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COUNCIL COMMUNICATION 

AGENDA TITLE: Receive City of Lodi Dial-A-Ride Transit System Performance 
Audit for the Three Years Ended June 30, 1991 

=I= DATE: August 19. 1992 

PRKPARED BY: Assistant City Uanager 

RB- ACPIOA: The City Council accept the City of Lodi Dial-A-Ride 
Transit System Performance Audit for the Three Years 
Ended June 30. 1991. 

EaA- I ~ ~ T I O A :  The Public Utilities Code requires a tri-annual 
audit of the City of Lodi's transit system. The 
audit was conducted by the Certified Public 
AccOUIIting firm of Bartig, Basler h b y  which was 
selected by the S a n  Joaquin County Council of 
Governments (COG). 

The Audit R e p o r t  makes the following rec-ndations: 

1 .  A m  OBJBCTI VKj 

Goals and objectives with respect to short-range and long-range 
transit planning need to be expanded upon. Furthermore, a system 
of evaluating the achievement of thcse goals should be installed. 

G O U U E H T  

This audit was not coordinated with the transit needs assessment. 
That report sets forth a set of goals and objectives. Needs 
assessment will set a good framework for meeting this 
recannendation. 

2. puucgTI~Ar7opw LIC IIPPO~TION 

The City should embark upon a more aggressive mdrketing campaign 
to encourage ridership. This campaign should be the result of 
surveys designed to determine service satisfaction. 

. C O M M B R T  

The of Lodi has been reluctant to publicize Dial-A-Ride to a 
greater degree than has been done because of concerns of not being 
able to meet the demand. Dial-A-Ride is generally known to the 
entire camunity. If re expand our transit system to include a 
fixed route system we rill most certainly include a full-blown 
marketing campaign. 

City 
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3 .  RSPORTING 0 PcaMp LAIm 

The 
that management can utilize for future planning. 

C O M M E N T  

Each ccmplaint is reviewed and those needing actim are passed on 
to the contractor. We do not keep a formal log, but have now 
established one. 

City should maintain a log of canplaints to Mercover trends 

4 .  EMPLO YEB lKxm BomvRc ERrs 

The City should maintain a record of hours spent on the transit 
system by City personnel and should require the contractor to 
report the same. 

C O U M E E I T  

We a m  now collecting the maintenance hours spent2 on maintenance 
and including that in our monthly sumnaries. City Cab Caapany 
also is being requested to provide this information. 

The City should lMke full use of DMPA operat'ing and capital 
assistance grants before claiming State Transit Assistance funds. 
This is especially true nor that the City is eligible for UMTA 
Section 9 Urban Grant funds. 

C O M U B N T S  

Staff 
these funds. 

is exploring the requirements and ramifications of obtaining 

A copy of the Audit Report is on file in the cffice of the City Clerk. 

PIJIIDIIVG: m e  required 

Respectfully submitted, 

Jerry L. Glenn 
Assistant City Manager 

JLG:br 

CCCCMStl/TXTA.O?A 
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June 18. 1992 

To the Board 
San Joaquin County Council 

Stockton. California 
of Governments 

We are pleased to Dresent our report on the Lodi Dial-A-Ri le Transit Svstem 
Performance Audit for the three years ended June 30. 1991. as required by Piblic 
Utilities Code Section 99246. 

This report out1 ines what procedures we performed, the information gathered by 
those procedures, and the results of the procedures. This report includes 
recomaendations for improving economy. efficiency and effectiveness, as well as for 
meeting the requirements of the Transportation Development Act. 

This report i s  intended for the use of the management, the Council of Governments, 
and the State of California Department of Transportation. 



EXECbTIVE SUMMARY 
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Based upon our performance audit, the  Ci ty  of Lodi Dial-A-Ride Trans i t  System i s  
prov id ing d ia l - a- r i de  service t o  residents w i t h i n  the C i t y  and 20 Woodbridge and 
Acampo (within the  County) i n  an economical. e f f i c i e n t  and e f f e c t i v e  manner. I n  our 
performance aud i t  o f  the  C i ty ' s  T rans i t  System, we examined the  func t iona l  areas o f  
the operat ion and have the  fo l low ing  recormendations and suggested implementation 
periods which we fee l  are o f  importance t -  the management o f  the  system. 

6oals and Object ives - Goals and ob ject ives with respect 
t o  shor t  range and long range t r a n s i t  planning need t o  
be expanded upon. Furthermore, a system o f  evaluating the 
achievement o f  those goals should be ins ta l led .  

