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Presenter
Presentation Notes
This is the second of two light fleet audits

First audit = How the county handles the full replacement process from decision through disposal
Second = Fleet management, how well we are actually utilizing the fleet, how our practices compare to best practices, where are opportunities

Kept with 2011 data
Since then significant changes by the new fleet manager
�Want to make sure you understand Pete Capell and Scott Rood have made progress

I can’t go over all the details in the time allocated, only hit the highlights. I can say for most recommendations, there is a note directly below to note where progress has been made since the audit data was collected.

That said, we did find areas that could be improved.


The Audit

Background
“ 2004 Fleet Management Audit
% 2012 Fleet Purchase & Disposal Audit

» Audit Objectives
< |dentify changes since 2004
< Quantify fleet utilization
“ Evaluate fleet effectiveness

» Scope
“ Light vehicles, 2011 full year data
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Presenter
Presentation Notes

Our work is based on the 2004 Performance Audit of Fleet Management
 (data poor, vehicles underutilized, many rollover vehicles)

Builds on the 2012 Fleet Purchase & Disposal audit
 (replaced early, lacks controls, policy unclear)




Utilization Standards

Minimum Annual Mileage Standards
<0 to 5,000 miles (common practice) Rec®™

[ <+ Between 5,000 &10,000 miles (leading practice) J
<+ Over 10,000 miles (best practice)

Days Utilized
<+ Alternate for certain high use/low mileage
<+ Appropriate for motor pool
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Presenter
Presentation Notes
We applied best practices where we found them, and there were plenty available; fleets have been a popular area to audit in the last three years.

We also referred to existing policies and procedures where they existed, even in draft form.

Some of the most common standards we applied were those related to vehicle utilization, using both measures of total annual mileage and daily uses where it was available (motor pool).

Other standards we used were related to the mix of vehicles or types of vehicles used to provide county services efficiently.   
 
Our research suggested we could separate the mileage standards we found could be put into three categories

A second utilization standard we found is “utilization days”. It was a commonly used second metric for motor pool operations and was an alternative for highly specialized, low mileage vehicles such as PW tool boxes – useful where reliable data existed.



Common: most organizations
Leading: King, Multnomah; Sacramento, Peoria, Sacramento, our draft
Best practice: Texas, Illinois, Federal 



Fleet Management Model
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Presenter
Presentation Notes
To understand how the Fleet Manager manages the fleet to provide service, we used this fleet management model. It allows us to separate the fleet functions into three areas and look at them independently, then as a system.

I will take the next few slides to go over our conclusions on what we found followed by some of the key recommendations

-------------
380 assigned vehicles – of which 248 are day use and 132 take home (127 are CCSO)
Fleet Management Model text here:
The fleet management “three tier pyramid” model used within this report was developed through fleet management research and discussions with the fleet manager. It is an original depiction that describes the manner in which the fleet is managed. It was verified with the Fleet Manager that it represented the way they try to manage fleet vehicles.
 
At the core, assigned vehicles for daily / regular use. Characteristics would be:
Specialized configuration not rented or leased readily (Law enforcement)
Special vehicles (i.e. “rolling tool boxes”) that get daily use
Highly utilized standard vehicles, 6,000 to 12,000 miles per year
Maintenance program consistent with use
 Adopt maintenance practices to maximize the time between services while minimizing the risk of failure
Evaluated regularly to maintain cost effective maintenance 
Replaced at end of economic life or at optimum resale timing
 
Supplementing the assigned fleet, a mix of pooled vehicles for anticipated temporary use. Characteristics would be: 
 
High efficiency vehicles, sized and configured for most common usage
Highly utilized 80 percent or better utilization of vehicle-days
Cost less than rentals to operate for most uses
Expect higher maintenance cost per year, less per mile
Immediately available vehicles
  
Finally, for unexpected or temporary requirements flexible expansion with external rented or leased resources. Characteristics would be:
Lease or longer-term rentals for seasonal or anticipated use (1-6 months)
Short term retention of specific rollover vehicles (1-3 months)
Day use rental on government contract (daily)
Employee reimbursement (as needed)


Conclusion #1:

Recent Progress Has Been Made

+~ Fleet has 25 fewer vehicles than in 2004

+ Most rollover vehicles have been retired

+ Fuel accountabllity has improved

+» Recent additions of higher efficiency vehicles

+» Maintenance intervals are now being extended
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Presentation Notes

