ENERGIZE FLEET
MANAGEMENT

From acquisition to remarketing, a compilation of
best ideas in managing successful, cost-effective,

and ef cient eets is presented.

By Cindy Brauer & Thi Dao

here else but on the some of the best practices fleet professionals and
front line of fleet man-  experts have shared with Automotive Fleet.

agement are found the

Many good solutions can be applied overall to

brightest ideas in cost-effectively commercial fleet management. However, others

and efficiently managing the often- may need refining to fit an individual fleet’s spe-
critical corporate assets of company  cific operations and its company’s corporate cul-
vehicles? Gathered in this article are  ture, business style, and organization.

>> VEHICLE
ACQUISITION

D Closely match vehicle to function, ge-
ography, and employee classification.

D Be well informed and prepared before
meeting with manufacturer reps. Supply ac-
tual data, rather than guessing or providing
misleading information.

D Establish a bailment pool in truck
fleets that have moderate to major upfitting
to shorten downtime caused by longer or
uncertain order-to-delivery time.

D Track vehicle mileage and condition

t Do your homework before creating

the annual selector. Offer vehicles in
designated driver categories, from
executive to pool unit levels.

E-mail vehicle condition report to every
driver to determine mileage and equip-
ment status, uncover difficulties, and
solicit feedback for model changes.
Construct an annual lifecycle cost
spreadsheet based on industry aver-
ages for standard items, plus cap
costs, depreciation, three-year residu-
als, EPA ratings, estimated operation
costs at a pre-determined mile limit,
and vehicle specs.

— Lisa Tomberlin, fleet manager, YKK



D To avoid out-of-stock purchases,
use long-term rentals or pool cars to ac-
commodate drivers who need a vehicle
outside replacement ordering.

We maximize the use of our fleet very
well. Out of 1,300 pickups, we moved
166 from one office to another last year.
This keeps us from having to purchase
vehicles out of stock and keep an equal
balance of trucks to drivers. It also al-
lows us to turn in old vehicles if newer
ones become available so that an office
can “trade up.”

— Ginny Liddle, corporate fleet/
purchasing administrator,
Terracon Consultants

>> DEPRECIATION
MANAGEMENT

D Utilize total lifecyle management
to accurately depreciate vehicles, turning
them in at peak of lifecycle for resale.

D Depreciate each vehicle individu-
ally, using an internal system that groups
fleet vehicles according to mileage cate-
gories. With monthly reports and by mon-
itoring individual driver mileage, deter-
mine which vehicles are out of sequence
and adjust lease terms mid-lifecycle.

D Implement driver-targeted programs
to promote good vehicle maintenance.

| kept vehicles longer in service, a 3-4
month variance from last year, de- 4
creasing our book value and allowing

us to stay in the black by not selling
vehicles in a soft market.

— Phil Schreiber, fleet manager,
N.A., Otis Service Center

>> REMARKETING

D Remarket in a timely manner, even
before a vehicle comes out of service, use
the right multiple venues in which to re-
market, have the vehicles in presentable,
reconditioned shape, and always tell the
accurate story about a vehicle’s history
and condition.

D Monitor vehicle cost cycles and
dispose of vehicles just prior to a cost
cycle spike.
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Develop and implement an employ-
ee sales program. Create an easy-to-use
online program to facilitate sales, with ad-
junct services such as financing or trans-
port when possible. Price vehicles at an
attractive level, between wholesale and

fair market value. Promote the program

. vigorously through as many communi-

cations venues as possible — internal
channels, e-mails, brochures/posters in
offices throughout the company, links on
Intranet, or closed-circuit TV announce-
ments. Most fleet management and leas-
ing companies have customizable em-
ployee sales programs.

Investigate downstream remarketing
options for the best resale channel,
including wholesalers and auctions.
We once sold to a movie studio that
needed seven vehicles.

— Robin Mercado, fleet manager,
CSK Auto

D Continuously monitor market/re-
marketing trends for optimum fleet ve-
hicle disposal. Review historical auction
data to determine the key point to sell a
particular vehicle model.

D In a truck fleet, track vehicle utili-
zation, based on time and mileage, and
suggest shifting trucks between drivers
to maximize life expectancies.

D Align with a remarketing group that

._examines all factors, including photos,

condition reports, and the best remar-
keting venue.

>> ACCIDENT/RISK
MANAGEMENT

D Institute fleet policy that details un-
acceptable driver behavior, e.g., speeding
citations, at-fault crashes, DUI convictions,

etc. Include such issues as seat belt use,
cell phone or other electronic device us-
age while driving, hours-of-service logs
for truck fleets, driving education, and
training programs. Outline and enforce
consequences to policy violations.

D Develop a proactive risk management
program that identifies high-risk drivers,
tracks driver behaviors, and provides safe
driving training and education.

D Secure senior management ap-
proval and involvement in the policy
and program.