Harket ing and Pub l i c  Informat ion - The City should 
embark upon a more aggressive marketing campaign t o  
encourage r idersh ip .  This campaign should be the r e s u l t  
o f  sur!eys designed t o  determine service sat is fact ion.  

Implementation 
Period 

S i x  Months 

One Year 

Report ing of Complaints - The Ci ty should maintain a l o g  
o f  complaints t o  uncover trends t h a t  management can 
u t i l i z e  f o r  f u t u r e  planning (Repeat o f  p r i o r  audi t  comment). 

Employee Hour Equivalents - The City should maintain a 
record o f  hours spent on the  t r a n s i t  system by City 
personnel and should requ i re  the  cont ractor  t o  repor t  the  
same. 
t o  ca l cu la te  Vehicle Service Hours per Employee. The City 
personnel's t ime could be determined through a simple time 
study. Immediately 

U.H.T.A. Operating Assistance - The City should make f u l l  use 
o f  U.M.T.A. operat ing and Capi ta l  assistance grants before 
c la iming State T r a n s i t  Assistance Funds. This i s  espec ia l ly  
t r u e  now t h a t  t he  C i t y  i s  e l i g i b l e  f o r  UMTA Section 9 Urban 
gran t  funds. ' Inmed i ate 1 y 

Three Months 

Employee equivalent hours are requi red under the  T.D.A.' 

~ 
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INTRODUCTION 

Lodl Dial-A-Ride T rans i t  System 

The C i t y  o f  Lodi Dial-A-Ride system provides demand responsive service t o  the 
e lde r l y  and handicapped and t o  the general pub l i c  i n  the C i t y  o f  Lodi and a lso t o  
Woodbridge. the  Arbor Mobile-Home Park i n  Acampo. and the Freeway Mobile Home Park 
i n  the unincorporated area o f  San Joaquin County. 

The Ci ty  o f  Lodi cont racts  out i t s  t r a n s i t  service w i t h  City Cab Company, a 
p r i v a t e  enterpr ise.  T rans i t  admin is t ra t ion i s  handled by the City through i t s  
t r a n s i t  coord inator  and various s t a f f  w i t h i n  the finance, maintenance and 
admin is t ra t ive o f f i ces .  Fares are $ . S O  for  the e lde r l y  and handicapped and $1.00 f o r  
the general pub l i c .  

Service t o  the  unincorporated areas o f  Woodbridge and the  Arbor and Freeway 
Mobile-Home Parks i s  provided by the  City o f  Lodi on behal f  o f  San Joaquin County. 
Fares f o r  serv ice  t o  and from these areas outside o f  Lodi are $1.00 f o r  e l d e r l y  and 
handicapped r i d e r s  and $2.50 f o r  the  general pub l i c  t r a n s i t  patron. The serv ice 
agreement between the  City o f  Lodi and San Joaquin County s t i pu la tes  t h a t  the County 
reimburse the  City o f  Lodi f o r  these t r i p s  t o  and from unincorporated areas a t  a r a t e  
agreed upon i n  t h e i r  annual contract .  

The Ci ty  s e l l s  t i c k e t s  d i r e c t l y  t o  the r i d e r s  and i n d i r e c t l y  throbgh a l o c a l  bank, 
hospi ta l ,  sen ior  center  and other l o c a l  ou t le ts .  The cont ractor  remi ts  the  redeemed 
t i c k e t s  t o  the  City, which reimburses the cont ractor  based upon the agreed upon r a t e  
contained i n  the  y e a r l y  contract .  Tickets f o r  the  San Joaquin County serv ice are 
sold a t  City Ha l l ,  Loel Senior Center. the  Woodbridge Grange, as we l l  as the  o f f i c e s  
located a t  t he  Arbor and Freeway Mobile-Home Parks. The system operates between the 
hours o f  7:OO A.M. and 7:OO P.M., Monday through Friday o f  each week, and 9:00 A.M. 
t o  5:OO P.M. on Saturdays, excluding hol idays. 

