MARSHALING THE PUBLIC WILL

Taxi Regulatory  Governance Models: Commissions vs. Council

How many regulators have a taxicab or transportation commission whose sole or primary mandate is the regulation of the taxicab and public transportation industry?   Are the decisions and policy approved by the Commission final and binding or do they have to be ratified by another elected body (e.g. Council)?  How are commissioners chosen?  How much expertise do they have?

How many regulators work within a governance model that resides within a municipal department overseen by the City Manager that prepares the legislation and then seeks approval through a Committee and/or entire municipal Council before it can become law?

How many are governed by a state or a provincial body?

When trying to solve a problem or bring forth new legislation what steps do you have to take to successfully complete the process?

Working with politicians

Why regulate the taxicab industry?   Do municipalities need to regulate the taxicab industry?

Very important to convince and educate legislators, business community and the public that the taxicab industry is an integral part of a City’s public transportation system.  It just happens to be a public transportation function that is outsourced to the private sector.

Facts—

· Politicians may be reluctant to confront taxi issues.

· Taxicab regulation historically has been perceived as a necessary evil, Politicians may avoid  championing taxi reforms.  

· City of Toronto will only allow taxi matters to come forward twice a year.

· City of Ottawa did not have any taxi reforms implemented until forced to do so through a change in the governance structure.

· Taxi industry is a strong and vocal lobby group.

· The taxi industry, and the rational for regulating including the sale and leasing of plates/medallions are very complex.  

Measuring Performance: making the problem known—

· Document complaints from business community or taxicab patrons.

· Use statistics.  

· Understanding the problem can be a challenge as public may not necessarily complain (tourists, seniors, impaired passengers)

· Communicate with political representatives, meet frequently and educate 
them as to what you know and the regulatory options available to them.

· It may take research and position papers, but build your case to put forth logical and rational reforms to improve the taxi industry.

· Be truthful in your assessments as to what can be done and spell out the tough problems to solve.  

· Look to best practices.  Show them other cities that have dealt with the same problem and their option for solutions.  Was the other city successful or is the problem still there?

· Find out what is politically feasible, seek out their issues, concerns and what they are or are not willing to support. 

· Look to some of your politicians to be the champions on reforms.

Building trust

Build trust and establish a close working relationship with council and the industry.

Listen to the industry and be able to answer their concerns or be able to justify and defend your position to your politicians about those concerns.

Don’t claim to have all of the answers, but be willing to build towards consensus and know when you can go after the whole enchilada and when you have to win the small battles one at a time. 

Strategize on how to go about getting the most improvements.

Be flexible and  willing to compromise. 

Maintain a good relationship with your elected representatives as well as the taxi industry.  Create credibility, be respectful and understand the cultural diversification issues.

Understand the Taxi Industry: Have a good knowledge base

How is Your Own Industry Structured

Start by analyzing your existing industry’s characteristics.  What options are available to introduce reforms without a confrontational overhaul of a volatile industry?  Avoid the “Us Against Them” approach.

You can learn from the industry and the industry can learn from you, only if you have an open communicative and strong relationship.

Know Options Available

Know how the industry operates and compare your municipality with other cities with similar industry operational characteristics.   Some issues are easily comparable (safety issues), others such as entry and issuance of licenses can be very different.

Educate yourself about the industry through knowledge gained through regulator groups and exchange of ideas.

Peer reviews.  Learn also through interactions and networking with regulatory peers--usually cheaper than a consultant.  Join the IATR You get different viewpoints.

Use consultants that have a proven track record and lots of experience.

Consultants and peer reviews create credibility with Council. 

Conduct surveys that ask meaningful questions and are aimed to obtain pertinent answers that can be used to convince the elected representatives.

Working with the industry.

Education

Convince industry that regulations are good for business.   Any codes, regulations or bylaws not good for business should be removed.  You are seeking a professional industry. Industry needs to raise the bar in terms of standards and service delivery.  

Keep them informed.   Keep them involved in changes.  Find those individuals in the industry that are good business people and know how the industry works or how they can improve.

Most of the industry has difficulty seeing the big picture.  You will have a lot of the industry that are only out for the next dollar and can’t see beyond the issue or can’t understand why regulation is needed.

Provide Incentives

If they don’t do it others will  (e.g. Bandit Cab industry) 

Ambassador Programs (City of Toronto)

Accessible Cab Programs, Para Transpo Contracts, Free Plates/ Medallions

Be Fair and Sensitive

Create fair standards and requirements—put yourself in the industries shoes.  Would you like the standard or requirement?  Does it make sense, why was it introduced.

Working with the public

Establishing and using an advisory board or stakeholders in regulation—hospitality industry, social service agencies that use taxicabs and other transportation services, mobility impaired organizations, cab users, chamber of commerce, etc.

Conduct public hearings on proposed ordinance or bylaw changes.

Respond to complaints and help industry satisfy customers.

Bring out passengers who have complained about poor or inappropriate service to provide justification for the need to make changes.

City of Ottawa

Regulations had remained the same for 25 years

Reforms were introduced as a result of amalgamation. New regulations had to be enacted because of the merging of 11 Cities into one

Old regulations were very outdated. No age limit on vehicles, (average age was 15 years) worst fleet in the country, sporadic criminal record checks, no accessible taxicab service, limitation on plate issuance.

Reforms forced the merging of taxi service areas from 6 zones into one

Very controversial

Several proposed reforms were introduced and most were accepted

How was this done?

