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Making the Most of the Draft Implementation Action Plan 
 

Management Partners has developed this draft Implementation Action Plan to assist the City of Stockton with the implementation of 

29 fleet management recommendations and 16 fleet utilization recommendations.  The work involved in implementing the 

recommendations must be integrated into the other work of the divisions, with appropriate assignments of responsibility for 

implementation and with the identification of specific planned completion dates.  The draft Action Plan begins that process with 

guidance about the length of time that might be required to complete an individual recommendation (estimated total task time) and 

with a recommended priority assignment (1, 2 or 3, based on criteria described in the document).  The discipline of successful project 

planning is basic to successful execution of the work ahead.   

 

To convert this draft to a final Action Plan, the Deputy City Manager, Public Works Director, Deputy Public Works Director, Fleet 

Manager and appropriate staff members will need to identify specific target dates.  In doing so, you may want to modify the 

described activities for implementing an individual recommendation based on your knowledge of what will be required for 

completion, or to adjust the assignment of responsibility based on workload or other considerations. The recommendations are 

grouped by the following topical areas: 

 

Fleet Management 

 Organization Culture, Structure and Staffing Levels 

 Maintenance, Repair and Parts Programs 

 Vehicle and Equipment Replacement 

 Business Systems 

 Fleet Performance Measures 

 

Fleet Utilization 

 Fleet Usage Guidelines and Policies 

 Fleet Pooling and Reassignments 

  

In addition, we have provided a priority list of recommendations from both Fleet Management and Fleet Utilization in order to 

provide the most effective strategic approach.  Implementation steps for the priority listing can be found in the body of the action 

plan. 
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RECOMMENDATIONS TO BE ADDRESSED IMMEDIATELY ACCORDING TO PRIORITY 

1 Recommendation 1 Establish operational and performance expectations for the fleet manager.  

2 Recommendation 2 Establish a Vehicle and Equipment Committee.  

3 Recommendation 20 Take steps immediately to dispose of the 118 vehicles and equipment currently in the corporation yard. 

4 Recommendation 15 Surplus the PG&E utility truck (unit 5007). 

5 Recommendation 3 Redesign the garage facility. 

6 Recommendation 25 Eliminate the auto painter repair worker position and contract all fleet-related paint and bodywork. 

7 Recommendation 26 Develop service level agreements between the Fleet Management Section and each of its customers. 

8 Recommendation 13 Assign the Fleet Management Section responsibility for maintaining all 14 Arena and Ballpark units. 

9 Recommendation 16 Incorporate those units that will be retained at the Port Facility into fleet management’s preventive maintenance program.  

10 Recommendation 12 Fill the two vacant mechanic II positions. 

11 Recommendation 7 Develop a Service Request Form.  

12 Recommendation 5 Redesign PM checklists to reflect appropriate (manufacturer) inspections and intervals.  

13 Recommendation 4 Organize the preventive maintenance workload for the entire year. 

14 Recommendation 6 Add a swing shift or overlapping shift. 

15 Recommendation 11 Issue an RFP and award a contract to provide fleet repair services with local vendors.  

16 Recommendation 13 Track and monitor mechanics’ non-wrenching hours.   

17 Recommendation 23 Track wrenching and non-wrenching time for all fleet staff that perform maintenance and repair work. 

18 Recommendation 14 Establish a performance productivity goal for mechanics. 

19 Recommendation 10 Establish a heavy equipment pool. 

20 Recommendation 11 Develop rental rates. 

21 Recommendation 12 Require all requests for heavy equipment rentals to be processed and approved. 

22 Recommendation 6 Train employees on the guidelines and policies regarding when to use a City vehicle, mileage reimbursement, or a rental vehicle.  

