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x Discussion

GOVERNMENT-FLEET
EXPO < CONFERENCE

 How well do you know your fleet?
« Effective planning and goal setting

— Setting Wildly Important Goals (WIG)

— Lead and lag Measures
« Establishing metrics for benchmarking
* Modeling, monitoring, measuring and analyzing data
e Trend analysis for continuous improvements
 Where do you focus for the best bang for the buck?
e Summary
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HOW WELL DO YOU KNOW
YOUR FLEET?



x What If someone asks?

GOVERNMENT-FLEET
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Do yvou know vyour...?

Fleet size and makeup (20,549 units w/21%
sedans)

Fleet age in miles and years (95,671 miles 8.32 yr),

Average operating cost per mile ($.18), cost per
month ($62).

Top Ten repair cost centers
Total fuel budget, average miles per gallon for fleet

PM compliance rate (34% versus industry
benchmark of 95%.)

Number of annual accidents, accident per million



GOVERNMENTFLEET

EXPOZ CONFERENCE

1. GA Provider CPM data:
— Repair CPM = $.05-%.06 cents
— Fuel CPM = $.12-%$.18 cents

2. GA Internal CPM data:
— Repair CPM = $.05-%.06 cents
— Fuel CPM = $.12-$.18 cents

3. AF Magazine data:
— Repair CPM = $.05-%.06 cents
— Fuel CPM = $.12-%.18 cents

x How does your fleet look?

Creditable data?

Litmus Test:;

From the mouth of
three witnesses...

Three independent
sources of data
(evidence) provide
a good measure of
credibility.




What's Important?

EX

VERNMENT-FLEET
60 0% ( E Top Ten Cost Centers

Account Code Account Code Description

198022 6,805 OIL & LUBRICATION
D O yO u kn OW 198223 2,567 BRAKE REPAIR
198325 2,484 TIRE BALANCE AND ROTATE
f) 198970 1,670 TIRE RECYCLING FEE
yo u r COStS ‘ 198003 1,347 WINDOW WASHER REFILL REPAIR

198013 1,306 TUNE UP SERVICE
198025 1,007 REGULAR TIRES
198732 919 DIAGNOSIS TIME
198006 883 BATTERY REPAIR
198008 848 TOWING
198223 $238,584.74 BRAKE REPAIR

. 198025 $183,189.97 REGULAR TIRES

i 198723 $180,363.17 TRANSMISSION REPAIR

1 198022 $136,979.68 OIL & LUBRICATION
198013 $103,849.84 TUNE UP SERVICE
198623 $81,684.36 ENGINE REPAIR REPLACEMENT
198008 $77,913.50 TOWING
198732 $57,088.87 DIAGNOSIS TIME
198227 $56,863.76 SERVICE BODY REPAIR
198325 $52,864.65 TIRE BALANCE AND ROTATE




x What does a Vehicle Cost?

GOVERNMENT-FLEET
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e “Ownership”

— Depreciation: $21,000 / 60 months = $350 per month
— Admin/Overhead: Ranges between 2-5% = $17.50 (5%)

Total est. costs = $367.50 per month
e “Operating Costs”

— Fuel & Maintenance, etc. = .1349* cents per mile
— Average miles per month = 1167 miles

Total est. cost = $157.43 per month
Total Est. Costs Combined = $524.93

*Automotive Fleet Magazine 2008-Mileage costs for S outheast Region vehicles




MML What does a Vehicle Cost?

EXPO < CONFERENCE

e “Daily Rental” - Lease sedan from Enterprise at daily
rate of $639.00 per month.

— Calculation: $639 + (3,000 miles / 25 mpg = 47
gallons or $94)

— Total monthly cost = $733.00

» “Mileage Reimbursement” - Pay $.55 cents per mile
to employees.

— Calculation: $.55 x 1167 miles = $641.85
— Total monthly cost = $641.85
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Effective Planning and Goal
Setting



x Goal Execution

GOVERNMENT-FLEET
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1. Employees don’t know the
organizational goals and objectives,

2. Employees don’t know what to do to
achieve the goals and objectives

3. Organizations and employees don't
keep score,

4. Employees are not held accountable or
take ownership for the progress on the
organizational goals and objectives.
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Establishing Metrics for
Benchmarking

State of Georgia Alternative Fuel Vehicle Historical Trend
1993 -2008
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x Collecting Data

GOVERNMENT-FLEET
EXPO < CONFERENCE

Do you have a Fleet Information System?
 Where are your data sources?

e What problems do you have with your data?
 Bad data is better than no data.

