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Mercury Associates, Inc.

* Fleet Management Consulting Firm
* 500 clients over the past 25 years
e Current Clients

 Cities of Philadelphia, Salt Lake City, Wilmington
(DE), Vancouver (BC), Seattle, Midland (M),
Wentzville (MO), Fayetteville (FL), Olympia (WA)

e Counties of Montgomery (MD), Berks (PA), San
Bernardino (CA)

 NASA, GSA, NPS, DOE, Department of State
* Yukon Territory, Government of Saskatchewan
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Experts in Fleet Management
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Mercury Associates, Inc. Cont’d

* Fleet Right-Sizing Studies
e City of Clearwater
* Hillsborough County (FL)
e City of Tampa
« City of San Francisco
« City of Salt Lake City
« Jefferson County (AL)
« State of Florida DOT
 City of Colorado Springs

e Department of Energy
[

VIERC UIRY °



Fleet Background
KEY FLEET MANAGEMENT ACTIVITIES

Routing & Mission &

Scheduling Authority

Vehicle Assignment  Dispatching Vehicle Acquisition

Mileage Accident Management
Reimbursement

Vehicle Replacement

Vehicle
Disposal EFFECTIVE _
. . Operator/Driver
Registration FLEET Training for Vehicle and
Renewal MANAGEMENT Equipment Safety
Facility Management Vehicle Maintenance
& Repair
Fuel Parts
Procurement & Supply Procurement & Supply
Vehicle Vehiclle
Utilization _ _ Operation
Outsourcing Motor Pool Mechanic

Management Supervision




Vehicle Equivalent Unit (VEU)

5 VEUSs 5 VEUSs




Background

* Fleet Management Study
e Completed in spring of 2009

* Reviewed all major areas of municipal fleet
management and vehicle and equipment
maintenance and repair

* |dentified opportunities for improvement
 FMIS implementation
* Fleet utilization study

e Process improvements
e Etc.
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Initial Fleet Profile

* University City fleet

o 225 units (vehicles, equipment, small engine)
* 110 vehicles (avg. age — 5.4 years)
* 92 pieces of equipment (avg. age — 11.7 years)
e 23 small engine pieces

e 539.25 VEUs

« Estimated replacement value - $10 million
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Fleet Staffing

e Current

1 Fleet Manager

5 Mechanics (4.4 wrench turning FTE’S)
0 Parts Clerks

Shared Administrative Clerk
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Initial Findings

e Informal M&R program
* Focus on corrective repairs not PM

e Lack of data
* Fleet availability?
« PM compliance?
 Comebacks?
e Scheduled vs. unscheduled repairs?
e Repair turn-around time?

e Direct labor hours?
]

11



Initial Findings Cont'd

No fleet policies and procedures

No business continuity plan

Technical training lacking

Parts supply and management informal
Jtilization not managed

~MIS not implemented
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Progress!

 FMIS implemented and being used

* Physical inspection of all fleet assets completed
« Upgraded shop tools/equipment

« Created Fleet Liaison program

« Implemented technical training

 Purged obsolete parts

« Establishing formal P&P for fleet

 Managing vendors (parts and service)

e Developing strategic and tactical fleet
replacement plans

e
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Progress Cont'd

Mileage being tracked at fuel pump
Encouraging ASE certifications
Initiated use of engine block heaters
Moving toward fleet sustainability
And many more!
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Why Do We Review Fleet

e Tota
num

Utilization?

fleet costs are directly related to the
ner of vehicles and pieces of

equi

oment in a fleet
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Utilization Study Tasks

« Obtained current fleet inventory
e “Scrubbed” inventory

e Conducted physical inventory of most City
vehicles and equipment

 Calculated average annual usage by vehicle
classification

 |dentified potentially underutilized units

« Met with user agencies to review fleet usage
* Developed recommendations

« Disposed of many target vehicles/equipment
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Fleet Summary

Organization # of Vehicles # of Equip
Central Garage 3 4
City Manager 1 0
Fire 10 2
Golf Course 1 17
Parks 13 21
Planning 2 0
Police 33 2
Sanitation 23 6
Street Maintenance 24 40
Total 110 92
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Fleet Usage

EMERG SUV - FIRE | ‘ ‘ ‘ f

AMBULANCE | #

TRUCK MD |

E—
TRUCK LD | #
|
|
E—

TRUCK HD |
REFUSE SL |
REFUSE RRL |
POLICE PATROL |
POLICE DETECTIVE | g

PICKUP | d

- 10,000 20,000 30,000 40,000 50,000 60,000

Avg. Annual Usage in Miles

18



Summary of Recommendations

Organization # of Retain | Pool Eliminate
Units

Central Garage 7 5 1 1
City Manager 1 1
Fire 12 12

Golf Course 18 15 3

Parks 34 23 11
Planning 2 2

Police 35 34 1

Sanitation 29 24 5

Street Maintenance 64 48 16

Total 202 164 1 37

e
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Impact of Recommendations

Proceeds from sale of units - $150,000

Annual maintenance and repair cost
savings - $28,000

Avoided replacement costs - $1,260,000

Fleet size reduced by 18%
VEUSs reduced by ~ 13%
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Moving Forward

* Review fleet utilization annually
 Justify additions to the fleet

* Develop strategic fleet replacement plan
and fund appropriately to prevent future
“fleet creep”

* Adjust vehicle types through replacements

* Develop and implement fleet sustainability

plan
e
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Alternative Fueled Vehicles

* Top Alternative Fuels for Fleets

5585 BIODIESEL

@ PROPANE

* Hybrid vehicles are not AFVs but do help
reduce petroleum consumption




wWww.mercury-assoc.Com

tyankovich@mercury-assoc.com
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