Lodi Dial-A-Ride c u r r e n t l y  operates and maintains a f l e e t  o f  ten vehic les of which 
two are wheelchair lift equipped. The composition of the fleet i s  as follows: 

Descr io t ion  

Chevrolet S ta t ion  Wagon 
Chevrolet S ta t i on  Wagon 
Chevrolet S ta t i on  Wagon 
Dodge Minivan 
Dodge Sedan 
Dodge Minivan 

Tota l  Vehicles 

Year 
Acaui red 

1986 
1988 
1989 
1989 
1989 
1991 

# o f  
Vehicles 

1 
2 
2 
1 
3 
1 

10 

- 

- 

Seat 
Caoaci t y  

6 
6 
6 
6 
5 
6 

Wheelchair 
Uft Eauiooed? 

No 
No 
No 
Yes 
No 
Yes 
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Performance Aud i t ing  

The Lodi Dial-A-Ride Trans i t  System (Lodi D.A.R.) receives the bnlk o f  i t s  funding 
necessary t o  operate the t r a n s i t  system from Local Transportat ion Funds tha t  are 
administered by the San Joaquin County Council of  Governments (SJCCOG). These funds 
a r e  made ava i lab ie  f o r  t r a n s i t  purposes through the Transportat ion Development Act 
(TDA) which i s  the veh ic le  that establ ishes the Local Transportat ion Fund (LTF) and 
State Trans i t  Assistance Fund w i t h i n  each County. LTF and STAF funds are derived 
from the sales taxes co l l ec ted  w i t h i n  the County. 

The TDA requires t h a t  the  SJCCOG engage an outside consultant t o  conduct a 
t r i e n n i a l  performance aud i t  o f  a l l  t r a n s i t  operators w i t h i n  i t s  j u r i s d i c t i o n .  The 
l a s t  performance aud i t  o f  the  Lodi System was for the  three years ended June 30, 
1988 

The C a l i f o r n i a  Department o f  Transportation. CALTRANS. contracted f o r  the 
development o f  a performance aud i t  guidebook f o r  t r a n s i t  operators and regional  
t ranspor ta t ion  planning e n t i t i e s .  The Council has elected t o  have the  performance 
audi t  o f  the Lodi D.4.R. System conducted i n  accordance w i t h  t h i s  guidebook. 

This performance aud i t  covers the  three years ended June 30.  1991. 

The purpose o f  a performance aud i t  i s  as fo l lows: 

Meet the  requirements o f  the Transportat ion Development Act 

Provide management w i t h  useful  information t o  assess past a c t i v i t i e s  and 
provides i ns igh t  f o r  f u tu re  planning a c t i v i t i e s  

Provide management with a review and evaluat ion o f  the orgdnizat ion and i t s  
operations 

Assures pub l i c  accountab i l i t y  f o r  t he  use of pub l i c  funds 

Performance aud i t i ng  cons is ts  of evaluat ing the ef f ic iency,  ef fect iveness, and 
economy o f  the  operat ion o f  the e n t i t y  under examination. The TDA requires t h a t  the 
performance aud i t  examiner f o l l ow  the  eff iciency. economy and program r e s u l t s  
por t ions  o f  the  Comptrol ler General's Government Audi t ing Standards. The Government 
Audi t ing Standards s ta tes the  fo l lowing: 

"Economy and e f f i c iency  audi ts  include determining (1) whether the e n t i t y  i s  
acquir ing, protect ing,  and using i t s  resources (such as personnel, property. and 
space) economically and e f f i c i e n t l y .  (2) the causes o f  i n e f f i c i e n c i e s  or 
uneconomical pract ices,  and (3)  whether the en t i t y  has complied w i th  l aws  and 
regulat ions concerning matters of economy and ef f ic iency."  

"Program audi ts  inc lude determining (1) the extent t o  which the  desired resu l t s  
o r  benef i t s  establ ished by the l e g i s l a t u r e  o r  other author iz ing body are being 
achieved, (2)  the  ef fect iveness of organizations, programs. a c t i v i t i e s ,  or 
functions, and ( 3 )  whether the e n t i t y  has comp!ied w i th  laws and regulat ions 
appl icable t o  the program." 

I n  order t o  meet the requirements O F  the TDA and the Government Audi t ing 
Standards, we reviewed per t inen t  documents. observed operations, and interviewed 
per t inen t  s t a f f .  We a1 so ca lcu la ted and analyzed the appropriate performance 
ind ica to rs  f o r  the three y e a r s  under aud i t .  The resu l t s  o f  our audi t  are documented 
i n  the pages tha t  fo l low.  
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AUDIT RESULTS 

I 
Colnpl i ance Review 

This 
examination consisted of inspections Of key documents, discussions with staff and 
inspections of the fiscal and compliance audits which are conducted annually. The 
specific ccrmaliance requirements and findings are as follows: 

Public Utilities Code Section 99243 - The Transit operator has submitted annual 
reports to the SJCCOG based upon the Uniform System o f  Accounts and Records 
established by the State Controller. 