 What are your data definitions, input
orotocols, SOPs, practices and policies?

Do you have data quality control & integrity
program?

 How often do you monitor data, analyze
trends, reporting results?




x Using the Data
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1. Use a database to capture and query vehicle
historical data

2. Use a spreadsheet tool to organize data to
analyze.

3. Establish benchmarks (metrics), set standards,
analyze & compare.

4. Build models and compare trends and draw
conclusions.

5. Turn conclusions into formal recommendations
. Convert results into future goals and objectives.

7. Set baselines and communicate results to
stakeholders for continuous improvement.

o



x Common Fleet Metrics

GOVERNMENT-FLEET
CONFERENCE

EXPO

PM Compliance

Cost-per-Mile (CPM)
Mile-per-gallon (MPG)
Miles-between-Accidents
Accidents-per-million-miles

Repair frequency

Downtime percentage

Scheduled vs. Non-Scheduled ratio



Setting Metrics & Baseline Measurements
You can’t manage, what you don’'t measure!

GOVERNMENT-FLEET
EXPO < CONFERENCE
Metric Responsibility 12/19/2008 12/26/2008 1722009 1/9/2009 1/16/2009

"ZERO" Vehicle wiZERO Miles (Monthly) Jim/John 9,922 7,298 10,607 13,131 11,965
WEX Mileage errors Jim/Bobhy 1,741 1,633 1,278 1,004 1,374
% Vehicles on ARl Jim 18.37% 16.37% 18.48% 16.48% 16.48%
AVG Total Costs (ARl Fleet) Jim/John 5 19,593 19,882 | 5 19,851 | S 19,865
Avg. Cost Per Mile (Entire Flest) Jim/John 0.06 | 5 0.06 0.06 |5 0.06 |5 0.06
Avg. Cost Per Mile (AR Fleet) Jim/John 012 |5 0.12 | 5 0.13
#Vehicles in CPM "Test" Case sample Jim/John 282 1345 1340 1340 1340
# Assigned Vehicles Barry 4351 4351 4551 4551
# Take-Home {Overnight) Vehicle Barry 2871 2871 2871 2871
#Gallons of premium fuel used Dick/Tomeka 4837.5 2419 1935.647 3789.995
AVG Fuel cost-per-gallon Jim/Lixian 169 |5 1.61 5 199 |5 1.44
Vehicle Age "Years” Jim/Lixian 8.42 8.41 8.40 8.40 8.40
Vehicle Age "Mileg” Jim/Lixian 110,717 111,173 112,309 110,010
Average MPG of fleet (Entire Flest) Jim/Lixian 199 249 111
Total Miles Driven {in FMIS System) Jim/John 873,923,557 891,533,289 938,839,647 | 886,824,028
£Total S Value of non-fuel on WEX Card Dick/Tomeka 515,092.67 511,960.30 11259.33 520,192.67
% of WEX Mileage errors Jim/Bobby 13.39% 12.97% 13.33% 14.56% 12.87%
Total # Vehicles on ARl Jim 3,771 3,771 3,788 3,788 3,788
Total # of Active Fleet Vehicles/WEX Jim/John 18,694 13,689 18,670 13,844 18,544
% Vehicles on WEX Jim/John 91% 91% 91% 92% 92%
Total # of Active Fleet Vehicles Jim/John 20,525 20,523 20,504 20,500 20,503
Total # Fuel Transactions Jim/John 12,813 12,594 8,337 6,895 10,679
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Modeling, Monitoring,
Measuring and Analyzing
Data



Exception Reporting: Powerful Tool
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 You can’t analyze all the data. Work on exceptions.

« EXxception reporting- Design reports that allow you to
look at only “data outliers”.

« Look for reasons why exceptions occur:
— Bad data input at POS (i.e. PC, Card readers, etc)
— User free form fields versus selection lists
— User based problems (i.e. apathy, misunderstanding)
— Policy and procedure issues
— Unintended consequences

o Continually correcting the exceptions normalizes all
remaining data. “Top Ten” or “Dirty Dozen” lists.

o Start over with and run a new exception report.