Overall, we have concluded that the fleet has made progress on some areas identified as deficient in the 2004 Fleet Management Audit


Rollovers down from a high of 171 in 2004

A couple of hybrid SUVs have been added since 2011

The maintenance interval has been extended from 4,000 miles to 5,000 miles between services with continued testing of 7,200 miles




Conclusion #2:
The Fleet Remains Underutilized

Utilization unchanged from 2004 to 2011

« Qver a third of the fleet doesn’t meet the
minimum mileage standard

+» Motor pool: Daily rentals lower than 2004 and
decreasing

+» Take home vehicles: Options to improve
efficiency exist

% Day use vehicles: lowest utilization

ASSIGNED VEHICLES
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Presenter
Presentation Notes

We conclude the low fleet utilization identified in 2004 has not changed significantly

There is no identified motivation, policy, or control that requires or even seriously influences purchase of more appropriate vehicles outside of the motor pool


37% = 146 vehicles

Sheriff Patrol and Fire Marshal vehicles are highly utilized; all others not as much
Overall, about a third of the Sheriff’s vehicles do not meet the 6,000 mile standard
Second standard for take home vehicles: less than 30% of total miles are for commuting



Conclusion #3
Fleet Effectiveness Has Decreased

Fleet composition reflects low priority

<+ No compact or subcompact sedans, SUVs or
trucks

<+ Most vehicles purchased were full sized
sedans and trucks or mid-sized SUVs

<+ Only one hybrid outside the Motor Pool in 2011

<+ Overall fleet fuel efficiency dropped since 2004
despite technology improvements
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Presentation Notes

We conclude that the fleet effectiveness has not increased since 2004, rather it has decreased as more larger vehicles continue to be purchased and underutilized.

This is a to a degree reiteration of findings from 2012; requires emphasis to focus purchasing on the right vehicles  



Conclusion #4

Missed Opportunities Existed

» Maintenance management program did not

take advantage of current technology
“*Maintenance interval too short
“*Onboard computers not used effectively

» Employee mileage reimbursement are not

» External rental vehicles rarely

encouraged by the county

used despite lower cost
for longer trips

ASSIGNED VEHICLES
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Presenter
Presentation Notes
We found a number of opportunities that could have improved fleet efficiency or effectiveness were not take advantage of between 2004 and 2011. Some of them are shown here

Vehicle reliability advances over the eight year period were largely ignored as the maintenance interval stayed at 4,000 miles despite manufacturer recommendations that more than doubled this interval. Because maintenance was done so often, the onboard computers rarely were used to determine when it was acceptable extend intervals based on actual use.

Employee mileage reimbursement is in fact the most cost effective way of transportation for the county. Unfortunately tracking the amount of reimbursement paid to employees for mileage is not available to managers because of how it is processed.

The second most cost effective mode of transportation for longer trips (over approximately 80 miles per day) is external rental through the state contract. Records indicate this option was rarely used except by a single organization.


Conclusion #5:

Senior Sponsorship Is Not Visible

+~ Fleet Management Review Board was
Ineffective in controlling fleet composition

+ No visible county standards or goals related
to efficiency or effectiveness
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Presentation Notes
We further concluded that senior level involvement would be helpful but is missing from the fleet management program.

In 2004 a Review Board of employees was established to create draft policy and manage purchasing and replacement decisions for the light fleet

It was effective in producing draft policy but unsuccessful in managing fleet purchasing decisions.

We could find no county level standards or goals related to the fleet’s operations or management




Core Issue

“For the fleet to change their current operating
procedures requires a clear strategic direction and
demonstrated senior management interest.

Lacking such involvement, it is not likely the Fleet
Manager will be successful in making the
fundamental changes needed to significantly
Improve fleet operations.”
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Presentation Notes

Not surprisingly, we found the core issue on which change depends to be the need for county level vision or goals to guide the program. 

The Fleet Manager controls the motor pool, but only recommends replacement actions for other organizations. Currently, he has no policy or guidance to fall back on to help control fleet configuration or size, except his own. He lacks a senior management “backstop” to support his recommendations.

This is important because the county’s organization is decentralized, often making it difficult to steer the diverse elements in a common direction. One of the most effective ways to do this is for a leader or leadership group to develop a vision or goals and provide visible support for it.

