

Business Plan for Implementing a Joint Scheduling & Dispatch Center in the Pikes Peak Region

Figure 3-1: Timeline for ACT Organizational Activities
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Task Task Description            
1.0 Administration
1.1 Establishing documents



1.2 Annual budget



1.3 Staffing



1.4 Policies & procedures



2.0 Goals, Reporting, and Evaluation
5.1 Adopt initail goals, annually review



5.2 Reporting procedures



5.3 Annual evaluation of progress



3.0 Financing
6.1 Financial system in place



6.2 Apply for 5316/17 funds - staff



6.3 Apply for CDOT funds - RFP support



6.4 Financial review or audit



6.5 Cost sharing agreements in place



4.0 Capacity Building
4.1 Board development activities



4.2 Agency & consumer outreach activities
4.3 Clarify roles, relationships
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ACT Organizational Development

Implementation Checklist

Accessible Coordinated Transportation

    of the Pikes Peak Region


   Date of this revision: 2/2/2011
	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Establishing Documents

	Bylaws are in place and are acceptable to all members
	Preliminary bylaws need to be amended 
	· Members review current bylaws and identify issues

· Samples of how agency can handle items needing unanimous consent versus majority consent.
	· ACT Board of Directors
· Consultant
	Bylaws have been reviewed and draft language suggested for consideration at Jan 5 meeting.

Discussed consent options at Nov. 3 meeting.



	Agency Membership – Initial
	In process
	· Have member MOUs prepared;

· Obtain agency signatures 
	· Consultant
	· Decided at Nov. 3 meeting to use MOU format.
· Drafts are prepared.

	501(c)(3) Status
	Complete
	Are any corrections needed?
	Secretary to Board
	In February, set plans for reporting and tax filing.

	Records
	In process
	Set up format for minutes and resolutions. Establish files for the organization.
	Secretary to Board and future staff
	· Initial members have notebooks.

· Establish systems for keeping minutes, making resolutions, setting policies, & member notices.

	Budget

	Develop 2011 Budget
	Not started
	
	· All ACT members
	Will be based on activities undertaken
Initial 2011 budget should be defined and adopted ASAP. See timeline.

	Member agencies adopt budget
	Not started
	
	· All ACT members
	

	ACT adopts budget
	Not started
	
	· All ACT members
	

	Monitor revenues & expenses 
	Not started
	
	Board Secretary / staff
	


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Staffing

	Identify staffing requirements and job description
	Not started
	For ACT management 

For projects

· Joint Dispatch

· Medicaid billing
· Other
	Board President (ACT Management)
SK Transportation Coordinator
CI representative (Medicaid billing)
	Define specific tasks, standards of work, skills, abilities, and knowledge required for job.

	Seek funding for staff
	Not started
	Letter of intent sent in for CMAQ funding. Apply to City, CDOT for 5310, 5316, 5317 funds.
	Board President
	Identify funds to use as match

	Process is in place for evaluation of staff and board
	Not started
	First annual Board evaluation cycle in 2012. 
	Board President
	Identify process from an existing member agency and adapt to meet needs of ACT

	Policies and Procedures

	Adopt policies to meet funding agency standards and procedures to assure member agencies have policies in place.
	Not started
	Could an existing agency provide its policy manual text for updating?
	Board President
	Include all elements required for each funding source (FTA, OAA, PPRTA, Medicaid, etc.).

Review current agency contractual clauses to identify those needed for each fund source or contract. 

	Establish Personnel Policies
	Not started
	
	Board Secretary
	Use policies of an existing member as a base, revising to serve the needs of ACT. See also the first item in this section.

	Establish confidentiality policies for program and IT system and has staff and volunteers sign them. 
	Not started
	What does each agency have in place presently?
	SK Director
	

	Determine routine reporting for ACT and for funding agencies
	Not started
	Develop consistent definitions for cost and service items
	Board President / future staff
	This will be refined as more operations are conducted jointly. Revise annually.


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes

	Vision, Mission, Goals & Objectives

	Develop a vision and mission statement.
	Draft prepared
	
	All ACT members
	Draft is included in implementation plan. A consensus and ACT adoption is needed. 

	Develop goals, strategies. And objectives
	Draft prepared
	Format is a timeline with narrative description of planned activities.
	All ACT members
	Draft is included in implementation plan. Final decisions, consensus, and Board action is needed.

	Implement a process to review progress in meeting goals/objectives and for annual update of goals and objectives.
	Not started
	Solicit input from broader community.
	All ACT members. 
	Establish process for regular progress review in 2011.