23 Recommendation 5 Create a central motor pool at the SEB building. 

24 Recommendation 8 Designate pickups 2753 and 2690 as MSC pool vehicles. 

25 Recommendation 9 Designate eight vehicles from the current MSC pool as shop loaners. 

26 Recommendation 7 Utilize the State of California’s rental car contract for rental vehicles. 

27 Recommendation 4 Calculate rental rates to recover all ownership and operational costs of all pool units. 

28 Recommendation 14 Implement a demonstration project to test the use of electric carts to replace pickups. 

29 Recommendation 2 Update the utilization analysis in six months and then every two years thereafter.  
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RECOMMENDATIONS REGARDING REPLACEMENT PLANNING/FUNDING, CHARGEBACK AND RENTAL RATE SYSTEMS 

1 Recommendation 17 Adopt a formal methodology and criteria for the replacement of vehicles and equipment. 

2 Recommendation 18 Reformulate the vehicle replacement cost to include expenses for make ready costs and auction fees. 

3 Recommendation 19 Develop a long-range replacement planning and funding strategy. 

4 Recommendation 21 Adopt a methodology to support the replacement of vehicles and equipment based on the “optimum economic life point” of a unit. 

5 Recommendation 22 Develop a comprehensive and accountable chargeback system. 

6 Recommendation 24 Develop shop labor rates and markups/charges by appropriately allocating labor and overhead costs. 

7 Recommendation 3 Develop guidelines and policies that support the most economic means of transportation.  

RECOMMENDATIONS TO BE ADDRESSED AFTER FLEET MANAGEMENT INFORMATION SYSTEM HAS BEEN SELECTED OR IS OPERATIONAL 

1 Recommendation 10 Reassess the cost and benefits of using a national parts vendor. 

2 Recommendation 15 Eliminate the project  manager I position.  

3 Recommendation 14 Eliminate the two part-time office assistant I positions when the new fleet management information system is acquired 

4 Recommendation 1 Reformulate the City’s fleet classification system. 

5 Recommendation 27 Customize monthly reports and develop an annual report for each client department 

6 Recommendation 28 Develop routine management reports for Public Works Department management and the City Manager. 

7 Recommendation 29 Establish performance measures and monitor them.  

RECOMMENDATIONS THAT SHOULD NOT BE IMPLEMENTED DUE TO DESCISION TO CONTRACT OUT PARTS PROGRAM 

  Recommendation 8 Transfer the fleet parts support function from Purchasing to Fleet Management and staff with two full-time materials specialists. 

  Recommendation 9 Issue a request for proposals and award contract(s) for vendors to provide fleet parts. 

Blue font represents recommendations from Fleet Utilization Memorandum. 
Black font represents recommendations from Fleet Assessment Memorandum. 

 

Management Partners remains available to consult with you in this process in whatever way we can be helpful.  Please do not 

hesitate to contact Lynn Dantzker (925-998-6972) or Greg Fassler (916-315-9241) if we can be of assistance.  They can also be reached 

by email at ldantzker@managementpartners.com and gfassler@managementpartners.com. 

 

 

 

  

mailto:ldantzker@managementpartners.com
mailto:gfassler@managementpartners.com
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Fleet Management 

Rec# Recommendation 
Implementation 
Steps 

Priority
1
   - 

Time to 
Accomplish 

Person  
Responsible

2
 Comments 

Organization Culture, Structure and Staffing Levels 

1 Establish operational and 
performance expectations 
for the fleet manager. 

 Review Fleet Management and Utilization reports and 
recommendations with Fleet Manager. 

 Determine and clarify priorities and schedule for implementation. 

 Develop and document specific performance expectations and 
actions with respect to the recommendations. 

 Establish a schedule for regular review of performance. 

Priority 1 – 
One month 

Public Works 
Director 

 

25 Eliminate the position of 
Auto Painter Repair Worker 
and contract all fleet-
related paint and 
bodywork. 

 Evaluate existing work program of the Auto Painter Repair 
Worker Position and re-assign non fleet responsibilities to other 
positions within Public Works. 

 Work with Human Resources to reassign Auto Painter Repair 
Worker to another position within the city or equipment 
mechanic position (if qualified or able to be trained). 

 Outsource paint and bodywork with existing fleet vendors until 
contracts can be established through Request for Proposal 
Process (RFP) process as part of Maintenance, Repair and Parts 
Program (See Recommendation #10) 

Priority 1- 
2 months 

Public Works 
Director 

 

                                                      
1
 Priority 1: Important to accomplish without delay and/or easy to accomplish.   

  Priority 2: Second tier of importance to accomplish and/or may involve some complexity or time to complete 
  Priority 3: Least urgent to complete and/or may take longer to set-up or to execute  
2
 To establish clear accountability there should be a single manager assigned responsibility for completing implementation of each recommendation. Where more than one manager is 

identified in this column, responsibility should be clarified when the Final Action Plan is prepared.  
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Rec# Recommendation 
Implementation 
Steps 

Priority
1
   - 

Time to 
Accomplish 

Person  
Responsible

2
 Comments 

2 Establish a Vehicle and 
Equipment Committee 
whose main task is to 
develop comprehensive 
administrative policies for 
vehicles and equipment. 

