resources. These resources would include
funds collected from the fare box and existing operating
assistance monies.

B. ject (o ound

In 1979-1980, the Greater Bridgeport Transit District purchased
four private bus companies. Before the buyout, the four
companies provided local bus service in the Bridgeport region.
The Transit District was formed to provide high quality
multi-modal service by upgrading and expanding the bus fleet,
improving coverage and headways, and providing unification of
services and maintenance. In keeping with these objectives,
Phase 1 and Phase 2 service improvements were undertaken, guided
by an explicit set of goals and objectives (see Exhibits I-1 and
I-2).

Phase 1 and 2 service improvements included the following
activities: the purchase of 39 new lift-equipped buses and 8
lift-equipped minibuses, increased frequency of service,
extended service coverage, provision of more employer-based bus
service and extended hours of service (more evening and weekend
service).

Service extensions implemented under the service improvement
programs were accomplished in a number of ways; minibus service
was implemented in Fairfield, existing fixed-routes in the four
Transit District towns were modified, and existing elderly and
handicapped service was revamped and distributed between regular
GBTD services and a newly formed "Human Service Transportation
Consortium." (See Exhibit I-3 for a map of the GBTD fixed route
system.)

While the aforementioned service improvements provided residents
of the Greater Bridgeport Region with higher quality mass
transit services and ridership increased, further improvements
were needed to accomplish the GBTD objectives.

The Transit District has limited financial resources for further



improvements. For that reason, this project was counceived or as
a mechanism by which low-cost techniques could be identified and
implemented with a minimal amount of erfort and a maximum level
of cost-effectiveness.

C. Project Scope

After careful consideration of the objectives tnat were
addressed by the Phase 1 and Phase 2 service improvements, the
Transit District decided that there were two major areas tou
which the resources of this project could best be devoted:
marketing and public relations, and service munitoring. Once
the decision was made to focus on marketing and public relations
and service monitoring, the Transit District scrutinized every
aspect of existing programs within these two areas. The
following information was unearthed:

.

ket] d Public atjons

Although the quality of bus service provided by GBTD
has been improved, the Transit District has not aiways
been able to disseminate information to tne public as
effectively as we would like to.

The public has not always understood what GBTD's role
as a transit provider is, what services actually
exist, and where to obtain intormation pertaining to
transit services. It was evident tnat betore tne
service improvements could provide the full intendeda
impact, our marketing capabilities had to be expandea
and improved.

service Monitori

Because the Transit District is a relatively new
transit provider, our monitoring processes were aimost
non-existent. During the summer of 1980, a large
amount of data was collected from on-board surveys and
on-off counts. However, in order to complete tne
analysis and update the information, it was necessary
to develop a monitoring program.

D. Work Tasks
The tasks completed under this project were:

* Task 1 - Inventory Systems Using Innovative Approaches to
Transit Operations



Task
Task
Task

Task

Task

Develop Evaluation Criteria
Evaluate Innovative Approaches
Site Visits and Detailed Assessment

Develop Operational Plan and Implementation
Schedule

.

Interface with Data Collection for Bus
Performance Monitoring Study

-5-



EXHIBIT I-1
GREATER BRIDGEPORT TRANSIT DISTRICT

System Development Goals

* Provide convenient, safe, attractive pubplic
transportation for everyone->especially for tnose
people without other means ot travel--and reduce tne
dependence on the private auto.

* Support regional economic development goals by
improving transportation access to ewmpiroyment aund
business centers, particularly for tne economically
disadvantaged groups.

* Support regional land-use and growtn patterns by
discouraging urban sprawl, and improving access to
regional centers and subcenters.

* Support efforts to contain the costs or public
services by promoting public transit erficiency and by
reducing demand for large investment in public
infrastructure (highways).

* Support regional environmental goals and ovjectives
of:
. reducing traffic congestion generally
. reducing pollution caused by private auto
useage. :
. reducing existing and future demand for auto
traffic to areas such as downtown Bridgeport and
other major centers

* Support overall regional social goals of reducing
discrimination against people based on age, sex, race,
or ethnic origin.



EXHIBIT I-2
GREATER BRIDGEPOR TRANSIT DISTRICT

Fixed Route Objectives

* To provide convenient, safe-bus transit services
throughout the region focusing both on improvement or
services to those people without other means ot travel
and making the system a viable alternative to tue
private automobile.

* To increase average daily ridership by 2% annualily
over the next 5 years;

* To maintain and increase farebox revenues as a
percentage of overall operational costs, thus
decreasing the potential need for increased subsidies
per passenger.

* To promote economic growtn by improving the
accessibility to fixed-route services. Design
services to provide convenient access to regional and
neighborhood centers and agressively seek out State and
Federal funding which stimulate improvement in tnese
areas while also improving the quality of public
Transit services.

* To provide a high level or frequency of handicapped
equipped vehicles so that the handicapped population or
the region can use the bus services conveniently.
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CHAPTER II

Inventory of Techniques (Task 1)

The inventory phase of the project encompassed several steps. A
search of transit literature was followed by a survey of transit
operators to identify details of potential techniques.

The literature search included such publications and periodicals
as "Service and Methods Demonstration (SMD) Briefs," "Section 8
Project Proposals,"” "Bus Ride," "Passenger Transport," and
"Transit Action Techniques for Improving Productivity and
Performance." These sources were used not only to identify
specific low-cost techniques already in use by other transit
operators, but also to suggest ideas for programs that could be
developed by GBTD.

When the work program for the project was originally developed,
a mail survey of transit operators currently using low-cost
transit improvement techniques was included. A survey
instrument was developed for this purpose (see Exhibit II-1).
However, at this stage of the inventory phase, the project staff
concluded that the time and expense associated with a mail
survey was unduly burdensome in light of the limited resources
available for the project. A telephone survey of transit
operators identified during the literature search was
substituted.

The telephone survey was undertaken to obtain more detailed and
precise information pertaining to particular techniques.
Subsequently, project staff discussed the potential techniques
and decided that the best use of Low-Cost project resources was
to develop a more suitable Marketing and Public Information
Program, relative to the Phase 1 and 2 service improvements
referred to in Chapter 1I.

At that point, the Marketing staff collaborated with the
Low-Cost project staff to develop a skeletal marketing program.
The program was examined in terms of what was currently being
done and what should be done. The proposed marketing program
worksheet is shown in Exhibit II-2.

The low-cost techniques that were identified as a result of the
literature search or developed by GBTD staff are listed below.
Along with each technique is a brief description of the program
and a summary of what might be achieved by the technique in the
GBTD system. These techniques were then evaluated using the
procedure to be described in the next chapter.



a t] and Public

elatijons Technigues

The following Marketing and Public Information techniques were
selected as those which best served Transit District needs:

i

Technique:

Description:

Goal:

Technique:

Description:

Goal:

Technique:

Description:

Goal:

Technique:

Description:

Sales Promotions for Transit Fare Prepayment
Selling a monthly passes and tickets at staged
reductions to induce increased use.