First update of goals and objectives planned for 2012.

	Financial Management

	Financial system is set up with a separate checking account and separate set of books
	Plans are in place to open a checking account
	Complete checking account;

Set up bookkeeping system;


	Board President
	The system can be managed by a bookkeeper or someone on staff at one of the agencies. Include booking of contributed time by agency staff (paid by agencies) and volunteer time (log as in-kind).

	A budget process is in place for July 1 – June 30 fiscal year.
	Bylaws do not clearly define. 
	Identify process that will work in sync with members budgeting processes. 
	All ACT members
	Covers adopting an annual budget, monitoring expenditures and revenues, and making adjustments if needed.

	Apply for funding
	Letter of intent submitted for CMAQ funds.
	Seek 5310/16/17 mobility management, 5311 planning, or 5304 planning funds
	Board President / Board Sec./Treasurer
	Funding needed for staffing. Full time desirable, half time acceptable in first year only. Funding needed for professional assistance with RFP.

	Financial compliance and quality control procedures are in place.
	Not started
	
	Board Sec./Treasurer / future staff
	Identify practices at one of existing member agencies to use as a base and modify to meet the needs of ACT.

	Financial system has successfully completed one financial review and made any recommended improvements
	Anticipated after end of 2010-11 fiscal year.
	
	Board Sec./Treasurer / future staff
	Complete any improvements prior to end of December, 2012.


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Cost Accounting

	Participating agencies have identified similarities and differences in systems
	Not started
	
	Future Staff
	Address cost accounting, funding, and reporting systems/

	Adjustments have been made for consistent reporting
	Not started
	
	Future Staff 
	Consistency only needed in areas where it is important for cost sharing.

	Cost-sharing agreements or purchase of service agreements are in place.
	
	
	Future Staff
	Address issue on what is included as an overhead expense, what are direct passenger or vehicle expenses, and how each are treated.

	Outreach & Organizational Development

	Establish communication channels
	Not started
	Determine various means and order for implementing.
	Future Staff
	Establish mailing list of potential partner agencies, advocates, others. Might include electronic newsletter, web page, other

	Process is in place to solicit comments from broad group of agencies and consumers.
	Not started
	Determine various means and order for implementing.
	Future Staff
	May include both informal and formal comments.

Goals are to have meaningful involvement in decision-making processes and for ACT Board to have good understanding of community needs.

	Apply for membership on CCOST, other entities
	Not started
	Determine who will represent ACT as needed.
	Board President
	

	Roles, Relationships, and Responsibilities

	Establish MOU with Mountain Metro defining partnership
	Not started
	Define parameters; meet w/ City staff to obtain their views
	Board President
	Development of MOU will be done jointly with City.

	Establish MOU with PPACG defining partnership, resource sharing, and responsibilities
	Not started
	Define parameters; meet w/ PPACG staff to obtain their views
	Board President
	Development of MOU will be done jointly with PPACG.

	Expand Board to represent larger portion of community
	Not started
	Will require building confidence in ACT among community organizations.
	Board President
	May initially include working with CCOST;

Expansion of board will take time, as ACT shows accomplishments and intention to serve all agencies and consumers in service area.


Figure 4-1: Timeline for Joint Call, Scheduling, and Dispatch Center
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Task Task Description            
1.0 Protocols
1.1 Call-Taker's Guide



1.2 Customer Responsibility Standards



1.3 Donation and Fare Policies



1.4 Eligibility and Cross-Eligibility



1.5 Determine  Reporting Needs



1.6 Develop Joint Client Database



1.6 Identify Questions for Vendors



2.0 Procurement
2.1 Review Available Products



2.2 Develop RFP Scope and Detail



2.3 Solicit Vendors



2.4 Evaluate Responses



2.5 Select Vendor and Purchase



3.0 Installation and Testing
3.1 Install at Silver Key



3.2 Testing, migration



3.3 System goes live, adjust as needed



3.4 Install Fountain Valley clients



3.5 Testing, migration



3.6 System goes live, adjust as needed



3.7 Install DSI clients



3.8 Testing, migration
3.9 System goes live, adjust as needed



3.1 Install CI clients



3.1 Testing, migration
3.1 System goes live, adjust as needed
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Joint Scheduling and Dispatch Center
Business Plan Checklist

	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Funding and Initial Implementation Plan

	Obtain financing 
	Complete
	· Funding received for base system
	Silver Key Executive Director
	$80,000 available via PPACG from Sec. 5310

$322,300 FASTER funds 

	Identify initial budget options 
	In process
	· Rough costs identified
	Silver Key Executive Director
	Costs for operating and capital will be refined and priorities established. 

