
PUBLIC SECTOR FLEET MANAGEMENT PRACTICE
The national public sector fleet management practice of TCI is headquartered in Atlanta, GA, and led by a staff of trained professionals who specialize in fleet and vehicle maintenance operations in the public sector.  Combined, this staff has many years (100+) of consulting experience.  The practice specializes in assisting clients in the following areas:

· Operations and productivity improvement.









· Vehicle utilization studies, to include take home analysis.







· Inventory control reviews.













· Consolidation of maintenance services.











· Programming of maintenance facilities (i.e., shop layout, equipment requirements, site plan, sizing).














· Definition of information system requirements and selection of vehicle maintenance information systems.













· Privatization analyses.












· Setting staffing and operational performance measures, including benchmarks.

· Cost reduction initiatives.

· Development of internal service fund and internal rental rate architecture.

· Benchmarking and Performance Measurement Guidance.

· Amalgamation Assistance (Canada)

· Routing and transportation technology (schools)

APPROACH TO CONDUCTING 

FLEET MANAGEMENT ASSIGNMENTS
The TCI Public Sector Fleet Management Team has conducted over 100 fleet management studies for a wide diversity of clients.  In view of this depth of experience, we have developed some general and standard approaches that we then tailor to help our clients reduce the cost and improve the workability of fleet services.

Major Problem Areas in Fleet Management

Several major problem (e.g. opportunity) areas typically exist within fleet operations.

In many vehicle and equipment fleets, growth and expansion constraints are a large problem as fleet administrators struggle to keep up with changing demands for service.  As vehicles and equipment are added, often the maintenance division has an increasing inability to keep pace with the maintenance requirements of more and more complex vehicles in the fleet and increased frequency of repair.

Another problem that emerges as fleets get older is the unavoidable depreciation of vehicles, equipment and facilities.  Vehicle service lives tend to lengthen as officials and management try to limit capital expenditures.  At times it becomes difficult to actually pinpoint replacement needs to capitalize on optimum life cycles and minimize unnecessary capital expenditures.  In addition to equipment needs changing over time, the requirements for the physical facilities also changes, due to upgrades in technology and changing vehicle specifications.  It takes a considerable amount of foresight from fleet management to make sure that fleet needs don’t outgrow the actual physical facilities and the capability of the technician workforce.

As fleets grow larger, technology becomes more complex, and the demand for cost efficiency in both the public and private sector increases, many complex demands are placed on fleet management.  At times, the organizational responsibilities for management can be unclear, or fragmented.  This can be caused by a lack of basic information on the fleet maintenance activity, operating costs, PM compliance, and parts use.  It is also difficult to accurately determine the required number of maintenance personnel.  Both over-staffing and under-staffing can cause operating constraints and drain funds.

Many times, the problems facing a vehicle fleet can be overwhelming, and fleet administrators choose to go outside their organization for help.  This is when consultants like the TCI fleet management team can provide the technical, specialized advice necessary to make the fleet of vehicles more cost-efficient and effective.  Our typical approach to conducting fleet management studies follows.

SCOPE OF ASSIGNMENTS

Our typical approach to fleet management operational improvement assignments generally addresses the following areas:

· Organizational and Operational considerations, which include options for productivity improvement, appropriate schedules for administrative and mechanical staff, parts management options, management information systems and procedures, and internal rental rate calculations.  At this point, TCI reviews the current coordination efforts between users and the repair facilities.



· Current privatization policies and procedures and opportunities, including which services are contracted to outside providers, and which have potential for being contracted.  This will also address the current vehicle acquisition methodologies, whether the division is currently leasing or purchasing vehicles and equipment.  Wholesale privatization can be evaluated as well.  Our work in School Districts is a variation of this.

· Current fleet utilization standards, including reduction and motor pool possibilities.  This includes current vehicle scheduling, home garaging and control methods.


· Current fleet requirements, including the sizing and layout, methods of financing capital expenditures for equipment and facility needs, and the question of centralized vs. satellite maintenance facilities.

These four general areas allow TCI consultants to identify potential problems within fleet organizations, and pinpoint areas for improvement.

Typical Results From Using TCI

Often, the implementation of the results of these studies bring reduced operating expenses, and improved management control.  Some of the specific advantages include the following:

· Better control and tuning of staffing patterns.  Since a sizable portion of the funds that operate a vehicle fleet are allocated to payroll (mechanics, administrators, clerical staff), a comprehensive fleet study will point out where downtime is currently occurring, and whether your mechanic staff is being used at its optimum capability.  Staffing patterns will be more sharply defined, and will be expressed in a vehicle to mechanic ratio, which will allow for comparison with other fleets of comparable size across the nation.  Benchmarking efforts can expand from this point as well.