To determine how prepaid discounts for
bus passes and tickets affect ridership.

The Big Buck and a Half (weekend pass)

A "flash" pass sold by operators which is
valid for four people (maximum of two adults)
to ride anywhere on the system from 10:00 am
Saturday until 4:00 am Monday.

To increase weekend ridership.

Operator of the Quarter Program

Four times a year, drivers and their perfor-
mances are evaluated to determine which driver
deserves to be selected. Selection criteria
includes attitude, courtesy, safety,
appearance, tardiness, absenteeism etc.
"Operator of the Quarter"™ is rewarded in a
number of ways.

To improve the morale and performance of
operators thereby improving GBTD services.

Establish Uniform Policy and Practices for
Handling Complaints

Three part NCR pre-numbered forms are given

to the information clerks to f£ill out. At the
end of each day the Director of Marketing and
Public Relations collects the forms, reviews
them and gives them to the proper persons for
resolution. All complaints must be followed
up and returned in writing to the Director
within five working days.

-10-



7.

Goal:

Technique:

Description:

Goal:

Technique:

Description:

Goal:

Technique:

Description:

To monitor what is happening in the system
from the public's point of view.

Answering Service Providing Bus Information
During Slack Hours

An answering service performing information
services during evenings week-ends and
holidays on a per-hour contract basis. Work
hours of the operators would be staggered.

To increase information availability.

Drivers Design and Conduct Training Programs

The operators would play major roles in two
special training programs:

(a)Defensive Driving - The operators who
request this program design it and conduct it
on their own time.

(b) Coronary Pulmonary Resucitation (CPR)
Training - Two drivers would be selected to
take Instructors course on their own time;
they would conduct classes twice a month, (2
1/2 hrs class each) for other drivers.

Drivers completing the course would wear a
special patch; a reassurance to passengers.

(1) Improve working relationship between
labor and management;

(2) Establish needed driver improvement
programs with minimal expense;

(3) Make program results visible to transit
patrons.

Hire Senior Citizens to Keep Bus Shelters
Clean

Senior citizens are contracted at the rate of
$50 a month per shelter to keep it clean.
They receive cleaning materials and supplies
and a wagon to carry them in.

=] 1=
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Goal:

Technique:

Description:

Goal:

Technique:

Description:

Goal:

Technique:

Description:

Goal:

Technique:

Description:

Goal:

Technique:

To provide riders with clean shelters in a
cost—-effective manner.

Express Bus Pooling

Provision of Employer-based bus service by
organizing groups 6f employees who live near
each other. Employees could be grouped in
many ways (i.e. traffic zones).

To provide employees with high quality cost-
efficient service.

Increased Intermodal Coordination

Undertake a complete evaluation of existing

and possible modes for the GBTD service area
and plan service coordination to allow
maximization of coverage and eliminate

duplication of service.

Provision of high quality service at the
lowest possible cost.

Employer-Based Flex Time

wWorking with local employers to encourage flex

time to facilitate carpooling and similar
activities.

To encourage energy conservation and induce
single car occupants to carpool or divert
them to mass transit.

Development of Youth Education Program

Development of a self-sustaining educational
program to promote courtesy and safety and
to teach youth how to use mass transit
services.

To build up ridership among the youth of the

GBTD service area and to increase public
awareness of available transit services.

Development of Employee Newsletter
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Description:

Goal:

Technique:

Description:

Goal:

Technique:

Description:

A newsletter would be put together and dis-
tributed every 6 weeks. The newsletter would
give information about significant improve-
ments or service changes.

To increase awareness among operators thereby
enabling them to better assist the public.

Development of System Map

Development of a system map with overlays
outlining major activity centers, major
transfer points, etc.

To increase and improve the level of infor-
mation available to the public; this would
facilitate trip planning.

itorin echnigques

Planning - Operations Interface

The Interface Program has several com-
ponents:

Operators Committee - Three members of the
GBTD planning staff, four operators
(selected by the union), and the Director of
Operations meet once a month or once every
two months, depending on the need. The four
operators were originally part of the "Run
Board Committee" as delineated in the Union
contract. The Run Board Committee was to be
comprised of operators designated by the
union, and "appropriate" representatives of
the Transit District. The Committee was set
up to develop and maintain a better
understanding of what is pertinent in the
scheduling and bidding processes.

Operator Suggestion Program - In the past,

operators have had many suggestions about
specific routes which have proved quite
valuable in planning for future route and
schedule changes. It was felt that since
the drivers are the primary communication

-13-



Goal:

link between the Transit District and the
public that the operators' input into the
planning process would be an invaluable
asset. Suggestion forms were designed by
the planning staff in conjunction with the
Operators Committee and distributed to all
drivers. Suggestion boxes were placed in
the Operators' Lounges of each of GBTD's two
garages; completed forms were to be
collected every two weeks and reviewed by
the planning staff. Once the suggestions
had been reviewed, folow-up work would be
undertaken and results discussed with the
Operators Committee as well as with the
operator who submitted the suggestion.

Operator Information Cards - Each operator

was given business cards with the GBTD
information number and hours. These cards
were to be given to passengers needing more
assistance than the operator was able to
give.

Operator Information Booklets - Each
operator was given a booklet containing
route maps and start and end point
timetables for each of GBTD's fixed routes.
The purpose of the booklets was to enable
the operators to assist transferring
passengers.

Operator "Ride Along" Program - Members of
the planning staff were assigned to sample
two runs per month to talk to operators and
collect data pertaining to: schedule
adherence, route alignment concerns,
ridership profiles, and stop information.

To improve communication between operators
and management, eliminate duplication, and
improve services provided and increase
dependability.

-14-



EXHIBIT II-1

TRANSIT OPERATOR SURVEY

Name of operator
Address
City, State, zip

1)

2)

3)

4)

3)

7)

8)

What is the average age of the wvehicles in your active fleet

o

Transit Property Characteristics

What is your fleet size?

Active fleet ? Inactive fleet ?

'fype of vehicles used for fixed route service ?

Number of new vehicles ? Type (ie: Flxible, RISII)
Nunber of Lift-equipped vehicles ? Number of old-logck
buses ? Nunber of new-look buses ?

Service Characteristics and Ridership Profile

Service Requirements

Number of pk. wvehicles ? Number of opk. vehicles 7
Number of lift-equipped buses in service 'du.ring Pk. ? Number of
lift-equipped buses in service during opk. ?

Frequency of service
Average pk. headway ? Average opk. headway ?