	Initial scheduling & dispatch center functionalities 

Other program activities

Long-term program activities
	Complete
	· Implementation Plan includes functionalities and related activities
	PPACG Mobility Manager
	Adoption by CCOST, PPACG, and ACT Board

Task Force members identified priorities for additional coordination activities.  These are included in plan but not detailed.

	ACT establishes technical working group
	Not started
	· Set-up a technical working group
	Silver Key Transportation Director leads
	Responsibilities include making recommendations to Silver Key (and other agencies as appropriate) on technical and process aspects of joint call, scheduling, and dispatch center

	Functions and Equipment

	For each functionality, identify the details and equipment needs.  Functions:

· Information / Assistance

· Reservations

· Scheduling

· Dispatch

· Billing

· Recordkeeping/reporting
	General info is included in the implementation plan.

Not started on specifics
	· Identify and compare existing systems at each provider. Address internal systems and those that affect customer – e.g., are trips scheduled when requested, within 24 hours, or other? How are will-calls handled?

· Document desired practices.
	Technical Working Group. Silver Key Transportation Director leads.  Participants are: SK IT staff; dispatch from DSI, FVSC, RMHS, CC, and others as interested; Board reps from DSI & FVSC; PPACG Mobility Manager
	It is recommended that practices at Metro Mobility also be examined.

Others may need to assist on reporting and billing functions

This task will help to determine what needs to be included in RFP and questions to ask vendors.


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Identify technology needed for each functionality
	Not started
	· Document communication system, software, and computer systems at Silver Key
	Silver Key IT staff
	Basic technology is discussed in implementation plan.

Prioritize importance of various features as they relate to software and equipment.

	Identify vehicles for AVL and MDT
	Not started
	· List specific vehicles.  Note any to be replaced over time of installation.
	Silver Key Transportation Director
	Will volunteer drivers use MDTs? May be desirable to test appropriateness. If not, identify back-up plan.

	Protocols and Practices

	Information, Referral, and Options: Call-Taking Guide 

	Identify number of lines and how they will be answered.
	Not Started
	· 
	Technical Working Group 
	How many lines are needed?

Can existing lines be forwarded to dispatch center? 

	Identify text for answering each line.
	Not started
	· 
	
	Training manual template has been provided

	Protocol for updating and sharing information
	Not started
	· 
	
	Lisa / Lori assist as well

Address for before and after there is a single system.

	Customer Responsibility Standards 

	Standards for no shows, late cancellations, etc.
	Not started
	· Identify and compare existing terminology and rules at each provider.

· Recommendations made for agency consideration
	Technical Working Group
	Identify any variation that can be (or needs to be) accommodated.

Adoption of common standards can occur before CAD system is in place, but final decisions should wait until procurement is completed.

	Agency consideration, adoption
	Not started
	· 
	Agency directors
	


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Fare and Donation Policies 

	Document similarities and differences in donation and fare policies, collection practices, and reporting procedures.
	Not started
	· Identify and compare.

· Make recommendations for agency consideration
	Technical Working Group
	Identify any variation that can be (or needs to be) accommodated.

Adoption of common standards can occur before CAD system is in place, but final decisions should wait until procurement is completed.

	Agency consideration, adoption
	Not started
	
	Agency directors
	

	Eligibility / Cross Eligibility Practices 

	Document existing program eligibility practices
	Underway
	Lisa has collected information on agency application forms
	Technical Working Group
	Procedures for written applications and verbal information collection need to be defined.

	Identify procedures needed for other programs
	Not started
	Investigate eligibility information needed for Veterans’ programs, Medicaid NEMT, HCBS, etc. 
	Technical Working Group
	

	Recommend procedures for intake
	Not started
	Obtain public
	Technical Working Group
	Procedures can be used by agencies before full transition.  Coordinate with call-taking guidelines and common client database procedures.

	Determine time frame and transition plans; implement
	Not started
	
	Technical Working Group
	

	Recordkeeping and Reporting 

	Current practices
	Not started
	Document service, ridership, and financial reporting.
	Technical Working Group
	

	Desired changes / equipment and software impacts
	Not started
	Identify improvements desired by providers, funders

Identify impacts on equipment and software
	Technical Working Group
	Additional information desired to: 

· Show how specialized services augment (not compete with) Mountain Metro Transit services.

