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EXECUTIVE SUMMARY

This executive summary highlights the findings from the performance audit of the City of
Dixon’s Transit Service (Readi-Ride). In California, a performance audit must be conducted every
three years of any transit operator receiving Transportation Development Act (TDA) Article 4
funds, to determine whether the operator is in compliance with certain statutory and regulatory
requirements, and to assess the efficiency and effectiveness of the operator’s services. Dixon
operates demand-response transit service, which is the focus of the performance audit. The audit

covers the period of fiscal years 2012 through 2014 (from July 1, 2011 through June 30, 2014).

Performance Audit and Report Organization

The performance audit is being conducted for MTC in accordance with its established

procedures for performance audits. The final audit report consists of these sections:

. An assessment of data collection reporting procedures;

° A review of performance trends in TDA-mandated indicators;

. A review of compliance with selected PUC requirements;

o An evaluation of Dixon’s actions to implement the recommendations from the last

performance audit; and

. Findings, conclusions, and recommendations to further improve Dixon’s
performance based on the results of the previous sections.

Comments received from Dixon and MTC staff regarding the draft report have been

incorporated into the final report as applicable. Highlights from the key activities are presented in

this executive summary.

Results and Conclusions
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Review of TDA Data Collection and Reporting Methods - The purpose of this review is to

determine if Dixon is in compliance with the TDA requirements for data collection and reporting.
The review is limited to the five data items needed to calculate the TDA-mandated performance
indicators. This review has determined that Dixon is in compliance with the data collection and

reporting requirements for these performance indicators.

Performance Indicators and Trends — The following is a brief summary of the TDA

performance trend highlights over the six-year period of FY2009 through FY2014:

. There was an average annual increase in the operating cost per hour of 1.7 percent,
equivalent to a 0.8 percent annual decrease in inflation adjusted dollars.

. The cost per passenger increased on average by 5.5 percent per year, which
amounted to an average annual increase of 3.0 percent in constant FY2009 dollars.
Most of this increase occurred between FY2009 and FY2010.

. Passenger productivity trends were negative overall, with passengers per vehicle
service hour decreasing by 3.7 percent annually and passengers per vehicle service
mile decreasing by 1.6 percent annually. This was driven by a major ridership
change six years ago; recent years have seen steadier passenger and service levels.

° Employee productivity decreased an average 2.8 percent per year.

The following is a brief summary of the component operating costs trend highlights between
FY2012 and FY2014:

. Total operating costs decreased by 4.1 percent per year on average, while annual
labor costs increased by 1.9 percent but fringe benefit costs decreased by nearly 20

percent per year.

. Labor costs increased from 47 percent of the total cost per vehicle service hour in
FY2012 to 53 percent in FY2014, while fringe benefit costs were reduced from
about a 35 percent share in FY2012 to 25 percent or less, subsequently.

. The shares of other component costs varied somewhat from year to year, but each
generally remained at under ten percent.
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. Services, other materials/supplies and casualty/liability costs all increased overall,
each by at least ten percent per year. Other component costs only showed only
minor net annual increases or decreases.

Compliance with Statutory Requirements — Dixon is in compliance with the sections of the

state PUC that were reviewed as part of this performance audit. The sections reviewed included

requirements concerning CHP safety inspections, labor contracts, reduced fares, revenue sharing,

and evaluation of passenger needs.

Status of Prior Audit Recommendations — The single recommendation has been
implemented. It was suggested that Dixon develop a formal process for evaluating passenger
needs, building on the informal process in effect during the prior audit period that evolved from
earlier formal efforts. During the current audit period, annual passenger surveys were reinstituted.
In addition, the latest SRTP update (FY2013) adopted several customer focus components

comprising a formal process for evaluating passenger needs.

Recommendations

No recommendations are suggested for the City of Dixon based on the results of this

triennial performance audit.
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I. INTRODUCTION

Public Utilities Code (PUC) Section 99246 requires that a performance audit be conducted
every three years of each public transit operator in California. The audit requirement pertains to
recipients of Transportation Development Act (TDA) funds, and is intended to assure that the
funds are being used efficiently. The substance and process of the performance audit is defined

by the Regional Transportation Planning Agency (RTPA).