· In vehicle fleets that use internal service funds, our study will help identify whether an equitable internal rental rate is being charged.  This will ensure that the division performing the repair does not have to cover part of the costs or an interfund transfer may be required from the General Fund.




· A more comprehensive preventive maintenance program.  One of the best ways to extend the lives of vehicles and equipment is to follow a complete, comprehensive preventive maintenance program.  A comprehensive preventive maintenance program can decrease the number of unscheduled repair visits per vehicle, and will reduce the backlog of repairs.

· Renegotiated lease/contract arrangements.  In fleets that contract much of their work to the private sector, TCI consultants can help ensure that the fleet management department is getting the most equitable price possible.

· Fleet downsizing.  Often, because of uneven utilization patterns, we can recommend that certain vehicles be removed from the fleet, or pooled for multi-users.  This can mean fewer vehicles in the fleet, and an improved vehicle turnaround time for the more modern vehicles that remain.  Home garaging reviews and spare ratio analyses are typically part of this segment of review.  This is a valuable, cost effective step prior to downsizing, also.

· Management Information Systems.  After looking at your current management information systems, TCI consultants will make recommendations as to whether the system needs to be upgraded to enhance management reporting.  Through experience, we have learned that managers cannot make sound decisions if the information they are given is inaccurate or incomplete.  Often, fleet managers may be unaware of other options in the area of fuel management systems and fleet management information systems.  We might add here that we are  completely independent in this regard.




· Facility planning.  If the vehicle fleet is being operated out of cramped, outdated facilities, productivity is not at optimum levels.  TCI consultants can look at your current vehicle facility needs, and based on projected growth patterns, can determine what will be needed in the future.

Our approach to Motor Vehicle Maintenance Improvement Projects has been successfully applied in both large and small public and private sector settings.  The approach assures thorough analyses, meaningful and practical recommendations and positive implementation plans and action steps to improve the quality and level of fleet management services.

We have achieved significant successes in assisting our clients in implementing the changes necessary to obtain the identified benefits.  Our turnaround efforts in Shreveport will attest to that.  Our reports and findings focus on implementation to achieve the desired results, to whatever appropriate level.

Engagement summaries which detail some of our vehicle maintenance related projects, and which illustrate our diversity of skills and results achieved, are included on the following pages.  A number of these studies were performed by TCI consultants prior to joining TCI.  A description of our fleet management team follows in succession.

Recent assignments have ranged from the City of Decatur (125 vehicles) to the State of Texas (37,000 vehicles).

Our work in School Districts is a growing part of our practice.  Recent assignments include:

· Breck Schools (MN)

· Rochester Community Schools (MI)

· Manassas Park (VA)

· Nashville Public Schools (TN)

· Douglas County Schools (GA)

· Lumpkin County Schools (GA)

· Pickens County Schools (GA)

· Anchorage Schools (AK)

REPRESENTATION OF OUR APPROACH
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SUCCESS STORIES

NASHVILLE, TENNESSEE

VEHICLE MAINTENANCE CONSULTING

Reviewed and revised the internal rate process in order to allow the Metropolitan Government of Nashville and Davidson County better internal controls and audit trails, and capitalize on the opportunity to recover the full cost of maintaining the fleet.  The team also assessed information system requirements, which included a preliminary selection of hardware and software, and an implementation plan designed to facilitate the transition from a manual to an automated system.

RICHMOND, VIRGINIA

MOTOR VEHICLE FLEET STUDY

Reviewed the operations of the City’s 2700 vehicle fleet.  The primary objective was to carefully and thoroughly assess the management, operations, and rate structure of the Bureau.  The report detailed current operations, outlined problems, and offered recommendations and implementation plans designed to improve the delivery of fleet services.

ROCHESTER COMMUNITY SCHOOLS, MICHIGAN

PRIVATIZATION ASSISTANCE

TCI assisted Rochester Community Schools in the fall of 2003 with a privatization RFP.  Issues were studied, questions answered and a 80 page RFP ensued.

SHREVEPORT, LOUISIANA

OPERATIONS REVIEW

In 1997, TCI concluded a comprehensive assessment of the fleet operation in this 200,000 population, NW Louisiana city.  TCI consultants reviewed staffing, customer comments, cost of service, performance measures and various management processes to arrive at a conclusion and action plan with which the City could move forward.  Shreveport then asked TCI to assist in various implementation efforts.

STATE OF TEXAS

STRATEGIC PLAN FOR FLEET MANAGEMENT

Transportation Consultants, Inc. completed a strategic plan for the State and its 37,000 vehicles in early 2000.  Efforts focused on both strategy formulation and tactical improvements for the 220 agencies that comprise state government.  A new trip pool was part of the solution.  Fleet utilization targets were an integral part of the plan. 
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