In this case, we could not identify common guidance or specific visible support related to fleet efficiency or effectiveness goals from any elected officials or the board, but we feel it would be essential to the Fleet Manager if significant change is desired.


Recommendations:
Provide Strategic Direction

« Continue to use Public Works Director for fleet

purchasing decision oversight

+ Discuss draft Fleet Policy with the BOCC for

their support

+ ldentify appropriate county-level strategic

goals and targets

% Determine specific BOCC actions that would

support change
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Presentation Notes
BOCC has two places where they can interject guidance or provide support

	- High level, with a strategic direction or goals
	- Applying specific tools to limit purchase and rental options

Goals
Suggested goals would include targets in three areas and are detailed in the report:
    Fleet Fuel Efficiency -  Fleet Effectiveness - Sustainability 

Tools
Examples of applying the tools might include specified limitations on vehicle purchases or ownership for a set period of time to help tailor the fleet composition.  Some examples might include:
No purchase of full size sedans or SUVs - only purchase compact or subcompact for four years, and/or
Only purchase vehicles with EPA rated 25 MPG or higher
No purchase of four wheel drive unless rated EPA 30 MPG or higher
Replacement of full size four wheel drive trucks and SUVs allowed with compact two wheel drive vehicles
No purchase of general use trucks over 3/4 ton capacity
Vehicle rentals for single passenger use limited to compact or subcompact
No limit on short term rental of 4 wheel drive vehicles



Recommendations:
Reduce Fleet Size

+» Reduce the motor pool fleet by at least
two low-usage vehicles

< Eliminate all rollover vehicles replaced
over six months earlier

+ Dispose of chronically underused
assigned vehicles.

ASSIGNED VEHICLES
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Presentation Notes
Between 37% and 45% of the fleet (Between 146 and 177 vehicles) do not meet minimum mileage standard.  Assuming 50% of them have valid utilization reasons, we still have between 73 and 89 vehicles that do not. 1/3 of them are rollovers.

Assigned Day use vehicles (237) estimated 36 to 38 vehicles
Improve assigned vehicle utilization by retiring chronically underused vehicles.
 
Take Home Fleet (132) @ 35% do not meet either standard. estimated 42 vehicles
We recommend Clark County determine if a utilization standard for non-emergency take home vehicles should be applied to Fire Marshal vehicles
 
We suggest the Sheriff’s Office consider possible day use assigned vehicles in cases where it does not significantly affect their mission effectiveness
 
Motor Pool  (11)
Reduce the motor pool fleet by two or three low-usage vehicles 
 
Rollover Vehicles (28, INCLUDED in total number) 
Eliminate all remaining rollover vehicles within six months of retirement


Recommendations:

Diversify Fleet Options

+» Expand employee mileage reimbursement
+ Use rental vehicles for trips over 80 miles

+» Buy smaller, more efficient two wheel

drive vehicles as the standard for new or
replacement vehicle wherever they can fulfill
the mission.
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Presentation Notes
Expand the use of diverse transportation solutions
Match purchase and rental vehicle size and type to type of driving expected
Use rentals for long distance day trips where they are most cost effective
Use extended rentals to meet seasonal requirement
Encourage employee reimbursement where it is cost effective
 
Prominently share information about hybrid versus conventional vehicle cost of operation with internal customers 
 
Purchase smaller, more efficient two wheel drive vehicles where it doesn’t compromise the mission. 



Recommendations:

Management Opportunities

+ Extend maintenance interval to 7,500

miles

+» Use service contracts to identify service

levels and expectations

+» Align ER&R payments with vehicle lifetimes

+» Expand communications of vehicle and
fleet performance data
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Presenter
Presentation Notes
Encourage expansion of the employee mileage reimbursement program.

Use the Enterprise rental contracts for trips longer than 80 miles per day

Put a trip comparison calculator on the county’s intranet page

Extend vehicle maintenance interval to 7,500 miles.
	
Use service contracts that identify service levels, performance expectations

Align payment schedules with programmed vehicle lifetimes 

Expand communications of vehicle and fleet performance data


Fleet Recommendations
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Questions?

+ Full audit report is available on County
web site under “Audit Services”

+» Past audit reports also on web site
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