Lodi D.A.R. submits annual reports based upon the Uniform System o f  
Accounts and Records established by the State Controller. 

Publjc Utilities Code Section 99245 - The operator has submitted annual fiscal 
and compliance audits to the SJCCOG and to the State Controller within 180 
days following the end of the fiscal year or has received the appropriate 90 
day extension allowed by law. 

Lodi D.A.R.’s fiscal and compliance audits are contracted for by the SJCCOG 
and all reports have been filed timely or extensions have been approved 
with both the SJCCOG and the State Controller. 

Public Utilities Code Section 99251 - The CHP has, within the 13 months prior 
t o  each TDA claim submitted by the operator, certified the operator’s 
compliance with Vehicle Code Section 1808.1 following a CHP inspection of the 
operator’s terminal. 

We examined Lodi O.A.R.’s compliance with the TOR rules and rbgulations. 

Lodt D.A.R. has complied with the driver’s pull notice ptogram. 

Public Utilities Code Section 99261 - The operator’s claim for TOA funds is 
submitted in compliance with rules and regulations adopted by the SJCCOG for 
such claims. 

Lodi D.A.R. complies with all SJCCOG rules and regulatidns i n  submitting 
its claim for transit funding. 

Public Utilities Code Section 99264 - The operator does not routinely staff  
with two o r  more persons public transportation vehicles designed to be 
operated by one person. 

Lodi D.A.R. does not staff public transportation vehicles with more than 
one person. 

Public Utilities Code Section 99266 - The operator’s operating budget has not 
increased by more that 15% over the preceding year, nor is there a substantial 
increase or decrease in the scope of operations or capital budget provisions 
for major new fixed facilities unless the operator has reasonably supported 
and substantiated the changes. 

Lodi D.A.R.’s budget meets the requirements of the TDA. I f  there are 
substantial increases in the budget, they are properly substantiated along 
with their claim to the SJCCOG. 
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Publ ic  U t i l i t i e s  Code Section 99268 - Operator funding providdd through the 
I D A  makes up no more than 50% of Operating, maintenance, c a p i t a l  and debt 
serv ice requirements a f t e r  federal  grants are deducted, i f  applicable. 

Lodi D.A.R. i s  subject t o  the 10% fare revenue r a t i o  requirement o f  Publ ic 
U t i l i t i e s  Code Section 99268.4, and i s  not  subject t o  99268. 

Publ ic  U t i l i t i e s  Code Sections 99268.2. 99268.3. and 99268.12 - I f  the 
operator serves an urbanized area, i t  has maintained a r a t i o  o f  f a r e  revenues 
t o  operat ing costs  a t  l eas t  equal t o  one- f i f th (20 percent), unless i t  i s  i n  
a county with a populat ion o f  l ess  than 500,000, i n  which case i t  must 
maintain a r a t i o  o f  f a re  revenues t o  operating costs a t  l eas t  equal t o  three- 
twent ieths (IS percent), i f  so determined by the LTC. 

Lodi became an urbanized area as a r e s u l t  of the 1990 Federal Census. The 
Council. under Publ ic U t i l i t i e s  Code Section 99270.2, has granted the  City 
o f  Lodi un t i l  the  f i s c a l  year 1996-97 t o  comply with the  new r a t i o  o f  fa re  
revenue t o  operat ing costs requirements. 

Publ ic  U t i l i t i e s  Code Sections 99268.2, 99268.4. and 99268.5 - I f  the  operator 
serves a r u r a l  area, t t  has maintained a r a t i o  o f  f a re  revenues t o  operating 
costs a t  l e a s t  equal t o  one-tenth (10 percent). 

Lodi D.A.R. exceeds the 10% f a r e  revenue t o  operat ing costs  requirement. 

Pub l i c  U t i l i t i e s  Code Section 99271 - The current  cost o f  t he  operator’s 
re t i rement  system i s  f u l l y  funded with respect t o  the  o f f i c e r s  and employees 
o f  i t s  pub l i c  t ranspor ta t ion system o r  the  operator i s  implenrenting a p lan  
approved by the  COG which w i l l  f u l l y  fund the ret i rement system w i t h i n  40 
years. 