In the San Francisco Bay Area, the Metropolitan Transportation Commission (MTC) has
been designated the RTPA and has this responsibility. By statute, the audit must be conducted in
accordance with the U.S. Comptroller General’s “Standards for Audit of Governmental
Organizations, Programs, Activities, and Functions™ (the “yellow book™). The performance audit
is a systematic review to determine the extent to which a transit operator has complied with
pertinent laws and regulations, and conducted operations in an efficient and economical manner.

Relative to system compliance testing, all findings are reported regardless of materiality.

This report has been prepared as part of the performance audit of the City of Dixon’s transit
service. Dixon operates demand-response Readi-Ride transit service, which is the focus of this
performance audit. The audit period is Fiscal Years 2012 through 2014 (from July 1, 2011 through
June 30, 2014).

An overview of Dixon’s Transit Service is provided in Exhibit 1. This is followed by
organization charts in Exhibits 2 and 2.1, which reflect the changes to the basic organizational

structure during the audit period.

Performance Audit and Report Organization

This is the final audit report for the performance audit of the City of Dixon. Following this

introduction, the report consists of these sections:

® An assessment of data collection reporting procedures;
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L A review of performance trends in TDA-mandated indicators;
L A review of compliance with selected PUC requirements;

o An evaluation of Dixon’s actions to implement the recommendations from the last
performance audit; and

U Findings, conclusions, and recommendations to further improve Dixon’s

performance based on the results of the previous sections.

Comments received from City of Dixon and MTC staff regarding the draft report have been

incorporated into this final report as applicable.
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Exhibit 1: System Overview

Location

Establishment

Board

Facilities

~ Service Data

Headquarters: 600 East A Street, Dixon, CA 95620

The City of Dixon began providing general public dial-a-ride service, known as
Readi-Ride, in 1983. Readi-Ride was the responsibility of the City’s Recreation
and Community Service Department from 1995 until 2011, when it became part
of the City Engineer/Public Works Department.

The Dixon City Council is the transit system governing body. The City
Engineer/Public Works Director is responsible for the overall management and
financial oversight of the transit system. The Transit Supervisor is responsible for
the daily management of Readi-Ride. A Transportation Advisory Commission
provides input to the City on transit issues. Transportation Advisory Commission
members are appointed by City Council.

The City Corporation Yard is the central base of operations and storage for Readi-
Ride’s fleet. Maintenance is outsourced to private contractors, and administration
functions are housed in the City Hall complex. Vehicles are fueled at local gas
stations using city credit cards.

The City of Dixon provides curb-to-curb public dial-a-ride transportation within
the city limits of Dixon, utilizing City owned vehicles operated by City employees.
Service operates Monday through Friday from 7:00 a.m. to 5:00 p.m. Saturday
service operates from 9:00 a.m. to 3:00 p.m. There is no service on Sundays or
holidays. Ride reservations are taken weekdays from 7:00 a.m. to 5:00 p.m. and
on a voice-mail system during other hours. Subscription service is also available
on a space available basis, mostly for school tripper service.

Readi-Ride fares have not changed since February 2009. One-way fares are $2.00
for adults, $1.75 for youth (ages 5-17), $1.50 for seniors and passengers with
disabilities, and $1.00 for children 4 and under (must be accompanied by a fare-
paying adult). Exact change is appreciated, but drivers will make change for
passengers. Discounted 20-ride coupon books also are available. A day pass is
available for seniors and the disabled for use Monday through Friday, for $2.50

per day.

Readi-Ride’s intercity paratransit service fares are $5.00 one way. Service is
provided Monday through Friday from 7:00 a.m. to 5:00 p.m., for trips to Vacaville
and Davis. No weekend or holiday service is provided.

During the audit period, Readi-Ride’s fleet was comprised of nine buses and two
mini-vans, with peak service requiring up to five buses. All vehicles were
wheelchair accessible and all but two mini-vans have bicycle racks.