Ridership Characteristics

Annual ridership ?
Daily passengers ?
Daily pk. passengers 2
Nurmber of routes ?
Daily vehicle miles 2
Daily wvehicle hours 7

Your ridership is composed of %elderly ? %handicapped

? gyouth ?, %commuters ? $low-

income persons ? < B




9) Your average rider could be described as

? (i.e. commuters, transit

dependents, shoppers, etc.)

Description of Service Area and Changes in Service

10A) Has the composition and/or volume of your ridership changed over
the past five years? Yes No
10B) Ridership over the past five years has: Increased by %y

.. Decreased by %, other (i.e: switch from

low-income reidership base to commuter base etc.)
If answer to question 1l0A was yes, please answer question 1l.
11) Wwhat type of service changes have been made to elicit change in

ridership composition or to respond to the change?

(Attach another sheet if necessary)

Operations and Maintenance

12) Describe your maintenance program in reference to mechanics (i.e.:
Do you have certain mechanics specializing in certain types of work

or do your mechanics work on anything on any bus?) Quality Control

(i.e.: what types of safe quard mechanisms are used to ensure that

the buses are being properly maintained?)

(Attach another sheet if necessary)
13) Do you have a central maintenance facility? Yes No
If yes, please describe the facility (i.e.: Number of bays, service

islands pits etc.)

If no, where are the buses serviced

-16-




14)

15)-
16)

17)

183)
18B)

19)

20)

?

a) Average number of breakdowns (road calls) per month

b) General nature of breakdowns (i.e.: transmission prablems, brakes,
etc.)

c) In general, are the breakdowns due to mechanical problems which
ocould have been avoided if the buses had received regular

maintenance : ?

Service Area Characteristics and Service Standards

Describe your service area (is it rural, suburban, urban? Hgw many
mmnicipalities does it include?) -

Besides fixed-route bus service, what other types of services do
you provide (i.e.: dial-a-ride, - minibus, shared-ride taxi etc.?)
Adequacy of service(s)?
Service is generally adequate

Service is inadequate because ' —

What changes would be made to improve the quality of service?

Do you feel that your service is adeguately marketed ? Yes
No

Would you say that the public is generally aware of available
transportation services? Yes No

Would you say that your outfit suffers from an image problem ?
(i.e.: does the public perceive that your service is dependable, do
they perceive a high crime and vandaiism rate associated with mviss
transit ? etc,)

To what extent and in what way does the public play a role in your
planning process ?

-17-



21A)

21B)
22)

23y

24)

: Marketing
what types of marketing strategies have you employed over the

past five years ?

Do you work with an Ad agency or is your work done in house ?

Do you feel that your marketing program is adequate in addressing
your needs ? If not, how are you gcn.ng to modify it to meet

your needs ?

Service ‘Development

-~ What has your organizaﬁion done in the area of service development

during the past five years ? Please describe

Has your organization considered TSM and/or related activities ?

Yes No

If yes, please describe

-18-



EXHIBIT II-2

Marketing Worksheet

GBTD's marketing effort should include:

Bus Information Distribution
Handling of Complaints
Marketing of Services

Community Relations

Bus Information

Doing Now

*New schedules printed 3 times
yearly

*Improving new schedule designs by
critiquing and adjusting each new
printing.

*Distributing on buses

*Distribute in racks in high traf-
fic areas (Laf. Plaza, Bus Terminal,
Baldwin Center, Fairfield & Trum-

bull Libraries, Railroad Station
both sides, GBTD, Eisenhower Cntr.

*Printing bi-lingual schedules &
pamphlets-use of new lift buses.

*Developing system map

=]

Should Do

*Try to change less often & less
drastically, esp after Jan. 1981
service change

*Continue

*Improve availability, order new
on-board schedule holders

*Consider making available at
banks, Univs. hospitals (Staff
available?)

*Trumbull Shopping Park permission?
Talk to Trumbull Commissioner

*Continue. Make added pamphlets
available, on using system, trans-
ferring, etc.

*Continue

*Develop coordinated process by
which schedules are assembled.
they can be updated by computer,
great! If not, they should be
finalized much earlier. Last minute
changes increase costs & incidence
of errors.

If



Bus Information - Phone

Doing Now

*2 information lines and 2 full-time
operators

*Staggered schedules for operators,
currently 8am to 6pm Mon-Fri

*After hours tape

Should Do

*Hire a person for weekend informa-
tion on Saturdays, to start.

_*Adjust hours as needed perhaps
“'using earlier morning hours.

*Rerecord tapes to make them more
marketing oriented. One for week
nights, one for weekends.

*Ask for phone company "busy study"
to check on busy signals received
by callers to information lines

*Consider recorded message, music

and check-back recording (Your call
will be answered as soon as one of
our info operators is available..)etc.

*Possible 3rd info line and person,
if warranted.

*Have operators keep log of calls
both number and types for ONE WEEK.,
Longer efforts tend to bog down.

*Advertise bi-lingual operators and
hire only bi-lingual in the future.

Handling Complaints

Doing Now

*Information operators taking phone
complaints, giving filled-in com-
plaint form to Dir. Comm. Rel.

*Dir. Comm. Rel. reads, files, sends

copy to Dir. Operations

Dir. Operations has assistant look
into complaints, make adjustments.

Should Do

*Establish formal complaint/suggestion
procedure.

*Include designee on planning staff
as recipient of service suggestions
(also complaints if desired).

*Consider hiring Customer Relations
Assistant to Dir. Comm. Rel. to resolve
complaints by contact with Dir, Opera-
tions, get back to complainant with
resolution, beginning with part-time
person who could also place sched-
ules at distribution points if info
operators are being fully utilized.

D=



Doing Now

*Written complaints received by Dir.
Comm. Rel. and looked into inform-
ally written answer sent by Dir.
Comm. Rel. if there is a return
address.

*Phone or written service sugges-
tions filed by Dir. Com. Rel., re-
layed informally to planners.

should Do

*Prepare profile of complaints
to use in improving service.

Marketing Services

Doing Now

*Newspaper ads, Radio spots at times
of service changes. Effect is ques-
tionable compared to cost.

*Signs put up at bus stop areas when
route is moved off the street.

*Flyers on buses before route changes,

describing change.

*Distribution of new schedules to
high-traffic areas when new service
is started (Black Rock).

*For printed work, using some ad
agency production, some in-house
art and layout, outside printers
and typesetters.
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Should Do

*Seek new ways to reach people, e.g.
transit newsletter monthly on buses
& at schedule racks; bus informa-
tion to employers, shopping centers
schools.

*Evaluate defunct newsletter for dis-
tribution to Community Agencies,

*Increase driver use as public rela-
tions contacts for GBTD. Training
needed in sensitivity, and overall
workings of system. Some drivers

do not know any routes but the few
they have driven.

driver incentive programs,
quarterly if monthly
often.