Determine Data

SN Compliance

Inventory Fuel Maint  Miles ARI WEX

Data Data Data Data Program Program
Courtof Appeals
Georgia Agricultural Exposition Authority
Georgia Agrirama
Georgia Building Authority
Georgia Development Authority
Georgia Ports Autharity
Georgia Public Defenders Standards Council
Georgia Regional Transportation Authority
Georgia Technology Authority
Georgia World Congress Center Authority
Jekyll 1sland Authority
State Road and Tollway Authority
Stone Mountain Memorial Association




x Define Model Standards

GOVERNMENTFLEET (Define acceptable ranges)

LOW 55, TSSIg repar aMyCost e, TON T,
misuse, potentid fraud, fuel multiple units wone card,
lowinhouse labor rate, mssing parts, no ceta cature.
Duplicate datainput, high repairffuel costs, potentid frad
misuse, abuse, fueling mutide units wane card

paying sales taxes, multide vehide catain accaurt.

Lo (within - 40%T1C0) Hah (within +406 TGO
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o $ !
"% & ()
" #

 Data or process error

Communicate reasons to vehicle contacts and
operators.



Measure Standard Results
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Operating cost model

"Total Cast of Operation (TCO)" vehicles Tatal Count of State Id 2200
Tatal Sum of Fuel Cost 2,751,359.%/
"High Performing Agency Summary' Tatal Sumof Maint Cost | 1,368,085.27
Tatal Sum of Gallans 999,0652.40
This is a samye population that resides in the Tatal Sum of Miles Driven| 16,230,557.00
VITAL system that we review the data frequentlyto | Taal AVG Mo Mies/ Veh 819.7
ensure its contert, qudity and viability. Tatal CPMile Fuel $0.17
Tatal CPMile Maint $0.08
Tatal CPMonth Fuel $138.96
Tatal CPMonth Mairnt $9.10
Taal AVG MPG 5.25
Tatal TotalCPMile $0.25 ’
Tatal Total CPVVionth $208.05

1
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Establish Fleet Data Profiles

TCO Ciriteria

Data Minimum

Must have 12 months of data

ARI Program

If on ARI above may be waived

Puchase Price Data

Must have Purchase Price Data

Count of State Id

Low-Use Utilization

Need Total Tagged/Title Vehicles

8% Sum of Fuel Cost

Need Fuel Data

Regular-Use Utilization

% Sum of Maintentance Cost

Combined Utilization

Need Maintenance Data

Sum of Gallons

Number of Vehicles w/0
Miles

Need Gallons Data

4 Sum of Miles Driven

AVG Mo Miles / Vehicle

Need Miles Driven Data

1,978.00 AVG Mo Miles/Vehicle

500 - 3,500 Miles/Month

AVG YR Miles/Vehicle

24,226.27 AVG YR Miles/Vehicle

CPMile Fuel

6,000 - 42,000 Miles/Year

CPMile Fuel

CPMile Maint

>= $.05 < $.32 CPM

CPMile Maint

CPMonth Fuel

>=%$.02 and $.12 CPM

$183.82 CPMonth Fuel

>= $75 < $250 Month

CPMonth Maint

$70.12 CPMonth Maint

AVG MPG

>= $30 < $150 Month

98.98 AVG MPG

TotalCPMile

>= 6.00 < 35.00 MPG

$0.90 TotalCPMile

TotalCPVMonth

>= .10 < .37 CPM

$253.94

Total CPVMonth

Wex Error Rate

>= $210 < 350 Month

27% Wex Errors Rate

Goal - 15% of Total Transactions

Odometer Reading

Monthly Odometer Reading must be

Odometer Readings 60% Completion Percentage > 80% for Last 30 Days
Number of Surplus No outstanding Surplus vehicles
Surplus Vehicles 0% Vehicles Overdue greater than 180 days.
Year-End Odometer Reading Completion Year-End Odometer Readings must
Readings 96%0 Percentage be > 90% Complete
Legend
Good
Needs 22
Attention




x Communicate Compliance
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Operating cost model — What's wrong with this picture?

Technical College Count of Sateld
Smof Fuel Gost
Smof Maint Cost
Mo Gdllons
Simoaof Mle Driven
AG Mo Mles/ \ehide 0.
CPMile R #DIVIO
CPMile Maint #DIVIO
CPVorth RA $0.
CPVorth MVEInt $0.
AG MRG #DIVIO
Tad CPMile #DIVIO
TataCPV Morth $0.