The City o f  Lodi i s  a member of t he  Publ ic  Employees Reti’rement System 
(PERS). The t r a n s i t  coordinator and the  maintenance crew members are the 
on ly  Ci ty personnel a f f i l i a t e d  w i t h  the t r a n s i t  system. The d r i v e r s  and 
d ispatch personnel are a l l  contracted and do no t  p a r t i c i p a t e  i n  the 
re t i rement  system. Actuar ia l  valuat ions for the  City o f  Lodi’s ret i rement 
system are made annually by PERS. Any underfunded l i a b i l i t y  i s  factored i n  
the subsequent year’s con t r i bu t i on  rate.  

Pub l i c  U t i l i t i e s  Code Section 99314.5(c) - If the operator receives STAF 
funds, the  operator i s  not  precluded by contract  from employing part- t ime 
d r i v e r s  o r  from cont ract ing w i t h  common car r ie rs .  

Lodi D.A.R. has not  been precluded from employing part- t ime dr ivers .  

C a l i f o r n i a  Code o f  Regulations Section 6754(a)(3) - I f  the  operator receives 
STAF funds, t he  operator makes f u l l  use of  funds ava i lab le  t o  i t  under the 
Urban Mass Transportat ion Act (UMTA) of 1964 before TDA claims are granted. 

Lodi D.A.R. has not  appl ied f o r  UHTA cap i t a l  o r  operating grants. 
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Other than not making full use of U.M.T.A. operating grants, Lodim D.A.R. complied 
with the TDA laws, rules and regulations which it operates under. 

Implementation of Prior Performance Audit Reconmendations 

made. 
In the triennial performance audit ended June 30, 1988. three recohendations were 

A sumnary of those recomndations and the City's follow-up are as follows: 

1. 

2. 

3.  

ReDort comDlaints bv TvDe a nd Freo uency - Haintain a 
loa of comolaints and Droduce a auarterlv or vearlv 
ta6ul at ion' by type. ' Furthermore, any - compi ainti 
received by the cab company should be incorporated 
into the recommended log. 

ReDort Accidents and Road Cal 1s on a 0 uarterlv Basis 
A log should be maintained in the city maintenance 
department to record accidents and road calls as 
they happen. The City should report accidents and 
road calls on a quarterly basis. Negative trends 
will alert the transit administration that potential 
problems exist. 

Jnstitute Wheelchair - Accessible Service - To meet 
the needs of wheelchair-bond users, the City should 
acquire a lift-equipped vehicle as soon as possible. 

Fol low-UD 
Not 
Implemented. 

Partially 
Implemented - 
City Main 
-tenance does 
not report to 
City Admin- 
istration on 
a quarterly 
basis nor i s  
there any 
trend 
analysis. 

Imp1 emcnted. 

Performance Audit Indicator Veriffcation and Analysis 

Part o f  the performance audit process is to gather the perfohnance indicator 
information, audit the controls over the collection of the data by Lodi D.A.R. 
personnel, and conduct an analysis of the data. The performance indicator 
information required by the TDA is as follows: 

Operating Cost Passengers 
Vehicle Service Hours 
Employee Hours Fare Revenues 

Vehicle Service Miles 

The ratios to be calculated and analyzed are as follows: 

Operating Cost per Passenger 
Operating Cost per Vehicle Service Hour 
Passengers per Vehicle Service Hour 
Passengers per Vehicle Service Mile 
Vehicle Service Hours per Employee 



a 
In addition to the above required infomation, we calculated and analyzed the 

following information and ratios. 

Fare Revenue Ratio 
Vehicle Service Miles per Vehicle Service Hours 
Average Passenger Fare 
Average Passengers per Day 

Vehicle service hours per employee could not be calculated due'to the absence of 
reliable data. The contractor and the City staff do not accurn(t1ate information 
regarding employee hours, which is required by the TDA. 