The City also contributes financially to the regional bus service (Route 30)
operated by Fairfield/Suisun Transit. Route 30 provides express bus service
connecting the cities of Fairfield, Vacaville, Dixon, Davis and Sacramento. This
service is not directly covered in this review.
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Recent Changes

Planned Changes

Staff

In FY2013, the City replaced its mobile Nextel radio system.

In July 2013, the City began participation with the Solano Transportation
Authority and other Solano County transit operators in a new Countywide In-
Person ADA Eligibility Program.

In FY2015, the City plans to work with local residential developers and businesses
to install shelters and benches in new development locations where riders are
expected to congregate.

Ridership growth is expected to range from one to two percent per year. Near-
term future ridership should be able to be accommodated without service
expansion, although capacity limits could be applied to peak operating periods that
coincide with morning and afternoon school bell times.

The City has been contemplating converting at least some of the service to fixed-
route, in order to maintain or increase capacity while keeping costs within available
funding.

During the mid-term planning horizon, a newly constructed Capital Corridor train
station and multi-modal terminal in Dixon may become operational with
commencement of passenger train service. If fixed-route service is provided at
that time, a stop at that location would be established.

Dixon reported the following Transit staff based on the FY2015 adopted budget:

Transit Coordinator 1.00
Senior Transit Driver 1.00
Transit Drivers/Dispatchers 3.75
Part-Time Drivers/Dispatchers 1.45

Total 7.20

Final Audit Report

-4- Triennial Performance Audit of City of Dixon

e —



UOXI(T JO 31D JO JIPNY SOURULIOLISJ [RIUUALLY. -G-

yodoy upny [eurg

mt_m:uwmam_m \my_m:_b.a :

40102110 SIOM
A

CI0ZAA - ey uoneziuesiQ) :y'z Nqyxy



—

S | P——— | Y i !

UoXI(J JO A JO NIPNY 90UBMLIONS [BIUUSLI], -9- yoday ypny [eulg

 (yoredsip)
STI3MIQ 1d

siounedsio/iona

| 18mQ Jowas

»om,_ﬁm.g,zm w_mamw.w |

SHOM Mgnd

10ANA SHIOM
Jljgnd/resubugy

PI0TAL PUB €T0TAA - }BY) uoneziuediQ 7' Nquxy



II. REVIEW OF TDA DATA COLLECTION
AND REPORTING METHODS

This section focuses on the five performance indicators required by TDA law. These
indicators have been defined by the state PUC to evaluate the transit operator’s efficiency,
effectiveness and economy. The purpose of this review is to determine if the City of Dixon is in
compliance with the data collection and reporting requirements necessary to calculate the TDA

performance indicators. The review is limited to the data items needed to calculate the indicators:

Operating costs

Vehicle service hours

Vehicle service miles

Unlinked passengers

Employees (full-time equivalents)

Per MTC procedures, the TDA indicator analysis typically relies on the National Transit
Database (NTD) reports submitted annually to the Federal Transit Administration (FTA).
However, the City did not receive funding from the FTA during the audit period, and thus is not
required to file an annual NTD report. Therefore, NTD reports were not used for this analysis;
instead, information and definitions provided by City staff were used to analyze TDA data

collection and reporting.

To support this review, the City of Dixon also provided information to confirm and/or
update its data collection and reporting procedures, using the descriptions in the prior performance
audit as a reference. The staff indicated that the definitions and procedures used to derive the TDA
indicator statistics remained unchanged from the prior performance audit, and generally are

consistent with those used for the NTD reporting system.

Based on the information provided, as shown in Exhibit 3, the City of Dixon is in

compliance with the data collection and reporting requirements for all five TDA statistics.
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III. TDA PERFORMANCE INDICATORS AND TRENDS

The performance trends for the City of Dixon’s transit service are presented in this section.

Performance is discussed for each of the five TDA-mandated performance indicators:

operating cost per vehicle service hour

passengers per vehicle service hour

passengers per vehicle service mile

operating cost per passenger

vehicle service hours per full-time equivalent employee (FTE)

Most of the performance results in these indicators were developed from the information

in the City’s TDA applications filed with MTC. Figures for FY2014 are “Current Adjusted
Figures” taken from the FY2015 TDA application. While the final figures for FY2014 were not

available, the Current Adjusted Figures are more accurate than budgeted numbers.