Established a five year plan

Took politicians to Taxi School. Regular meetings, briefings to educate and update Council on how the taxi industry operates to ensure they could make an informed decision.

Hired an independent consultant to work closely with the industry and the regulators and other stakeholders to produce a position paper.

Regulators conducted a comprehensive consultation process. Established a number of stakeholder groups to solicit feedback and support e.g. Taxi Advisory Committee, regulators/union Committee/Regulators/Brokers Committee. Accessibility Advisory Committee

Staff drafted a series of recommended reforms that provided for a phase in of new regulations over a five-year period.

Proposed more regulations and higher restrictions than were needed to give politicians room to compromise.  E.g. 5-year age limit on vehicles, Council changed to seven

Taxi industry in Ottawa typically will only focus on one or two issues, which is why several reforms were introduced and accepted.

Phase in process was the most supportive by the industry and the politicians as the impacts were not immediate and the industry felt they could challenge new reforms at a later date. 

Results

New and Improved By-law

Improved Service (no dead heading) and enhanced training

New and improved Fleet/ from the worst in the country to one of the best (Ontario Transportation Minister Quote in the Globe and Mail)

Established an on demand accessible taxi cab service, 25 cabs to 185 by 2010

Cameras and GPS in Cabs (2008)

Coroners Inquest in November, 2006 may provide for additional reforms as a result of a taxi driver backing up and running over a female pedestrian.

City of St. Louis

The Metropolitan Taxicab Commission came into existence in June 2003 pursuant to a newly enacted state statute authorizing the establishment of this agency.

Three jurisdictions that regulate vehicles for hire were merged into a regional agency.  The jurisdictional areas are:  The City of St. Louis, St. Louis County and the airport.  All previous related ordinances were revoked.  The Board of Alderman for the City of St. Louis and the St. Louis County Council adopted the MTC Vehicle for Hire Code.  The next future action planned is to have approximately ninety municipalities within St. Louis County adopt the MTC code so that complete and comprehensive enforcement becomes a reality.  These municipalities for the most part maintain their own police departments and municipal courts.

Historically, The St. Louis Convention and Visitors Bureau strongly supported this regional concept because of numerous continuing complaints from visitors and citizens.  Complaints primarily concerned:

-Age and general poor condition of cabs

-Appearance of drivers

-Lack of professionalism

-Over or improper charges on fares

-Foreign language issues

-Navigational difficulties within the area

We had to obtain public and media support to accomplish our mission to become an established agency.  We assured the public of the following: 

-A safe and professional ride

-A licensed and a safety inspected vehicle

-A licensed driver that has been drug screened, passed a physical examination and has produced a police record check.  

We got the message out that the public was secure in the concept that whoever was driving grandma to the Doctor was proper and legally licensed

Primary functions are:

-Licensing (regulatory function)

-Safety and inspection

-enforcement

Commission also regulates:

-Premium or black sedans (also includes SUV's)

-Courtesy vehicles (Hotel etc.)

-Airport shuttles

-Non-emergency medical transport (authorized and in progress)

Establishing commission was a long and drawn out process.  To accomplish our mission to effectively getting the legislation passed at the state level took over six years.  A professional lobbyist was hired, a CORO research project was conducted.  Initially industry members opposed the entire concept, seeing no reason for additional regulation.  Many lawmakers saw no reason for additional layers of government.  It was an uphill battle.  The convention-visitors bureau people remained loyal and supportive to us throughout the process.  The industry members finally agreed to the idea when 4 of the 9 commissioner seats were guaranteed to owners and operators, there were certain restrictions and requirements.  Creating the state statute was the biggest obstacle.

Once the state law passed and was enacted the local entities; The City of St. Louis, St. Louis County and the Airport Authority who were basically in agreement to support the formation of the Metropolitan Taxicab Commission easily passed the needed local legislation to establish the Commission.  The local level action was accomplished within weeks.

City of Seattle

12 years after deregulation, Mayor gave instructions to fix the industry or franchise it.

New regulators

Contacted other regulators through IATR and our friends at King County who were members of IATR.  Attended conference.  Networked.

Gathered ideas from other cities.

Had a peer review from Gorman Gilbert, Barbara Lupro, and Sandy Avant—group of original IATR members.  Received a findings report.  Added to regulator’s credibility.

Taking ideas from other cities-- rewrote ordinance.

Had a great deal of help from one council member who learned about industry and conducted public hearings.

Formed advisory group made up of businesses, industry, large stakeholders, other governmental agencies, and citizen taxi users.

Started out with over 150 independent taxicabs.  Now work with six or seven associations who in turn control the individually owned taxicabs.

We have a few larger fleet owners, however most taxicabs are still individually owned taxicabs.

Continue to work with King County and Port of Seattle to solve remaining issues such as how to issue new licenses, transferability, deadheading, green taxicabs, etc.

Current challenge is ensuring that taxi issues and continued improvements to the taxi industry be seen as a priority for Seattle politicians.  Still is a problem that needs to be solved.

Discussion questions for commission cities

What is your governance structure.  How does the commission work with the elected representatives or are they the elected body that has final say on any decisions.

If commission’s decisions have to go to governing body, how do you get the commission's agenda on the governing body’s agenda, etc.? 

Now that the commission is formed and some of the problems have been solved or partially solved, how do you get the attention of the elected body? 

Do you still have to sell the fact that there are more issues that need to be addressed?   How are your issues received? 

Does the commission interact with each jurisdiction represented by the commission or do you have some autonomy?