Evaluation o f  Performance Indicators 

The indicators as depicted on the following page indicate a stlable, non-variant 
path. Operating costs per passenger increased 12.1% from the 1988-89 fiscal year to 
the 1989-90 fiscal year. The increase was due mainly from increased insurance costs. 
The Vehicle Service Hours, the Vehicle Service Miles, Passengers and Fares all show 
a favorable correlative trend upward denoting favorable ridership expansion. 
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LODI DLAL-A-RIDE TRANSIT SYSTEM 

Systemwide Performance Indicators 
For the Three Years Ended June 30, 1991 

1990-91 1988-89 1989-90 
TDA Rwuired Indicators 
Operating Costs per Passenger s 3.38 S 3.79 s 3.68 
Operating Costs per Vehicle Service 

Passengers per Vehicle Service Hour 5.78 5.71 5.71 

Hour s 19.55 S 21.64 S 21.02 
Passengers per Vehicle Service Mile -50 -50 .49 

Vehicle Service Hours per Employee N/A N/A N/A 

Other Svstemfde Indicators 
Ooeratinq Cost per Vehicle Service Mile 1.70 S 1.88 S 1.76 
Vehicle Service. Miles per Vehicle 
Service Hour 11.51 11.49 11.95 
Farebox Recovery Ratio 19.1% 15.9% 15.4% 
Average Passenger Fare s -54 s .51 s .51 

Statistical D ate 
Operating Costs (Net o f  Depreciation) 
Vehicle Service Hours 
Vehicle Service Hiles 
Passengers 
Full-Time Equivalent Employees 
Operating Costs less Casualty and 

Fares 

Liability Insurance and Depreciation 
(Fare Revenue Ratio Only) 

s 

s 
s 

247,134 
12,643 

145,504 
73.115 

NIA 

206.232 
39,450 

s 

s s 

293.99 
13,582 

156.104 
77 ; 605 

NIA 

247.087 
39,313 

s 

s s 

313.853 
14,932 

178.488 
85;343 

N/A 

283,439 
43,576 

Notes: 
1. Operating costs and fares agree to fiscal and compliance audits. 

2. Full-time Equivalent Employees could not be calculated due to the absence of 
reliable data. 
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DETAILED FUNCTIONAL REVIEW 

A performance aud i t  requires t h a t  a funct ional  review o f  the e n t i t y ' s  operations 
be performed t o  evaluate the system i n  terms o f  economy, e f f i c i e n c y  and 
ef fect iveness. The areas reviewed and our f ind ings are enumerated below. 

General Management and Organization 

The Lodi Dial-A-Ride System i s  operated under contract  w i t h  the "City Cab 
Company," an independent t r a n s i t  operator located i n  Lodi. Annually, the C i t y  o f  
Lodi and Ci ty  Cab Company enter  i n t o  an agreement wherein City Cab Company agrees t o  
provide demand responsive serv ice t o  residents w i t h i n  the City and t o  neighboring 
Woodbridge, t he  Arbor Mobile-Home Park i n  Acampo and the Freeway Mobile-Home Park 
w i t h i n  t he  unincorporated area o f  San Joaquin County. The services t o  Woodbridge and 
the mobile-home parks are provided pursuant t o  a service agreement between the  C i t y  
o f  Lodi and the  County o f  San Joaquin. The Contractor provides dispatch, d r i ve rs ,  
assignment o f  vehic les and rout ing.  The C i t y  provides the admin is t ra t i ve  funct ion.  
Monthly repo r t s  o f  operat ional  data are received from City Cab, input,  processed, 
summarized and analyzed by the  t r a n s i t  coordinator, an admin is t ra t ive o f f i c i a l  o f  the  
Ci ty .  

Service Planning 

Annually, t he  City o f  Lodi holds unmet t r a n s i t  hearings t o  al'low the  pub l i c  t o  
voice t h e i r  opinions on poss,ble new extensions o f  service. A meeting i s  he ld  a t  the  
Service Center i n  the  afternoon and then i n  the evening before City Council. An ad 
hoc t ranspo r ta t i on  comnittee has been formed t o  ass is t  i n  the  evaluat ion o f  t h i s  
process. Aside from the  annual unmet t r a n s i t  needs hearings, no other  formal 
meetings a re  h e l d  wi th respect t o  s t ra teg i c  t ranspor ta t ion planning. 