 Draft Administrative Directive to establish the purpose and 
responsibilities of a Vehicle and Equipment Committee; review 
with Executive Team. 

 Solicit departmental representatives to be part of a Vehicle and 
Equipment Committee comprised of the largest fleet customers 
(preferably manager level) and chaired by Deputy City Manager 
and staffed by the Fleet Manager 

 Draft work plan with goals and objectives for first year 

 Establish a regular meeting schedule (once per month to start) to 
develop fleet policy, review requests for new fleet units and 
discuss issues between fleet management and fleet customers 

Priority 1  
2 months 

Deputy City 
Manager  

Management Partners can 
assist with drafting of 
directive and preparation of 
work plan. 

12 Fill the two vacant 
Mechanic II positions.  If a 
second shift is 
implemented, the positions 
should be filled by lead 
mechanics.  (To be 
implemented following  
Item 5) 

 Seek authorization to fill two vacant positions at levels to be 
determined 

 Reassign Auto Painter Repair Worker to vacant Equipment 
Mechanic position if qualified (one Equipment Mechanic position 
presumed to become vacant following promotion to lead 
mechanic.) 

 Recruit and appoint 

Priority 1  
3 months 

Public Works 
Director 

 

6 Add a swing or overlapping 
shift to better 
accommodate the 
schedules of fleet 
customers, improve 
customer satisfaction and 
sustain preventive 
maintenance schedules. 

 Meet with fleet customers to develop “service level agreements” 
(see Business Systems-Recommendation 25) 

 Organize preventive maintenance workload for next 12 months 
(see Maintenance, Repair and Parts Program-Recommendation 3) 
to determine maintenance requirements 

 Allocate appropriate staffing levels to day and swing shifts to 
accommodate customer needs and shop workload 

Priority 2 
3 months 

Fleet Manager Management Partners can 
assist with developing 
service level agreements, 
meeting with fleet 
customers and organizing 
the preventive maintenance 
workload. 
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Rec# Recommendation 
Implementation 
Steps 

Priority
1
   - 

Time to 
Accomplish 

Person  
Responsible

2
 Comments 

8 Transfer the fleet parts 
support function from 
Purchasing to Fleet 
Management and staff with 
two full-time materials 
specialists. 

   Not to move forward as 
department prefers 
contracting the parts 
program to a private vendor. 

15 Re-evaluate the Project 
Manager I position 
following the 
implementation of a new 
Fleet Management 
Information system to 
ensure the duties and 
responsibilities are 
commensurate with the 
position. 

Evaluate duties and responsibilities of Project Manager I position 
following implementation of new Fleet Management Information 
System. 

Priority 3- 
1 month 

Deputy Public 
Works Director 

 

16 Eliminate two part-time 
Office Assistant I positions 
following implementation 
of a new Fleet Management 
Information system. 

Working with Human Resources, develop a plan for either 
elimination of the two part-time positions or re-assignment to 
another function within the City. 

Priority 3- 
1 month 

Public Works 
Director 

 

Maintenance, Repair and Parts Programs 

7 Develop a Service Request 
Form and require all fleet 
customers to submit one 
when turning in their 
vehicle or equipment for 
repair. 

 Collect and review sample Service Request Forms from peer 
agencies 

 Draft Service Request Form  

 Submit form to Vehicle and Equipment Committee (if formed) for 
review and approval 

 Develop interim management system for maintaining and 
processing service requests until a new Fleet Management 
Information System is implemented. 