*Consider
annual or
seems too

*Develop general pamphlet format to
be used as publicity for service
change "Did you know about our New
Service?" Inside of pamphlet can
carry info on new service in a cer-
tain area like Oronoque, Trumbull,
etc., & distributed by high school
kids or Sr, Cits. at low cost.

*Evaluate advertising options and
choose for future use:

1
2
3

Whether to keep same ad agency.
Whether to use any ad agency.
How much staff should be added
to do all advertising & skeds
in-house

4 Comparative cost effectiveness.
*Weigh varied promotions such as
monthly quarterly & weekend passes,
Shopper Specials, Free Fare Zone.



CHAPTER III1

Evaluation (Tasks 2, 3, and 4)

This chapter covers the evaluation phase of the Low-Cost
project, which encompassed three tasks in the work program.
They are as follows: o

Task 2 - Develop Evaluation Criteria
Task 3 - Evaluate Innovative Approaches
Task 4 - Site Visits and Detailed Assessment

Each task will be discussed in a separate subsection of this
chapter.

A. Development of Evaluation Criteria

Earlier research in the transit planning field has shown that
there are ten characteristics which influence the individual's
decision to use mass transit rather than the automobile. These
characteristics can be categorized as "Effect Criteria."
Because the diversion of current automobile-users to the system
was one of GBTD's main objectives, it was decided to evaluate
prospective techniques according to this set of criteria.

In addition to the Effect Criteria, an evaluation of the
resources required to implement the proposed techniques was
undertaken by means of four "Effort Criteria."™ The two sets of

criteria combined assess both the effectiveness and the
efficiency of potential Low-Cost programs.

ect jterija

) Frequency of service (should be high).
2 Service dependability (should be high).

3. Expected transit trip time relative to expected auto
trip time (should be somewhat equal).

4. Variance in transit trip time relative to variance in
auto trip time (should be low).

Bs The probability of getting a seat (should be high).

6. The probability of air conditioning/heat working
(should be high).
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7. Walk time (should be low).

8. Perceived transit trip cost relative to perceived
auto trip cost (including parking costs) (should be
low).

9. Availability of mid-afterndon "early" schedule.

10. Availability of mid-to-late evening "clean-up"
service.

Effort Criteria

The following criteria were used to evaluate the level ot etfort
required to implement the potential low-cost techniques:

1. Cost-effectiveness (should be high).
2. Required lead time (should be low).
3 Regulatory requirements (should be relatively simple).

4, Ease of monitoring (should be amenable to on-going work).

B. Evaluation of Innovative Approaches

This section summarizes the results of evaluating the low-cost
techniques listed in Chapter II, by means of the Effect and
Effort Criteria outlined in Section A, above. Exhibit III-1
presents the results of the evaluation process.

C. Site Visits and Detailed Assessment

As stated in the previous chapter, the planned mail survey was
shelved in favor of a telephone survey. Likewise, the site
visits planned for this task were judged not to be cost-
effective in terms of successfully completing the project.
Low—-Cost project staff were able to collect sufficient
information from the telephone survey and by requesting written
information from selected transit operators; the site visits
proved to be unnecessary.

The final assessment for the purpose of selecting low-cost

techniques to be implemented as part of this project was based
on several considerations:
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- the results of evaluation of the techniques against the
Effect and Effort Criteria (Section B, above);

- The perceived need within the Transit District to
emphasize marketing and public information in light of
service improvements;

- the tie-in between this project and 'the associated
Section 8 planning grant "Service Evaluation and System
Monitoring";

- the availability of additional, i.e., other than fare-box
and operating assistance, resources to implement techniques
identified by the Low-Cost project.
As a result of the final assessment, the following techniques
were selected for development and implementation under the
Low-Cost project:

ti nd Public Relatjons

Establish Uniform Policy and Practices for Handling
Complaints (Technique #4)

Answering Service Providing Bus Information During Slack
Hours (Technique #5)

Development of Youth Education Program (Technique #11)

Development of Employee Newsletter (Technique #12)

ervice Monjtorin
Planning - Operations Interface (Technique #14)

Operators Committee
Operator Suggestion Program
Operator Information Cards
Driver Information Booklets
Driver "Ride Along"™ Program

A number of other Marketing and Public Relations techniques,
researched under this project, were spun off to be developed and
implemented under other grants, under both Section 6 and Section
8. These include:

Sales Promotions for Transit Fare Prepayment (Technique #1)
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The Big Buck and a Half (Technique #2)

Express Bus Pooling (Technique #8)

Several other techniques (#'s 3, 6, 7, 9, and 13) are on hold at
the time of this writing, awaiting_the availability of staff
time and the availability of grant or operating assistance funds
necessary to implement them. Only one technique, Employer-Based
Flex Time (#10), was rejected as a result of the evaluation.

The next chapter discusses GBTD's experience in the implemen-
tation of techniques selected during this phase of the project.
In addition to programs implemented under the Low-Cost project,
a summary of results of techniques implemented with other
resources is included.
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EXHIBIT III-1

EVALUATION OF LOW-COST TECHNIQUES

Technique Effect Effort
1. Sales promotions for transit fare - level of service (LOS) Medium
prepayment - variance in transit time vs. auto
- perceived transit costs vs, auto
2. The Big Buck & a Half Weekend pass - frequency of service Lt
- variance in transit time vs. auto
- perceived transit cost vs. auto
3. Operator of Quarter Program - dependability Iow
- probability of heat/air working
- perceived public image
4. Establish uniform policy & practices - dependability low
for handling conplaints - perceived public image
5. Mnswering service providing bus - dependability Medium
information during slack periods - perceived public image
6. Drivers design & conduct training - dependability Medium
programs - perceived public image
KEY : High - high lead time, requires

Iow - cost-efficient low lead time

required; easily implemented

Medium - requires a little more

ef,fort than a low.

capital outlays & is not
easily implementable,
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EXHIBIT III-1

Effort

(Cont.)
Technique Effect -
7. Hire Sr. Citizens to clean - perceived public image
bus shelters
8. Express bus pooling - frequency of service
- dependability
9, Increased intermodal coordination - frequency of service
- variance in transit vs auto
10. Employer-based flex time - frequency of service
- variance in transit time
vs auto
~ probability of getting seat
- mid-afternoon early schedule
- mid-late evening clean-up
schedule
11. Youth Educational Program - perceived public image
12. -Newsletter for drivers - perceived public image
13. -Development of system map - perceived public image
Planning - Operations Interface - level of service

. 14.