· Monitor cost components of services (i.e. dispatch, service provision, etc/) 


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Recommendations to ACT
	Not started
	
	Technical Working Group
	

	Client Database

	Determine existing data by agency
	Not started
	· Each agency provides list of fields, format, and sample data 
	Technical Working Group
	What source documents are used to enter client data?

What format is each database in presently? 

	Determine what fields are needed for master database
	Not started
	· Format for final product? (Spreadsheet or database)
	Technical Working Group
	Identify what Metro Mobility uses as well as existing providers.  Consider what may be needed for Medicaid NEMT and HCBS as well as Vet status.

	Each agency updates their list
	Not started
	· Delete old records, complete missing fields
	Each agency
	.

	Identify protocol for maintaining list.
	Not started
	· Frequency and responsibility for cleaning

· Method of transferring data until there is a single system.
	Technical Working Group
	

	Create master list, removing duplicates
	Not started
	
	Technical Working Group
	Lead responsibility is expected to fall to Silver Key.

	Procurement

	Refine list of specific functions and base network desired (hardware and software).
	In process.  Base information is in implementation plan
	· Update list based on development of protocols.

· Solicit comments from CCOST, others.
	Technical Working Group
	This will be helpful for clear communications and as a guide for technology firms to use in illustrating their wares.


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Review 3-5 software programs
	Done once, will be re-done for more specific information
	· Identify firms the working group wishes to learn more about 
	Silver Key IT staff.
CDOT Region 2 transportation staff may assist.
	For each function and network requirements, leave with a clear understanding of how the software accomplishes task, options for customizing, hardware & communications requirements, etc. Identify any details that need to be included (or left out) of RFP to enable each firm to bid.

	Determine if consultant support is needed to complete RFP.
	Not started
	
	Silver Key IT staff.

CDOT Region 2 transportation staff may assist.
	Consider requirements in next three tasks, time frame for preparing, and available skills/time of participants.

	Identify specific requirements for software and hardware.
	Not started
	
	Silver Key IT staff.

CDOT Region 2 transportation staff may assist.
	Identify what equipment is needed, what is available.  Specify items necessary and desired in scope of work.

	Determine desired phasing installation of components and agencies
	Not started
	· Identify options and consider advantages & disadvantages of each.
	Technical Working Group
	Discuss options with vendors, agencies

	Prepare specifications for software, hardware, installation, and training
	Not started
	· Identify time frame and responsibilities.  
· If professional support used, allow for solicitation
	Technical Working Group
	Will be broken into logical bundles

	Conduct procurement process
	Not started
	
	Silver Key
	

	Purchase, install and test system
	Not started
	
	Silver Key
	


	Activity
	Status
	Follow-up Activities
	Responsibility
	Notes:

	Agency Agreements

	Set up project accounting in a manner that documents all contributions and builds an understanding of both costs and (over time) the savings that occur.
	Not started
	Document time contributed by other agencies and volunteer time (board members)
	SK Finance
	The value of this can be used as in-kind contributions to match grants.

	Determine cost share arrangements prior to system being fully combined and after joint operations begin.

Determine how long-term costs will be shared.
	First steps taken
	Initial decision to have staff from DSI and FVSC work out of SK part of the time has been made.  Work out details.

Evaluate and determine long-term options. Choices include 

· Purchase services from Silver Key

· Contribute staff to a combined system


	SK Executive Director
	Determine feasible arrangements for staff, how job duties will be accomplished and adjusted, and timing for implementing this change.

Determine total costs of system with staff time and associated equipment/facilities for call taking, scheduling, dispatch, and ancillary services.

Determine reasonable basis for cost share.  Time spent per call for each agency.  Number of dispatch contacts per month (or week).

	Prepare agreements between agencies documenting choices.
	Not started
	
	SK Executive Director
	These agreements will be approximately one year in term as the situation will be fairly fluid.


Figure 5-1: Timeline for Other Coordination Activities
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Task Task Description            
1.0 Mobility Management
1.1 Web-page development 
1.2 Updates to provider telephone info
1.3 Agency outreach & staff training
1.4 Brochure
1.5 Travel training



2.0 Joint Procurement
2.1 Maintenance
2.2 Fuel
2.3 Insurance
3.0 Other Activities
3.1 Training - drivers & other personnel
3.2 Quality Assurance & Customer Svc



4.0 Joint Administrative Services
4.1 Single grant administration
4.2 Joint billing and contracting
4.3 Development of NEMT services



5.0 Vehicle Fleet 
5.1 Vehicle replacement schedule
5.2 Grants funding for fleet replacement
5.3 Vehicle management
5.5 Shared vehicle back-up
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