D Require MVR checks of drivers
and authorized spouse/family members
during hiring procedures and regularly
throughout driver’s employment.

D Encourage, recognize, and rein-
force appropriate safe driving behav-
iors with rewards/incentives. Publicize
results and awards. Consider an incen-
tive program that offers the chance to re-
move points for voluntary behind-the-
wheel training.

D In managing crash incidents, be
prepared. Establish and enforce a crash
reporting and investigation process.
Company policy should clearly guide
drivers through their responsibilities af-
ter a crash.

D Establish an accident review com-
mittee/commission. All crashes should be
reviewed to determine cause, fault, and
preventability, and steps to take to avoid
similar crashes in the future.

D Instruct drivers in after-crash re-
sponsibilities. Document the accident
with a disposable camera carried in the
vehicle. Record in writing all pertinent
information concerning the incident, in-
cluding parties involved, date, time, driv-
ing conditions, on-scene police informa-
tion, and a diagram of the scene.

D Quickly submit the accident form
and any police reports or information to

In just one year, Keith Rosenblum, vice president of risk management at Railcrew

Xpress, has successfully implemented new risk management policies, saving a sub- d
stantial amount of money in auto liability. The Lenexa, Kan.-based company transports

rail workers, mostly engineers and conductors, to their assigned trains. The company
operates a 700-vehicle fleet consisting of mostly seven-passenger conversion vans.
Rosenblum utilizes a multifaceted accident-prevention and claims-mitigation strategy. He
set up the claims administration service provided by Corporate Claims Management to
immediately respond to work-related accidents, enabling claims resolution at lower costs.
Prevention methods include identifying high-risk drivers, substance-abuse testing, and ve-
hicle inspections. Rosenblum estimates a 60-percent reduction in claims, both in severity

and frequency, in the last 12 months.




_ appened while facts are fresh in
the minds of everyone involved.

D In managing collision costs, careful-
ly set a repair authorization limit — many
fleets use $2,000 — above which repairs
must be specifically approved. Allow flex-
ibility to lower the limit on vehicles close
to the end of their replacement cycle.

D Use a pre-approved body shop to
expedite the claims process.

D Benchmark accident management
programs with such metrics as average
dollars per repair, average repair turn-
around time, and average rental days per
collision claim. Subrogation efforts can
be measured via metrics on dollars ac-
tually recovered per claim.

D Create close relationships between
the accident repair team and parties re-
sponsible for determining the selector to
accommodate safety concerns.

D Consider a multi-shop network for
repairs. This vendor resource is general-
ly lower in price and offers shorter repair
time, decreasing vehicle rental costs.

>> MAINTENANCE
MANAGEMENT

D Diligently enforce compliance vi-
olations. Use an online system to keep
drivers, managers, and techs current with
the type and timing of required servic-
ing and to coordinate servicing to op-
portune times.

Specify all upfitted vehicles with a two-
stage epoxy base self-etching primer
such as PPG (2 coats) and three coats
of a single-stage polyurethane enamel
paint (Dupont Imron 6000 polyure-
thane enamel paint), especially for
those in a highly corrosive area where
salt is utilized. Since | utilized this pro-
cess, vehicles have lasted more than
two years with only minor surface rust
due to personnel-caused scraping. |
use Rusfre rubberized undercoating
No. 1013-1 on the under chassis. Two
coats are sufficient. Total thickness
should be between 10-12 mills.

— Dan Vargas, fleet maintenance
supervisor, Metra Railroad
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In managing our fleet, one of the things

change intervals while watching our
oil sample reports to make sure that
the integrity of the engine is not being
compromised.

— Alan Smallwood, shop foreman,
T.J. Lambrecht

D Incentivize driver compliance to
maintenance schedules with a dollar-val-
ue upgrade on new vehicle; the incentive
amount increases with successive leases
and compliance.

D Centralize the PM program using an
in-house system, or outsource, when the
fleet is operated over branch, regional, or
disparate business unit locations.

Require drivers to take vehicles to
certified repair shops.

— Chris Dalton, fleet administrator,
Crowley

D Consider extending scope of ser-
vice inspections. Regular servicing in-
cludes going beyond the immediate PM
tasks to look at the vehicle’s history of
fluids, tires, etc., in planning ahead for
tire or parts replacement and avoiding
unscheduled servicing.

Strictly adhere to oil life monitoring
versus every 3,000 miles.

— Steven Anderson, senior sourc-
ing specialist, Sentry Insurance

we have done is extended our oil P

» FUEL
MANAGEMENT

D Modify the selector to carefully
right-size vehicles to functions.

D Switch to four-cylinder models when-
ever possible. Establish minimum mpg
requirements for selector vehicles.

D Utilize the increasingly sophisti-
cated array of telematics technologies to
measure fuel consumption and fleet uti-
lization, monitor vehicle performance,
track vehicle location, and design effi-
cient routing.

p >

A telematics program allows fleet
managers to see the speed that drivers
are doing, sometimes well over 80 miles
per hour. With rigorous enforcement of
policy, we have seen a dramatic down-
turn in speed, reducing fuel costs and
reducing our risk.