No Costs or Datal!
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Data Scorecard Comparison

03454 6 72
$0 )

20467 29 9 49 58 37
"l 11.52 12.44 11.04 10.10 11.70
# ! 7 1 10 18 9
$ % &'((() $) (24%) (11%) (20%) (31%) (24%)
* 4 . (3i90/) 3 25 24 13
$ ~((0 $.) . (33%) (51%) (41%) (35%)
/0 &" ( 29.61 23.32 45.42 103.38 136.66
1/
+ 2
+
2
+ 2




Compare Results — Competition
“Reality Check”

GOVERNMENT-FLEET
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Survey 0of 115,521 Intermediate Cars

<24,000 Miles 24,001-48,000 Miles 48,001-80,000 Miles
Cents Dollars Cents Dollars Cents Dollars
Per Mile | Per Mo. Per Mile | Per Mo. Per Mile | Per Mo.
Fuel $ 0.10 | $224.74] 0.1003 $210.63 0.1006 $225.70
Oil 0.0021 $4.28 0.0022 $4.98 0.0030 $5.07
Tires 0.0045 $7.64 0.0075 $11.73 0.0094 $15.56
Maint./Repair 0.0064 $12.93 0.0132 $29.08 017 44.73
Warr. & Recovery (0.0004)| ($0.76) ] (0.0009) (%$2.27) (0.0011)\%2.77)
Total op. Costs 0.1132 $248.83] 0.1223 $254.15 .1295 288.29
Survey of 436,865 Mixed Fleet T
< 24,000 Miles 24,001-48,000 Miles 48,001-80,000 Miles
Cents Dollars Cents Dollars Cents Dollars
Per Mile Per Mo. Per Mile Per Mo. Per Mile Per Mo.
Fuel $ 0.1392 | $ 286.50 | $ 0.1459 | $ 294461 $ 0.1455 | $ 301.55
Oil $ 0.0028 4.60| % 0.0030 5.63] $ 0.0032 5.58
Tires $ 0.0053 9.46 | $ 0.0103 15.02 | $ 0.0110 19.73

$ $ $
$ $ $
Maint./Repair $ 0.0184 | $ 18.62 | $ 0.0309 | $ 32.49 : $ 67.11
Warr. & Recovery $ (0.0003)| $ (0.48)] $(0.0009)| $ (2.44; $(0.0012)§ (2.57)
Total op. Costs $ 0.1654 | $ 318.64 [$ 0.1891 [ $ 352173 0.2007. L& 39140




x More — Scorecards

dzliEliae How many fleet miles operated?
EXPO = CONFERENCE

Operational Fleet Mileage Requirements Total Annual Miles
Owned Vehicle Miles 24,498,619
Leased Vehicle Miles -

Daily Rental Vehicle Miles 2,880
Personally Owned Vehicle (POV] Miles 164,207
Total Annual Miles 24,665,706
Reguired Annual Vehicle Miles 14,000
Current Fleet Size 1,951
Recommended Fleet Size (Right-sized) 1,762
Recommended Reduction 185
Percent reduction possible 10%
Potential savings (Est. annual vehicle cost = 56,000} 5 1,134,000
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Trend Analysis for
Continuous
Improvements

Document ‘

VITAL Fleet Almranac

Organizational —

Change



A

Ll b 2

Trend
Analysis




x Trend Analysis

GOVERNMENT-FLEET
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* Determine which metrics you plan to
trend and monitor and look for “gaps”.

» Establish tracking frequencies.

e Determine corrective action needed
when the trend moves in the wrong
direction.

e Establish reporting intervals.

* Report and explain the story relating to
the trend.



x Trend Analysis

Gﬂ“ERNM[HT*FLEET Monthly Fuel Costs by Model Year
EXPO = CONFERENCE 25000

Monthly Repair Costs By Model Year

10 12

Analysls:
whenvehiclesage fueland utllization
steadlly decline as agencies use newer
reliable units. when replacement dollars
"wane" oldervzhicles beccme "spares” as
agendesengage In "hoarding” behaviors
toavold excessive productivity loss
518000 P through increased downtime.