In addition to presenting performance for the three years of the audit period (FY2012

through FY2014), this analysis features two enhancements:

Six-Year Time Period — While the performance audit focuses on the three fiscal
years of the audit period, six-year trend lines have been constructed for Dixon’s
service to provide a longer perspective on performance and to clearly present the
direction and magnitude of the performance trends. In this analysis, the FY2012 to
FY2014 trend lines have been combined with those from the prior audit period
(FY2009 through FY2011) to define a six-year period of performance.

Normalized Cost Indicators for Inflation — Two financial performance indicators
(cost per hour and cost per passenger) are presented in both constant and current
dollars to illustrate the impact of inflation in the Bay Area. The inflation adjustment
relies on the All Urban Consumer Price Index for Urban Wage Earners and Clerical
Workers (CPI-W) for the San Francisco Metropolitan Area. The average CPI-W
percent change for each fiscal year has been calculated based on the bi-monthly
results reported on the U.S. Department of Labor — Bureau of Labor Statistics
website. The CPI-W is used since labor is the largest component of operating cost
in transit. Since labor costs are typically controlled through labor contracts,
changes in normalized costs largely reflect those factors that are within the day-to-
day control of the transit system.
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This section provides an overview of the performance of Dixon’s transit service over the
past six years. The trends in the TDA indicators and input statistics are presented in Exhibit 4.

The six-year trends are illustrated in Exhibits 4.1 through 4.4.

In addition, year-to-year changes in selected operating cost categories over the current audit
period are presented in Exhibit 4.5. Examining components of operating costs (e.g., labor, fringe
benefits, and casualty/liability) may determine what particular components had the most
significant impacts on the operating costs. Exhibit 4.5 also shows the concurrent changes in
vehicle service hours and illustrates the portion of the cost per vehicle service hour that can be

attributed to each included cost component.

. Operating Cost Per Vehicle Service Hour (Exhibit 4.1) — Operating cost per vehicle
service hour is a key indicator of cost efficiency. During the six year review period,
the cost per hour of Readi-Ride service increased in each year except FY2013. The
increase averaged 1.7 percent annually, as service hours decreased overall at a
somewhat higher rate than operating costs. The cost per hour ranged from a low of
$89.67 in FY2009 to a high of $101.69 in FY2012. To determine the effects of
inflation, the annual results are presented in constant as well as current dollars. In
FY2009 dollars, there was an average decrease in this indicator that amounted to

0.8 percent per year.

As shown in Exhibit 4.5, during the current audit period, labor costs increased
overall by 1.9 percent per year, while fringe benefits costs were reduced more
substantially (nearly 20 percent per year). At the same time, services, other
materials/supplies and casualty/liability costs all increased, each by at least ten
percent per year. Other component costs only showed only minor annual increases
or decreases. There were noticeable fluctuations in expenses in certain categories
that were explained by Dixon staff as one-time anomalies in FY2013. Overall,
operating costs decreased by 4.1 percent per year.

Labor costs represented the largest portion of the total cost per vehicle service hour,
increasing from 47 percent in FY2012 to 53 percent in FY2014. Fringe benefit
costs were reduced from about a 35 percent share in FY2012 to 25 percent or less
in the next two years. The shares of other component costs varied somewhat from
year to year, but generally remained at under ten percent apiece.

o Passengers per Vehicle Service Hour (Exhibit 4.2) — Passengers per vehicle service
hour is an indicator of passenger productivity. Passengers per hour decreased an
average of 3.7 percent annually during the six-year period. This was driven by a
steep decrease in FY2010 and much smaller increases in the last three years. Six
years ago, Dixon experienced a major ridership change, while recent years have

Final Audit Report -11- Triennial Performance Audit of City of Dixon
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seen steadier passenger and service levels. Overall, there was a moderate overall
decrease in service hours combined with a larger decrease in passengers.
Passengers per hour decreased overall from 9.3 in FY2009 to 7.7 in FY2014, with
interim results that were slightly lower.