Program

- dependability
- perceived public image
- variance in transit time vs. auto

Low

Medium

Medium

High

Medium

Medium



CHAPTER IV

Implementation (Task 5)

Once the Transit District had carefully examined all existing
low-cost techniques which would improve marketing and monitoring
within the parameters of the outlined criteria, several
techniques were selected for implementation. Due to financial
constraints four activities were undertaken with resources
available under this project. Several others were assigned to
other GBTD projects; still others were put on hold until
financial or staff resources became available. Only one of the
fourteen techniques, # 10, received no further consideration.

This chapter describes GBTD's experience in implementing the
Marketing and Public Relations techniques. Chapter V considers
the Service Monitoring Techniques, and notes their interface
with the Data Collection for Bus Performance Monitoring Study.

ketin nd Public ormation Strategies
1. a omotio o ansit Fare epayment

The whole idea of monthly passes was incorporated into the
Pricing component of GBTD's Service and Methods Demonstration
grant. Both the completely prepaid Commuter Pass and a
reduced-fare Farecutter Card were introduced in October, 1982.
In March, 1984, the Commuter Pass was replaced by the Weekday
Pass, which removed the peak-hour limitation on the completely
prepaid fare instrument.

The Pricing demonstration is still in progress, and is expected
to end in June, 1985.

2. i ck and a Ha eekend pass

The idea of a reduced fare weekend pass was explored under the
Pricing demonstation (mentioned above), but was rejected in
favor of the totally-prepaid reduced-fare Farecutter Card, which
is valid seven days a week. This decision was based on the
conclusion that there was greater demand in GBTD's service area
for a pass that was valid throughout the week, rather than for a
restricted time period. (The same conclusion led to the
replacement of the Commuter Pass, limited to peak hours, with
the Weekday Pass, which is good all day long.)
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3. at o) uart

The planning of this program was completed under the Low-Cost
project. The objective of Operator of the Quarter is to reward
efforts of an operator who has demonstrated a standard of
excellence in his/her job performance.

The main reason that Operator of the Quarter has not yet
implemented is that at this time, GBTD does not have sufficient
personnel to implement it. It is hoped that in the very near
future that projects reaching fruition will free up staff
resources to implement this program.

4, t i nifo icy _and acti o) dlin
Complaints

The Customer Communications Procedure has been in operation
since February, 1982. Pre-numbered three part NCR forms were
designed by the Customer Relations Department in conjunction
with the Planning Department. The forms are used by the
Information Clerks to record customer communications. The
clerks complete the "Primary Information" section of the form
for each communication received. The "Primary Information"
section contains all vital information about the communication.

At the end of each workday, completed forms are given to the
Director of Marketing and Community Relations for review. He
checks the forms for accuracy and determines the necessary
course of action to be taken. Once the forms have been
reviewed, the Director of Marketing and Community Relations
places the third copy of the form in the Customer Communication
Record Book.

The first and second copies are forwarded to the Director of
Operations. The Director of Operations appoints a Supervisor to
investigate each complaint. Once this has been done, the
Supervisor completes the "Administrative" section of the form.
The original and first copies are returned to the Director of
Community Relations within five working days of the transmittal
date.

After both sections of the form have been completed, the
Planning Department, Operations and Marketing and Public
Relations each keep a copy of the customer communication for
their files.

The Planning Department uses the information collected to

monitor such problems as: schedule adherence, route alignment
problems, transfer issues and bus stop problems or suggestions.
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This program in conjunction with the Planning Operations
Interface program (see Chapter V), enables the Planning
department to follow route patterns and pinpoint problems
needing to be addressed in planning for future service changes.
A summary of customer communications is prepared for each
accounting period and distributed to.interested parties.

In general, this program is working as intended. However,
Operations has found it difficult to keep up with the volume of
communications received with existing personnel. Because there
is a five day turn around, investigation of problems is very
time consuming and there is a shortage of supervisors.

For the above reason, it may be necessary to modify the program
in the near future. At this time, it is not clear what the
solution to this problem will be.

From the point of view of the Planning Department, the program
has improved the level of GBTD's Service Monitoring capa-
bilities.

5. Answering Service Providing Bus_Information During Slack
Hours '

A variant of this idea has been implemented through the use of
telephone answering machines. These machines are used whenever
the regular information telephones are not manned. Two
considerations led to the substitution of the machines for the
answering service concept. The first is cost; The telephone
answering machines cost almost nothing to operate, after the
initial capital investment. The second consideration is control
over the accuracy of the information provided to callers.

This program has been in successful operation since March, 1983.
It provides GBTD's riders with a 24-hours-a-day information
service,.

6. Drivers Design and Develop Training Program

Currently, the Transit District has only one training program in
operation, for new hires. The seven part training program was
designed by the AFL-CIO and UMTA. Surveys are given to the
drivers at the end of each training session to solicit their
input. Modifications to the program have been made in response
to their input.

The seven sections of the new hire training program are:
Passenger Relations, Customer Communications, Bus Maneuvering,
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Defensive Driving, Accident Handling, Emergency Procedures, New
Employee Orientation, and Route Training.

In addition to the new hire training program, an "Operator
Refresher Training Program" has been designed. It is
anticipated that this program will be implemented in the near
future. 2

Although the concept of operator-designed training programs has
not been fully implemented, the use of operator input to modify
and extend existing programs is a significant step in that
direction.

7 i i iti s us elters an

There has been no effort to implement this program, because GBTD
at present has no bus shelters. Twice GBTD has been at the
point of going to contract with private sector enterprises
willing to erect and maintain the bus shelters in return for the
associated advertising revenue. In both cases, the deal fell
through at the last moment.

GBTD is now planning to build the shelters using capital grant
funds. The program of employing seniors to maintain the
shelters may be resurrected when the shelters are in place.

8. [Express Bus Pooling

In February 1981, the Transit District received a Section 8
grant to explore the feasibility of establishing employee
express bus services. Preliminary feasibility analyses were
undertaken for two major area employers. Possible corridor
groupings were identified for a "break-even" service.

This preliminary screening was followed by a survey of employees
to identify the potential demand. To date, the level of
interest exhibited from the two employers has been insufficient
to warrant the implementation of a "break-even" service.

An inventory of private bus companies was conducted to identify
potential employee charter suppliers. Several private bus
companies expressed an interest in providing peak hour employee
trips. In spring, 1983, a three-month trial service was
offered, which received subsidies from a number of sources.
Ridership increased significantly over the trial period, but not
to the "break-even" point. Riders were enthusiastic about the
service, but layoffs at the employment center, irregqular work
hours, and the lack of a continued subsidy have prevented
resumption of the program.
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9. oordij io

This concept is too broad to have been implemented within the
financial and time constraints of the Low-Cost program. The
concept is at the heart of a number of GBTD's grant-funded
projects. These include the Transportation Systems Management
demonstration program, the Interdistrict Bus Service study (in
conjunction with the Greater Bridgeport Regional Planning Agency
and other area transit districts), and the Uniticketing,
Schedule Coordination, Transfer Policy, and Information Centers
study (jointly between GBTD and GBRPA).