The s ta ted  goal o f  Lodi D.A.R., as enumerated by the t r a n s i t  coordinator. i s  t o  
p i c k  up and d e l i v e r  90% o f  a l l  passengers within f o r t y - f i v e  minutes. Except f o r  the  
1O:OO a.m. t o  2:00 p.m. rush, the Lodi D.A.R. has been accomplishing t h a t  standard. 
Outside o f  t h i s  s ta ted  goal, no other goals, sub-goals or object ives have been 
formalized. It should be noted, however, t h a t  the t r a n s i t  coordinator w i t h  the  
assistance o f  the  SJCCOG have sponsored a t r a n s i t  study wherein shor t  range and long 
range goals w i l l  be developed, and the issue o f  f i xed  route versus demand response 
w i l l  be addressed. The r e s u l t s  o f  t he  study w i l l  be avai lab le  i n  July o f  1992. The 
City does n o t  survey r i d e r s  and non- riders f o r  frequency o f  usage, s a t i s f a c t i o n  
l e v e l s  w i t h  serv ice  o r  purpose o f  t r i p .  However, the study a l luded t o  above w i l l  
invo lve some surveys which should be useful t o  the Ci ty.  

Scheduling, Dispatch and Operations 

The 
Contractor provides f o r  a two-way rad io  system f o r  communications between i t s  cen t ra l  
d ispatcher and vehic les between the hours of 7:OO a.m. t o  7:OO p.m. on Monday through 
Fr iday and 9:00 a.m. t o  5:OO p.m. on Saturday. 

The City provides the vehic les t o  the Contractor along w i t h  r a d i o  i n s t a l l a t i o n .  
The Contractor owns and maintains the base s ta t ion.  

Dr ivers,  a t  C i t y  Cab Conpany. are scheduled based upon s h i f t s .  The s h i f t s  are no t  
interchangeable. However, should a vacancy occur on a p a r t i c u l a r  s h i f t ,  then 
s e n i o r i t y  would take precedence i n  determining the choice t o  f i l l  the vacancy. 

Scheduling and dispatch are performed by the Contractor, City Cab Company. 
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Tra in ing  and Personnel Management 

A l l  d r i v e r s  are employees o f  the  Contractor, City Cab Company. The Contractor i s  
requi red t o  employ s u f f i c i e n t  personnel t o  meet the needs o f  the Lodi D.A.R. 
operat ion and t o  mainta in  adequately t ra ined  dr ivers.  T ra in ing  i s  performed by the 
C a l i f o r n i a  Highway Patro l  on the employees own time. Once the  d r i v e r  i s  
s a t i s f a c t o r i l y  t r a i ned  and has obtained the appropriate d r i ve rs  1 icense, the d r i v e r  
can be assigned t o  the  C i ty ' s  vehicles. Dr ivers and the  owners meet once a month t o  
share in format ion regarding routes, complaints and in tersect ions t h a t  are hazardous. 
This monthly meeting l a s t s  approximately two hours. Every d r i v e r  i s  C.P.R. 
c e r t i f i e d .  

Dr ivers  a t  City Cab Company receive competit ive benef i t s  inc lud ing  medical, 
vacat ion and hosp i t a l i za t i on .  

Admfni s t r a t  f on 

The admin is t ra t i ve  func t ion  i s  handled by the C i ty ' s  t r a n s i t  coordinator i n  
conjunct ion wi th  City f inance s t a f f .  The t r a n s i t  coordinator inputs.  processes, 
sumnarizes and evaluates the  performance data. I n  addit ion, the  t r a n s i t  coordinator 
i s  responsible f o r  t he  management of the contract  between the  City and the 
Contractor. 

The eva lua t ion  o f  f i nanc ia l  data and Performance data by t he  t r a n s i t  coordinator 
begins wi th  the  contractor.  The d r i v e r s  fo r  the contractor l o g  hours, miles, t r i p s ,  
dest inat ions,  e tc .  on d a i l y  log  sheets which are sumnarized by the  con t rac to r  and 
remitted, along wi th  the  b i l l ,  t o  the  City. The finance department receives the  b i l l  
and v e r i f i e s  the accuracy o f  t he  d o l l a r  t o t a l .  The invo ice along w i t h  the  
operat ional  data i s  sent t o  the t r a n s i t  coordinator who approves the  b i l l  f o r  payment 
an inpu ts  t he  performance data i n t o  a computerized l o t u s  spread sheet. The end 
product i s  a s ide  by s ide monthly comparison of performance data t h a t  i s  used t o  
evaluate t he  Lodi  D.A.R. system. The f i nanc ia l  budget versus actua l  in format ion i s  
completed by t he  C i ty ' s  f inance department and sent t o  the t r a n s i t  coordinator who, 
again, evaluates t he  information. The admin is t ra t ive funct ion i s  q u i t e  e f f i c i e n t  and 
e f f ec t i ve .  