] Passengers per Vehicle Service Mile (Exhibit 4.2) — Another passenger
productivity indicator is passengers per vehicle service mile. The six-year trend in
this indicator also showed an overall decline, going down by 1.6 percent annually
on average. There was a general decrease in the first part of the review period
(especially between FY2009 and FY2010), followed by a general recovery of less
magnitude in the latter part. There were 0.69 passengers per mile in FY2009,
compared with 0.64 in FY2014.

J Operating Cost per Passenger (Exhibit 4.3) — Operating cost per passenger is a
measure of cost effectiveness. The cost per passenger was $9.69 in the first year of
the review period, rose steadily to $14.30 by FY2012, and then leveled off to about
$12.50 in the last two years. There was an average annual increase over the six
years of 5.5 percent. With the impact of inflation removed from the cost side
(normalization), the six-year result was an average annual increase of 3.0 percent
in the cost per passenger.

. Vehicle Service Hours per Employee (FTE) (Exhibit 4.4) — Employee productivity

is measured as vehicle service hours per full-time employee. This indicator
decreased by an average 2.8 percent per year over the six years. Overall, vehicle
service hours decreased by 2.3 percent per year over the period, while FTEs
increased very slightly.

The following is a brief summary of the TDA performance trend highlights over the six-
year period of FY2009 through FY2014:

. There was an average annual increase in the operating cost per hour of 1.7 percent,
equivalent to a 0.8 percent annual decrease in inflation adjusted dollars.

o The cost per passenger increased on average by 5.5 percent per year, which
amounted to an average annual increase of 3.0 percent in constant FY2009 dollars.
Most of this increase occurred between FY2009 and FY2010.

o Passenger productivity trends were negative overall, with passengers per vehicle
service hour decreasing by 3.7 percent annually and passengers per vehicle service
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mile decreasing by 1.6 percent annually. This was driven by a major ridership
change six years ago; recent years have seen steadier passenger and service levels.

. Employee productivity decreased an average 2.8 percent per year.

The following is a brief summary of the component operating costs trend highlights -‘
between FY2012 and FY2014:

. Total operating costs decreased by 4.1 percent per year on average, while annual
labor costs increased by 1.9 percent but fringe benefit costs decreased by nearly 20 I

percent per year.

. Labor costs increased from 47 percent of the total cost per vehicle service hour in
FY2012 to 53 percent in FY2014, while fringe benefit costs were reduced from
about a 35 percent share in FY2012 to 25 percent or less, subsequently.

. The shares of other component costs varied somewhat from year to year, but each
generally remained at under ten percent.

. Services, other materials/supplies and casualty/liability costs all increased overall,
each by at least ten percent per year. Other component costs only showed only
minor net annual increases or decreases.
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IV. COMPLIANCE WITH PUC REQUIREMENTS

An assessment of Dixon’s compliance with selected sections of the state Public Utilities
Code (PUC) has been performed. The compliance areas included in this review are those that
MTC has identified for inclusion in the triennial performance audit. Other statutory and regulatory
compliance requirements are reviewed by MTC in conjunction with its annual review of Dixon’s

TDA-STA claim application.

The results from this review are detailed by individual requirement in Exhibit 5. Dixon is
in compliance with each of the five sections of the state PUC that were reviewed as part of this
performance audit. These sections included requirements concerning CHP terminal safety

inspections, labor contracts, reduced fares, revenue sharing, and evaluating passenger needs.
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V. STATUS OF PRIOR AUDIT RECOMMENDATIONS

Dixon’s prior performance audit was completed in May 2012. Generally, MTC has used
the audit recommendations as the basis for developing the Productivity Improvement Program
(PIP) projects the operator is required to complete. MTC tracks PIP project implementation as
part of its annual review of the operator’s TDA-STA claim application. This section provides an
assessment of actions taken by TDA-STA recipients toward implementing the recommendations
advanced in the prior audit. This assessment provides continuity between the current and prior
audits, which allows MTC to fulfill its obligations where the recommendations were advanced as

PIP projects.