10. Employer-Based Flex Time

This technique is the only one of the fourteen that received no
further attention after the evaluation phase of the Low-Cost
project. As Exhibit III-1 shows, this was the only technique
where the level of effort required to implement a program was
judged to be high. This consideration, combined with the fact
that the impact on transit ridership would be indirect at best,
led to the abandonment of the concept after the evaluation
phase.

11. Youth Educational Program (Young People on the Move)

A youth education program called "Young People on the Move" was
developed by the GBTD Planning staff, targeted toward the 10-14
age group. The rationale for this is that individuals in this
age group are old enough to travel responsibly by mass transit.
In addition, because they are too young to drive, youths in this
age group are transit-dependent. Therefore, they are the most
likely age group to be receptive to transit "re-education."”

GBTD's goal is to overcome the negative image of mass transit by
making attractive, cost-efficient, and safe service available to
residents of its service area. Within this goal, the goal of
the youth marketing program is to educate a large group of
potential bus users about the positive aspects of public (mass)
transportation.

ti 0 oals

1. Teach youth to use the GBTD bus service safely and
effectively.

2. Define the role that GBTD (as a mass transit provider)
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plays in the communities it serves.

3. Create a more positive image of mass transit by in-
creasing awareness.

4. Make bus riding a fun experience for youth.

g
—

p » ot
The program consists of two components:

l. a slide and tape presentation; and
2. classroom discussion.

"Young People on the Move" is geared towards 5th and 7th graders
and is mainly used on a small group basis (i.e., a classroom
setting). The program encourages student participation;
students are taught to read schedules and route maps. In
addition, they are given an overview of how the Transit District
operates.

Safety is addressed at great length in the slide and tape

presentation; the material is reinforced by a game card

featuring a crossword puzzles and a maze. After participating

the program, the children are given "Safe-Rider Awards" and

balloons to serve as an incentive.

The following materials are used:

1. Slides portraying GBTD buses in context with youth-
oriented activity centers, fare information and other rules
and regqulations for bus users, safety tips, etc.

2. GBTD fact sheets with all pertinent information broken
down for this particular age category.

3. Games (two-sided copies) and balloons with the GBTD
People Mover logo.

4, "Safe Rider Awards".
5. "Tips on People Mover Riding".
6. GBTD route maps and schedules.

The written materials used for "Young People on the Move" are
included in Appendix C.
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Once the program concept was developed, a script was written and
a tape produced. Slides were developed to accompany the tape.
There are two versions of the slide and tape presentation; one
for Stratford, and one for Bridgeport, Fairfield, and Trumbull.
This is done to encourage identification with the characters and
places portrayed in the program. - A copy of the script is
included in Appendix C.

"Young People on the Move" has been used regularly in the
Stratford school system. It has also been used on a trial basis
in a Trumbull junior high school, an elementary school in
Fairfield, and a Bridgeport parochial school.

At some time in the future, it is hoped that the program will be
used in all Transit District municipalities, but due to staff
time limitations, it has not been possible to implement the
program on a full scale up to this time.

12. Newsletter for Operators

This technique was implemented in March, 1981, for a six-month
trial period, with the express purpose of communicating with
operators. Every six weeks the Planning Department compiled a
newsletter pertaining to current planning activities. This
newsletter was distributed to all garage personnel with their
paychecks.

The newsletter described proposed service changes and their
intended impact. Additionally it was used to thank operators
for their assistance in implementation of various planning
activities. While the newsletter was not read by all operators,
quite a few did read it and felt more involved with GBTD
services and activities.

After the trial period, the conclusion was that the newsletter
was effective in improving communications with the operators.
However, the significant amount of staff time required to
prepare each edition was hard to justify in terms of the
indirect positive impact on transit ridership and operating
revenues., However, the operator newsletter remains a potential
option for GBTD when circumstances and resource availability
warrant.

13. Development of System Map

To prepare the GBTD system map, the Marketing Department
originally prepared a base map showing all streets in the
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Transit District's four municipalities. This proved to include
too much detail for legibility. A second base map was prepared,
limited to streets used by GBTD bus routes and major traffic
circulation streets. This simplified street map is much more
readable.

An overlay to the base map shows GBTD's fixed routes,
color-coded and identified by route number. The overlay also
shows points of interest such as major employers, schools,
hospitals, retail centers, and recreational areas. Inset maps
show the streets traversed by each bus route in the downtown
area, as well as a larger scale map of downtown points of
interest. 1In addition to the maps, the 24 x 28 double-sided
sheet provides information on fares, transfers, and general
guidelines for safe and convenient bus use.

The system map, updated to show all current routes, is expected
to be ready for distribution in the summer of 1984.

sSummary

The techniques described in this chapter were selected because
they offered opportunities for increasing ridership at
relatively low cost and effort by improving GBTD's public image
and information capabilities. Several techniques aimed at
expanding the market for transit services:

1. Sales Promotion for Transit Fare Prepayment;
2. The Big Buck and a Half;
8. Express Bus Pooling;

10. Employer-Based Flex time;

11. Youth Educational Program.

Others were intended to improve the public perception of
transit:

3. Operator of the Quarter;

6. Drivers Design and Develop Training Program;

7. Hire Senior Citizens to Keep Bus Shelters Clean;
9. Increased Intermodal Coordination.

The balance sought to increase the quality of information flow
to and from the bus-riding public: :

4, Establish Uniform Policy and Practices for Handling
Complaints;
5. Answering Service Providing Bus Information During
Slack Hours;
12. Newsletter for Operators;
13. Development of System Map.
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Other than the Youth Educational Program (Young People on the
Move), only the techniques included in the last group have had
marked success. Some techniques are still in process of
implementation; others have met stumbling blocks in terms of
available staff time or other resources for successful
implementation.

..
—
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Exhibit IV-1

Customer Communications Procedure

] v

PURPOSE - The purpose of this procedure is to establish the
manner in which customer communications will be recorded,
distributed, and processed for administrative action.

GENERAL - The Greater Bridgeport Transit District receives
numerous written and verbal communications from its cus-

- tomers. Those communications range from complaints to sug-

gestions and commendations. It is the policy of the Transit
District to record and, where appropriate, to take specific

action on such communications. The procedure described here
shall be followed by designated personnel in the handling of
both verbal and written customer communications.

FORM REQUIRED - Greater Bridgeport Transit District Customer
Communication Form. (See Exhibit 1.)