 Print request forms and distribute to fleet customers with 
instructions; make them available at the repair shop 

Priority 1  
1 month 

Fleet Manager MP can assist in developing 
new Service Request Form, 
developing an interim 
management system within 
fleet and implementing the 
process citywide. 
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Rec# Recommendation 
Implementation 
Steps 

Priority
1
   - 

Time to 
Accomplish 

Person  
Responsible

2
 Comments 

3 Redesign the garage facility 
to support better workflow 
and provide supervision 
oversight. 

 Draft design plan, with costs, funding plan and schedule to 
accomplish the following objectives (may be in phases): 
 Close down paint and bodywork shop 
 Relocate parts room from east wing of shop to area between 

light and heavy-duty shop areas 
 Relocate isolated motorcycle shop to main shop area 
 Remove all outside bay repair areas and move equipment 

into main shop area 
 Reconfigure supervisor’s office to oversee light and heavy-

duty shop areas 

 Seek approval of plan and implement in accordance with 
resources available and schedule 

Priority 1  
3 months 
(design 
plan) 
Up to 1 
year for 
Implement
ation 

Public Works 
Director 

MP can assist in design 
effort. 

10 Reassess the cost and 
benefits of using a national 
parts vendor to provide the 
City’s on-site fleet parts and 
inventory program.   

 Meet with San Joaquin County to determine opportunities for 
possible joint efforts on their existing contracts. 

 Meet with City Attorney’s Office, Human Resources and Finance 
(Purchasing) to determine policy, regulatory requirements and 
process for contracting out work. 

 Evaluate physical space requirements for costs to house an 
independent vendor  

 Develop and issue a request for proposals (RFP) for a national 
parts contractor to assume the City’s on-site fleet parts program 

 Perform cost/benefit analysis against current operation. 

 Select and implement most cost/effective program that meets 
the needs of an effective fleet operation. 

Priority 1 
4 months 

Public Works 
Director 
 

MP can assist in developing 
RFP and reviewing proposals.  

5 Redesign PM checklists to 
reflect appropriate 
(manufacturer) inspections 
and intervals applicable to 
various classes of vehicles 
and equipment. 

 Review examples of PM checklists contained in Fleet 
Management Assessment Memorandum 

 Revise current PM checklists that are class-specific and include 
manufacturer recommended servicing and appropriate intervals 

 Ensure that time intervals as well as mileage/hour intervals are 
applied to all PM servicing 

 Train staff on proper preventive maintenance techniques 

Priority 2 
2 months 

Fleet Manager Management Partners can 
assist in redesign of PM 
checklists and training.  
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Rec# Recommendation 
Implementation 
Steps 

Priority
1
   - 

Time to 
Accomplish 

Person  
Responsible

2
 Comments 

4 Organize the preventive 
maintenance workload for 
the entire year and notify 
fleet customers one month 
in advance of their PM 
appointment with a follow 
up e-mail reminder one 
week prior to appointment. 

 Determine the frequency and number of hours required to 
perform scheduled maintenance for each fleet unit 

 Plot scheduled maintenance workload over 12-month period  

 Develop advance notification system to alert fleet customers 
when to bring their units in for service 

Priority 2 
2 months 

Fleet Manager Management Partners can 
assist in developing and 
implementing this program. 

9 Issue a request for 
proposals and award 
contract(s) for vendors to 
provide fleet parts with set 
prices and delivery criteria.  
(This recommendation will 
not move forward if it is 
determined that 
contracting with a private 
vendor is more beneficial.) 

 Meet with San Joaquin County to determine opportunities for 
possible joint efforts on their existing contracts. 

 Meet with Finance (Purchasing) to determine policy, regulatory 
requirements and process for issuing contracts. 

 Seek necessary authorizations to issue a request for proposal 
(RFP) for new contracts with vendors. 

 Draft RFP to include performance and service delivery 
parameters.  Evaluate responses; award contract. 

  Implement program. 

Priority 2 
6 months 

Public Works 
Director 

Management Partners can 
assist in developing RFP and 
reviewing proposals. 

11 Issue an RFP and award a 
contract to provide fleet 
repair services with local 
vendors with set prices, 
delivery criteria and 
warranties. 

 Meet with San Joaquin County to determine opportunities for 
possible joint efforts on their existing contracts. 

 Develop accurate inventory of current vendors and contracts. 

 Assess fleet management needs for repair services 

 Develop and issue a request for proposal(s) (RFP) for repair 
services to support the city’s fleet management program, as 
appropriate. 

 Enter into professional service agreements with applicable repair 
vendors 

 Maintain vendor list 

Priority 2 
6 months 

Fleet Manager 
 

MP can assist in needs 
assessment and developing 
RFP.  