This review addresses Dixon’s responses to the recommendations made in the prior
performance audit, and whether Dixon made reasonable progress toward their implementation.
There was one recommendation made in Dixon’s prior audit. A summary of the recommendation
and the actions taken by the City in response is presented in Exhibit 6. A determination of the
status of the recommendation also is provided, using one of the following four evaluation

categories:

. Implemented — appropriate actions have been taken and the issue has been
sufficiently addressed.

J Implementation in Progress — actions have been taken to address the issue, but the
recommendation remains open until further actions are completed.

° Not Implemented — no actions have been taken to address the issue, and the
recommendation remains open.

. Closed — no actions have been taken to address the issue, but changes in
circumstances have impacted the need to implement the recommendation.

The single recommendation has been implemented. It was suggested that Dixon develop
a formal process for evaluating passenger needs, building on the informal process in effect during

the prior audit period that evolved from earlier formal efforts. During the current audit period,
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annual passenger surveys were reinstituted. In addition, the latest SRTP update (FY2013) adopted

several customer focus components comprising a formal process for evaluating passenger needs.
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V1. CONCLUSIONS AND RECOMMENDATIONS

The preceding sections presented a discussion of the City of Dixon’s Transit Service
performance during the three-year period of FY2012 through FY2014 (July 1, 2011 through June
30, 2014). They included discussions 'of Dixon’s compliance with reporting requirements and
trends - in TDA-mandated performance indicators, actions taken to implement the

recommendations from the prior performance audit, and a review of selected other key

performance results.

Conclusions

The key findings and conclusions from the individual sections of this performance audit

are summarized below:

L Data Collection — Dixon is in compliance with the data collection and reporting
requirements for all five TDA statistics.

° TDA Performance Trends - The following is a brief summary of the TDA
performance trend highlights over the six-year period of FY2009 through FY2014:

- There was an average annual increase in the operating cost per hour of 1.7
percent, equivalent to a 0.8 percent annual decrease in inflation adjusted

dollars.

- The cost per passenger increased on average by 5.5 percent per year, which
amounted to an average annual increase of 3.0 percent in constant FY2009
dollars. Most of this increase occurred between FY2009 and FY2010.

- Passenger productivity trends were negative overall, with-passengers per
vehicle service hour decreasing by 3.7 percent annually and passengers per
vehicle service mile decreasing by 1.6 percent annually. This was driven
by a major ridership change six years ago; recent years have seen steadier
passenger and service levels.

- Employee productivity decreased an average 2.8 percent per year.

The following is a brief summary of the component operating costs trend highlights
between FY2012 and FY2014:
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— Total operating costs decreased by 4.1 percent per year on average, while i
annual labor costs increased by 1.9 percent but fringe benefit costs
decreased by nearly 20 percent per year.

- Labor costs increased from 47 percent of the total cost per vehicle service
hour in FY2012 to 53 percent in FY2014, while fringe benefit costs were
reduced from about a 35 percent share in FY2012 to 25 percent or less,
subsequently. B

— _ The shares of other component costs varied somewhat from year to year,
but each generally remained at under ten percent.

— Services, other materials/supplies and casualty/liability costs all increased
overall, each by at least ten percent per year. Other component costs only
showed only minor net annual increases or decreases.

] PUC Compliance — Dixon is in compliance with the sections of the state PUC that
were reviewed as part of this performance audit. These sections included
requirements concerning CHP terminal safety inspections, labor contracts, reduced
fares, revenue sharing, and evaluating passenger needs.

L Status of Prior Audit Recommendations — The single recommendation has been
implemented. It was suggested that Dixon develop a formal process for evaluating
passenger needs, building on the informal process in effect during the prior audit
period that evolved from earlier formal efforts. During the current audit period,
annual passenger surveys were reinstituted. In addition, the latest SRTP update
(FY2013) adopted several customer focus components comprising a formal process
for evaluating passenger needs.

Recommendations

No recommendations are suggested for the City of Dixon based on the results of this

triennial performance audit.
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