IN - PERSON AND TELEPHONE COMMUNICATIONS - The Telephone In-
formation Operators shall be the recipients of all in-person
and telephone communications from customers and the public.
generally. Any in-person or telephone communication received
by other Transit District staff members or members of the
Transit District governing board will be referred to the
Telephone Information Operators. The Operator shall:

4.1 Complete the Primary Information section of the Customer
Communication form. All spaces provided for information
shall be compldted. If the requested information is not
available, the entry NOT KNOWN shall be made.

4.2 At the end of each workday, transmit completed Customer
Communication forms to the Director of Community Relations

for checking and determination of response to the custonmer.

4.3 Upon receipt of the checked form from the Director of
Community Relations: '

4.3.1 Place the third (bright yellow) copy of the form
in the Customer Communication Record Book, in
order by Route Number and Date.

4.3.2 Transmit the original and first and second copies

to the Director of Operations. (Exception: When the
block "PLANNING ONLY" is checked, all copies will be
A transmitted to the Director of Planning.)
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4.4 Upon receipt of the original (stamped COMPLETE) and first
copy from the Director of Customer Relations, place the
original directly in front of the previously filed third
copy in the Customer Communication Record Book. The first

(yellow) copy shall be transmitted to the Director of Plan-
ning. :

WRITTEN COMMUNICATIONS - The Director of Customer Relations

...shall be the recipient of all written communications from cus-

tomers and the public generally. Communications received by
other Transit District staff members or members of the Transit
District's governing board will be transmitted to the Director
of Community Relations.

5.1 The Director of Community Relations shall, upon receipt
of such communications:

5.1.1 Review the communication to become familiar with

its nature and content, and determine any necessary
response to the customer.

5.1.2 Transmit the written communication to the Telephone
Information Operator.

5.2 The Telephone Information Operator shall, upon receipt
of the written communication:

5.2.1 Complete the Primary Information Section of the
Customer Communication Form, to the extent possible,
from information contained in the customer communi-
cation.

5.2.2 Temporarily attach the original and one copy of the
written communication to the Customer Communication
form.

5.2.3 At the end of each workday, transmit completed Cus-
tomer Communication forms to the Director of Community
Relations for checking and determination of response
to the customer.

5.2.4 Upon receipt of the checked forms from the Director
of Customer Relations, attach the original customer
communication to the third (bright yellow) copy of
the Customer Communication form and place in the
Customer Communication Record Book, in order by
Route Number and Date.
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5.2.5 Attach the copy of the written communication to
the original and first and second copies, and
transmit to the Director of Operations. (Exception:
When the block "PLANNING ONLY" is checked, all copiles
will be transmitted to the Director of Planning.)

5.2.6 Upon receipt of the original (stamped COMPLETE) and
and first copy from the Director of Community Re-
lations, place the original directly in front of
the previously filed third copy (and original cus-
tomer communication) in the Customer Communication
Record Book. The first (yellow) copy shall be trans-
mitted to the Director of“Planning.

6.0 ADMINISTRATIVE ACTION

6.1 The Director of Customer Relations shall, upon receipt
of a Customer Communication form:

6.1.1 Review the form for completeness and content.
6.1.2 Determine any response to the customer.

6.1.3 Sign the Primary Information Section of the Customer
Communication form.

6.1.4 Supervise form distribution and maintenance of the
Customer Communication Record Book.

6.2 The Director of Operations (or designee) shall, upon re-
ceipt of a Customer Communication form:

6.2.1 Review the communication for nature and content.

6.2.2 Determine action to be taken and record such action
in the Administrative Section of the Customer Communi-
cation form.

6.2.3 Sign the Administrative Section of the Customer
Communication form.

6.2.4 Return the signed original and the first( (yellow)
copy to the Director of Community Relations within
five working days of the transmittal date.

6.2.5 File the remaining (pink) copy (with any attached
written correspondence).

6.3 Thg Director of Planning (or designee) shall, upon re-
ceipt of a Customer Communication form:

6+3.1 Review the communicabion for nature and content.
6.3.2 Transmit information to the Director of Community

relations as requested for any required response
to the customer.

" "6,2,3 Maintain a reference file of all such communications.
7.0 CUSTOMER COMMUNICATION ACCESS - The Customer Communication

Record Book will be maintained in the Community Relations
work area.
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CHAPTER V

Interface with Monitoring Study (Task 6)
(Operations - Planning Interface Program)

The set of techniques grouped together under the heading of the
Operations - Planning Interface program include several means by
which the Planning staff receive enhanced information on bus
performance. Specifically, the Operators Committee, the
Operator Suggestion Program, and the Operator "Ride-Along"
Program, together with the Customer Communications Procedure
detailed in Chapter IV, were designed to provide the Planning
staff with qualitative data about GBTD services. This
supplements the quantitative data derived from the separately-
funded Service Monitoring and System Evaluation study.

Also considered in this chapter are two aspects of the
Operations - Planning Interface program that, strictly speaking,
are public information techniques. These are the Operator
Information Cards and the Operator Information Booklets. They
are included here because they are part of the overall concept
of the Operations - Planning Interface program, which utilized
the operators as a two-way conduit for information flow between
GBTD's Planning staff and the bus-riding public.

a. Operators Committee - This Committee was formed in the summer
of 1980 to improve communication between Operators and
Management. It consisted of three members of the Planning
Staff, four operators (selected by the Union) and the Director
of Operations. The committee was to meet once a month or once
every two months to discuss problems and suggestions about
existing services.

At this time, the Committee is no longer active due to a
misperception of its function. The Union contract outlined a
group called the "Run Board Committee." This particular
Committee was set up to develop and maintain a better mutual
understanding of what is pertinent in the scheduling and bidding
process. Problems arose in defining the nature and scope ot the
two Committees which were in reality, two very distinct
entities. The definition problems have caused difficulties in
the Union/GBTD contract negotiations.

During its active life, the "Operators Committee" was quite
useful in the service planning process because the operators
were able to provide the Planning staff with valuable insight
into the feasibility of proposed services, the operators being
GBTD's primary link to the public.
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b.Operator Suggestion Program

This component of the Interface Program has been in existence
since the summer of 1980. The Planning Department designed
"Operator Suggestion Forms" which were approved by the Union. A
supply of blank forms are available at each of GBTD's two
garages as well as a locked box in<which completed forms are
deposited.

Completed forms are collected bi-weekly by GBTD's Inter-Office
Messenger and directed to the Planning Department. Each
suggestion is investigated by the Planning Staff and a response
to each is drafted and directed to the operator who submitted
the suggestion.

All suggestions and responses are kept confidential. The
Operator receives his/her response in a sealed envelope with
his/her paycheck. When a suggestion submitted by an Operator is
implemented, it is stated that the service change was a result
of an operator suggestion.