55U5./6

Net Result: Fleetgrows In size when
_ vehiclzs age and becoms less reliablz.
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510000
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GAP Analysis
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Communicate Results

GOVERNMENT-FLEET .
EXPO 2 CONFERENCE VITAL Statistics

% of WEX Errors to Transactions

20.00%

14.56%
15.00%
° 12.87%

11.92% 11.55%

.85%
10.00%
O — o
8.93% g09% 8.24% 8.07%
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\q\’lx @W/ ({/b\’\/ %Q\‘lx \(0\’1/ ,\;b\q/ (]9\’1/ q:\\q/ \(O\"I/
SN N N A I L

This graph depicts an overall decrease of 39% in WE X Mileage errors since 1/2/2009
These are errors that originate when drivers put in the wrong odometer reading at the
pump when using their fuel card.



Reporting = Success
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* Report, share and distribute your data to all
stakeholders

* Need to report periodically
— Weekly, Bi-weekly, Quarterly, Annual Reports & Custom
Reports
* No reporting equals no improvement
— Use the data collected
— Share the data with others (Websites, Training, Newsletters,
Magazine Articles, etc.)
« Establish new goals and objectives
— Performance based budgeting
— Performance based service rates
— Tie benchmarks to employee performance
— Tie employee performance to incentive programs.
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Where Do You Focus Your
Time to Reduce Costs?



x Fleet Costs
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 There are two basic categories of fleet
expense: fixed and variable. These
categories break down as follows:

1. Fixed expense: Depreciation, lease or
finance expense, and insurance.

2. Variable expense: Fuel, maintenance and
repair, tires, and oill.
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Depreciation!

Depreciation!

Depreciation!

Priority Focus?

State of Georgia's Active Fleet Size

20505 20508

09

20500 20496
20503 20484
e 20476 2047
e
20468
\ \
) e o D ) ) o O
S S S {190 S S S q/QQ
WV v V& v W N
S SO A
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This graph indicates the number of vehicles in the state that OFM
31% or an

manages. Since 12/12/2008, our Fleet size reduced .

estimated $320,000 in annual savings)
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Organizational Change

Case 1: Improving Venhicle
Mileage (reducing odometer
errors) to Increase Utilization and
Reduce Costs



mg%ﬁé Improvement Process

e Set baseline and communicate results
e Set goals and objectives

 Determine actions to accomplish goals
 Measure and share results

e Correct course If needed

e Publish results

 Reward and recognize sucess



x Fleet Agency Focus

GOVERNMENT-FLEET
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Case 1. “Agency C” operated 10% of fleet
but equaled 30% of total mileage errors.

Goals to correct situation:

1.
2.

Met with agency to apprise and set goals

Department head issued policy letter and
set performance standards/expectations

Fleet office measured weekly and shared
results

Fleet/Agency communicated results to
employees



x Reduced Errors from 23% to
s 4 /90 Less than 6 months
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Organizational Change

Case 2: Improving Overall Fleet
Utilization and Reducing Assets
and Costs



x Establish Goals
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e Understand current fleet utilization

« Establish method to track progress
— Create metrics and models
— Set lead and lag measures

e |ntervals to measure results
— Monthly, Weekly, quarterly, etc.

e Measure and determine success
e Share success with stakeholders
 Review and publish success/savings
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A

el Results: Comparison

EXPO CONFERENCE

Beginning: August 2009 Present Day



Summary of Organizational Changes
that Occurred w/Fleet Utilization

« Utilization Improved from 67% to 73% (climbing)
* Low use vehicles reduced from 676 to 473

* Vehicles > 9 years old reduced from 811 to 474.
* Vehicles > 135k miles reduced from 669 to 510

Results:

* Improved use of assets equaled less assets
* Less assets equaled reduced costs

e Improved age equaled improved productivity




Summary

Steps Toward Organizational
Change



Ste
Ste
Ste
Ste
Ste
Ste
Ste

Using Data to Improve
Processes - Programs

0 1. Determine project and data source
0 2. Analyze and set a baseline

0 3. Identify goal/objective

0 4. Set monitoring intervals

0 5: Adjust course determine actions

0 6. Publish results

0 /. Reward, readdress and recognize



Summary

Other considerations to reduce costs and impact
organizational Changes:

— Review “Take-Home” vehicle use

— Consider outsourcing parts operations to “pay as you go”
operations

— Consider outsourcing non-core tasks to experts who
specialize (ARI saved $557,000 in 2009)

— Use a Fuel Card management program w/controls
— Use nationwide purchasing consortiums

— Use automation and technology where possible (i.e. GPS,
etc)

« Remember: Vehicles always cost something




Questions??

Contact:
Steve Saltzgiver
saltzgivers@gmail.com

7 70-598-2155