Risk management i s  handled by a combination of r i s k  t ransfer  fop excess liability 
and r i s k  re ten t ion .  The City pools i t s  r i s k  by p a r t i c i p a t i n g  i n  a pooled r i s k  
management e n t i t y .  This has proved t o  be cost ef fect ive f o r  the  City as i t  has been 
f o r  most l o c a l  governmental e n t i t i e s .  

The cash fa res  generated by the  Lodi D.A.R. are no t  received by the dr ivers .  
Rather, t h e  Dial-A-Ride Service operates on a sc r i p  basis. The City i t s e l f  s e l l s  
t i c k e t s  t o  the  u l t i m a t e  users. The cont ractor  submits the  used t i c k e t s  t o  the  City, 
which pays the  contractor,  e f f e c t i v e  f o r  the f i sca l  year beginning July 1, 1990 and 
ending June 30, 1991, 52.75 f o r  each Dial-A-Ride t i c k e t  presented f o r  serv ice w i t h i n  
the City o f  Lodi and 43.25 f o r  each t i c k e t  presented for serv ice t o  the  Woodbridge 
and Acampo area (unincorporated areas w i t h i n  the County). 
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Rarketing and Pub1 ic Infomatton 

Outside of a news release addressing the availability of wheelchair lift equipped 
vans, the Lodi Dial-A-Ride i s  not actively marketed. The reason cited was that it 
might create excess demand for service over and beyond the capacity of the system. 

Customer complaints are handled by the transit coordinator. Complaints received 
by City Cab Company are referred to the City's transit coordinator. However, no log 
is maintained o f  the complaints for purposes of analysis. Complaints that are 
repetitive or significant are responded to by the transit coordinator. 

nai ntenance 

The 
vehicle fleet, which is maintained by the City's maintenance depattment. is subject 
to an 'every 3000 mile" maintenance regimen which includes an oil change and lube. 
Each vehicle has a corresponding maintenance folder which documents all maintenance, 
routine and non-routine, and accident information. 

The maintenance facility is capable of accoAlaodating the transiw vehicles and upon 
inspection appeared to be kept very clean and well equipped. The facility appears 
to be suited to all aspects of maintenance necessary to properly maintain the transit 
fleet. 

Flve o f  the ten vehicles utilized by Lodi D.A.R. are approximately two years old. 
The other five vehicles range from five years old to three. A replacement fund has 
been established by the City to eventually replace the transit vehicles. 

A preventative maintenance schedule i s  in place and i s  being adhered to. 
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CONCLUSIONS AND RECONNENDATION 

Overall, the City of Lodi Dial-A-Ride System appears to be operating in an 
efficient, economical and effective manner. The recommendations that are outlined 
below are designed to enhance the operations of Lodi D.A.R. and will be the topic for 
follow-up in the next triennial performance audit. 

Goals and Obiectives - The goals and objectives with respect to short range and long 
range transit planning of Lodi D.A.R. need to be expanded upon. Additionally, the 
City should define sub-goals and sub objectives to provide a path o f  overall goal 
attainment. The transit study currently being drafted should provide the basis for 
the generation of these goals and sub-goals. Additionally, the City should develop 
a system of evaluating its progress toward goal achievement. 

Marketina and Public Information - The City should embark upon a more aggressive 
marketing campaign to encourage ridership. This campaign should be predicated upon 
the results of surveys performed to determine service satisfaction and the possible 
need for more service or a service of different nature (e.g. fixed route). 

Reoortina of Comolaints - The current system of handling complaints does not include 
compiling the complaints by type or source. The City should maintain a log of 
complaints so that, over time, trends can be discerned that will prompt management 
action. The City should require the contractor to transmit complaints along with the 
operational data. (This comnent is a repeat of the prior triennial performance 
audit). 

Emlovee Hour Eauivalentr - The City should maintain a record o f  hours spent on the 
transit system by City personnel and should require the contractor to report hours 
devoted to the City of Lodi D.A.R. contract. Employee hours are required to 
calculate Vehicle Service Hours per Employee under the T.D.A. The City personnel that 
are administrative overhead could conduct a time study of one period, say one month, 
and extend the results to the year in order to establish a reasonable amount. The 
amount of City personnel time will be minimal when compared to the contractor’s time, 
so the time study would suffice. 

U.M.T.A. ODeratina Assistance - The City should make full use of available U.M.T.A. 
operating and capital grants before claiming State Transit Assistance Funds. This is 
especially true now that the City is eligible for UMTA Section 9 Urban grant funds. 