This program has been very successful and a number of operator
suggestions have resulted in actual service changes. The lines
of communication between the operators and Planning have been
greatly improved by the program because the operators are being
shown that their input is valued.

C. Operator Information Cards

Business size cards displaying the GBTD logo and information
number were given to each operator during the summer of 1980.
GBTD operators receive a number of questions and complaints
daily which they are unable to respond to. For this reason, it
was felt that the cards would be useful; they would give
customers a number which they could call and get more
information.

The cards were packaged in small plastic pouches and were
initially distributed to operators with their paycheck; each
operator was given one pouch. Extra pouches were placed at each
garage in a wall mounted plexi-glass rack.

Unfortunately, the cards did not have the desired effect;
customers continued to question the operators rather than use
the information number. For this reason, the usage of these
cards was discontinued during the summer of 198l.
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In addition to the "Operator Information Cards" an "Information
Booklet" was compiled in the summer of 1980. This 4 1/2 x 7
1/4 inch booklet was an operator suggestion. The operators felt
that if they had a pocket size booklet containing schedule and
transfer point information, particularly for the downtown area,
they would be better equipped to assist transferring passengers.

The booklets were made with cardboard covers and pages stapled
together; the maps and schedules were photo-copies (two-sided)
pages. Each operator was given a booklet to carry.

This booklet was generally useful; feedback from operators has
been positive. There were two problems with the "Operator
Information Booklets": (1) Because they are made only of
cardboard, they quickly became quite shabby. (2) the schedules
rapidly became outdated due to frequent route and timetable
changes.

When a revised version of the booklet is prepared, these
problems will be addressed. The new booklet will be a binder
notebook style with metal rivet screws so that the pages are
readily interchangeable. The covers will be made of plastic
coated cardboard for durability. The revised edition will
contain fare and transfer policy information as well as
schedules and route maps.

e. Operator "Ride-Along" Program

This program was in operation for two years beginning in the
summer of 1980. Although time consuming, this program was
extremely useful in gathering data for service changes.

Each GBTD Planner was assigned to ride two round trips a month.
Special data collection sheets were designed specifically for
the "Ride Along" program. The sheets enabled the Planning Staff
to easily summarize observations, suggestions and problems
pertaining to each route. Data collected during the "Ride
Along" program is filed on a route by route basis and it is used
to pinpoint problem areas.

The problem with the program was that it required at least two
hours a month commitment from each planner. Because of
conflicting time commitments on the planners, it became
increasingly difficult to schedule the "Ride-Along" time on a
regular basis. Currently, Planning staff only ride a round trip
over a route when that route has been targeted for possible
changes. However, data collection requirements for planning
projects frequently require the Planning staff to ride a route,
thus meeting much of the purpose of this program.
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Summary

As with the Marketing and Public Relations techniques reviewed
in Chapter 1V, the Servicee Monitoring techniques met varying
levels of success. The most successful has been the Operator
Suggestion Program, in terms of useful input to the service
planning process. Techniques that require a significant
commitment of staff time on a continuing basis, or that seem to
contradict the established parameters of labor-management
relations, have not proved to be productive.

To some extent, the Operations - Planning Interface program was
intended to overcome a perceived lack of communication between
the two departments. As a result of efforts including these
programs, communication between the Planning and Operations
staffs is now on a solid basis.
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APPENDIX A

CUSTOMER COMMUNICATIONS FORM



PRIMARY INFORMATION SECTION

THE GREATER BRIDGEPORT TRANSIT DISTRICT

. CUSTOMER
COMMUNICATION FORM

(FILL IN ALL BLANKS, ENTER NA WHEN NOT APPLICABLE)

ROUTE #

COMMUNICATION CATEGORY

—— PASSENGER REL

——— WORK RULES/REGS
——— BUS MANEWVERING
——— SCHED ADHERENCE
——— ROUTE ALIGNMENT

— AR

— RANERS

—— COMMENDANION
— JGGESTION
— DS STOP

— OMER

DATE RECD —INPERSON __TELEPHONE ___LETTER (ATTACHED)
CUSTOMER NAME - INFORMATION OPERATOR
ADDRESS TEL
DATE OF INCIDENT TIME OF DAY BUS OR LICENSE NO.
DRIVER NAME/NO./DESCRIPTION

BUS STOP OR LOCATION

CUSTOMER STATEMENT

ATIVE SECTION

AD}

S048

RESPONSE TO CUSTOMER REQD O YES O NO DIR. COMM. REL.
O PLANNING ONLY TRANSMITTAL DATE:
DATE REC'D
ACTION TAKEN:
DIRECTOR OF OPERATIONS DATE

NU




APPENDIX B

EMPLOYEE NEWSLETTERS



HMRFELD

rORD Chairman., Transit Distict Commission: Michael Gratt, Bpt. Vice-Chairman: Walter J Augoer S

March 4, 1981

This is the first of a series of employee newsletters to
let GBTD employees know about some of the things which are going
on in the district which you might not otherwise hear about.

This first issue describes recent actiwities of the planning
department.

If you have ideas or contributions for future issues,
please contact Eve Wyatt or Adrienne Baumgartner at Water St.,
366-7070.,

FAIRFIELD "MINIMOVER" SERVICE BEGINS

Fairfield minibus service began on February 23rd. The six
minibuses used in the system are called "MiniMovers". All six
MiniMovers are used to provide service Monday through Saturday
and four are used for Sunday service.

During peak hours Monday through Friday, service is provided

for rail commuters. The MiniMovers pick up passengers who live
along five routes and take them to the Fairfield and Southport
train stations. Commuter MiniMovers can be flagged down anywhere
along the routes.

MiniMover service changes after 9 AM to provide service from
residential to shopping, recreational and business areas of
Fairfield. The MiniMover can be flagged down anywhere along

its five routes; they meet in the town center twice an hour to
enable passengers to transfer either to other MiniMover routes

or regular GBTD routes. The "day time" service ends at 5 PM

and MiniMovers take rail commuters back to their homes.
Interested passengers can pick up (or request by phone) schedules,
a system map and tickets from the GBTD Information Office.

Half price Introductory tickets are being sold through Apr.l, 1981.

These tickets are usable on MiniMovers and the Fairfield
Railroad Shuttle ONLY,

MECHANICS AND FARMERS TOKEN PROGRAM

On February lst. the Transit District began a program with
Mechanics and Farmers Bank in Bridgeport to provide "free"
service to bank employees. Under this program M & F employees
are able to choose either a supply of tokens for a months worth
of bus trips to and from work or a months free parking. The
tokens are purchased from GBTD by the bank.

The "Free-Ride" program is designed to encourage employees to usc
the bus system. 1In the first month of the <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>