— Karen Roche, fleet manager,
client relationship manager,
MetLife Auto & Home

D Change driver behavior. Develop a
fuel conservation program that promotes
fuel-efficient driving habits. Drivers can
have up to a 35-percent impact on fuel
economy.

D Adjust personal use fees.

D Scrutinize exception reports and
diligently enforce fuel policy.

D Implement idle reduction pro-
grams.

D Monitor unauthorized company
vehicle use.

D Ensure vehicles are in peak oper-
ating condition.

D Use a national/regional fuel card
program to control costs and monitor
mileage, purchases, and maintenance
requirements.

D Use a fuel-only card to reduce fraud
and non-fuel related purchases and gain
control of total fuel spend.

D Benchmark the reduction program.

D Develop an in-house team to reduce
fuel costs by examining fuel transactions
and identifying underused vehicles.

D When applicable, consider utilizing
a propane or natural gas conversion kit to
power vehicles with alt-fuels.




' PRO

D Create a paperless fleet environ-
ment with online mileage reporting and
new-vehicle order forms, policies, pro-
cedures, safe and fuel-efficient driver ed-
ucation, FAQ answers, etc.

D Use adriver survey tool to evaluate
fleet operations on specific issues and an
annual overall evaluation on such topics
as fleet processes, use of maintenance
and fuel card programs, vehicle selec-
tor input, etc.

D Implement a Web-based automat-
ed motor pool reservation system to save
time and money. !

Fuel up on non-company time. ;

— Marianne Stewart, fleet admin-
istrator, Swedish Match N.A.

>> PROCESS
MANAGEMENT

D Plan and manage fleet capital spend.

Gregg Hodgdon, director of fleet
operations for E.A. Sween Company in
Eden Prairie, Minn., continues to refine
the “vintage chart” he created to more
accurately project fleet capital require-
ments five years into the future. The
Excel spreadsheet tool uses adjustable
variables and displays the effects of
business expansion, vehicle/truck box
cycle times, truck box recycling times,
and vehicle losses. Since first designed,
Hodgdon has added metric variables
reflecting vehicles’ actual sale values
versus calculated values, route-based
truck capacities, and dealer locations.

D Develop internal partnerships with
stakeholders (sourcing, HR, legal, etc.)
to promote support and buy-in on fleet
operations.

D Stay current with emerging technolo-
gies to identify those applicable to improv-
ing efficiencies and reducing costs.

-

Create advisory boards among internal
customers/company divisions and driver
focus groups. Input from these advisory
groups helps a company’s strategic
sourcing team meet its divisions’ needs.
Results include higher driver ratings,
increased productivity, and enhanced
internal and supplier processes.

— Brenda Davis, strategic sourcing
commodity manager, Baker Hughes

D Centralize and standardize oper-
ations.

D Dashboard programs provide a valu-
able monitoring tool, particularly in multi-
facility operations. Create tiered access to
increasingly larger data views according to
management level. The program can help
pinpoint above-average maintenance costs
and identify underutilized vehicles.

D Utilize electronic data interchange
(EDI) to streamline bill receipt and pay-

JOIN THE CONVERSATION
Participate in a conversation about success-

ful fleet management. Share your bright idea

— a proven practice or new creative solution.

Comments can be posted with the online ver-

sion of this article at www.automotive-fleet.

com/magazine. Users must register.
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ing process, which can lead to negotiating

better terms with vendors. €

¢

— William Forsythe, fleet
administrator, ADP

Develop an electronic filing system
to reduce unnecessary paperwork to
enhance management productive time.

>»> FLEET POLICY

D Develop aclearly defined, compre-
hensive fleet policy and review regular-
ly to update. Policy covers personal use,
safety, eligibility, replacement guidelines,
fuel card use, accident procedures, etc.
Clearly outline consequences of non-
compliance.

D Publish policy on the company’s
Intranet and provide drivers a print ver-

sion for in-vehicle access.
D To enhance compliance, educate
supervisors and drivers on intent and
justification of policy changes.

D Contact new hires personally and
review policy. Require new hires com-
plete an online policy test with a passing
grade of 90 percent.

>> SUSTAINABILITY

D Evaluate fleet composition, utiliza-
tion, and right-sizing.

D Use lifecycle costing to determine
which “green” vehicle/technology works
best for a particular fleet.

D Establish benchmarks to track fuel/
emission improvements.

D Consider carbon-offset programs
as part of an overall corporate sustain-
ability initiative.

>> OTHER IDEAS

D Maintain good relationships with
vendors and suppliers. They are a source
of new product information and indus-
try trends.

D Keep informed. Stay current with in-
dustry trends, developments, and events in
the greater business/legislative arenas that
can impact the corporation’s well-being.

D Attend industry group/association
meetings, become an active member.