Vehicle and Equipment Replacement 
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Rec# Recommendation 
Implementation 
Steps 

Priority
1
   - 

Time to 
Accomplish 

Person  
Responsible

2
 Comments 

20 Take steps immediately to 
dispose of the 118 vehicles 
and equipment currently in 
the corporation yard. 

 Determine city policy and procedure for surplus property and 
develop appropriate steps to comply. 

 If auction is allowed, prepare units for auction 

 Contract with a commercial auction company capable of 
auctioning off all units 

Priority 1 
2 months 

Public Works 
Director 

Following procedural 
determination, Management 
Partners can help facilitate 
auction process. 

21 Adopt a methodology to 
support the replacement of 
vehicles and equipment 
based on the “optimum 
economic life point” of a 
unit. 

 Develop data to support industry standard methodology focusing 
on replacement targets such as downtime, salvage value, 
operational costs and ownership costs   

 Review and adopt the “Replacement Scoring System” as 
recommended in the Fleet Management Assessment 
Memorandum. 

 Apply the scoring system to fleet units that are due for 
replacement. 

Priority 1 
1 month 

Fleet Manager Management Partners can 
assist with developing 
methodology. 

17 Adopt a formal 
methodology and criteria 
for the replacement of 
vehicles and equipment. 

 Review examples replacement intervals (years, miles/hours) 
contained in Fleet Management Assessment Memorandum 

 Collect replacement interval data from peer agencies 

 Adopt new criteria  

Priority 3 
1 month 

Fleet Manager MP can provide expanded 
replacement interval criteria 
for review and recommend 
new criteria. 

18 Reformulate the vehicle 
replacement cost to include 
expenses for make ready 
costs and auction fees and 
credit the proper salvage 
value to each vehicle. 

Calculate make ready costs, auction fees and salvage value for 
each fleet unit and incorporate into replacement cost formula. 

Priority 3 
1 month 

Public Works 
Director 

MP can develop long range 
replacement plan with 
calculations that incorporate 
make ready costs, auction 
fees and salvage value for 
each fleet unit. 

19 Develop a long-range 
replacement planning and 
funding strategy for the 
entire fleet over a 15 to 20 
year period. 

 Revise existing replacement schedule to include new criteria 
adopted in recommendations 16 and 17  

 Assign projected costs and extend to determine funding needs 

 Revise draft plan to develop sustainable program given funding 
constraints 

 Review draft with Finance department and determine 
implementation steps 

Priority 3 
1 month 

Public Works 
Director 

Part of Recommendation 2 
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Rec# Recommendation 
Implementation 
Steps 

Priority
3
   - 

Time to 
Accomplish 

Person  
Responsible

4
 Comments 

Business Systems 

26 Develop service level 
agreements between the 
Fleet Management Section 
and each of its customers. 

 Review respective department service histories 

 Develop proposal for services and review with individual 
department directors or designated staff 

 Negotiate and implement service levels to remain within resource 
constraints city-wide 

Priority 1 
2 months 

Fleet Manager Management Partners can 
assist in assembling service 
level agreement proposals 
and assistance with 
negotiations with fleet 
customers 

22 Develop a comprehensive 
and accountable 
chargeback system that 
incorporates fleet 
replacement, overhead and 
all operational costs. 

 Determine rates and charges sufficient to support replacement, 
overhead and operational costs of specific vehicle and equipment 
classes 

 Review rates and proposed methodology with Finance 
department 

 Assign rates and charges to assets and assess charges through 
budget process to individual departments 

Priority 2 
2 months 

Public Works 
Director 

Management Partners can 
develop chargeback system 
supported by worksheets 
that incorporate rates per 
class 

                                                      
3
 Priority 1: Important to accomplish without delay and/or easy to accomplish.   

  Priority 2: Second tier of importance to accomplish and/or may involve some complexity or time to complete 
  Priority 3: Least urgent to complete and/or may take longer to set-up or to execute  
4
 To establish clear accountability there should be a single manager assigned responsibility for completing implementation of each recommendation. Where more than one manager is 

identified in this column, responsibility should be clarified when the Final Action Plan is prepared.  
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Rec# Recommendation 
Implementation 
Steps 

Priority
3
   - 

Time to 
Accomplish 

Person  
Responsible

4
 Comments 

24 Develop shop labor rates 
and markups/charges by 
appropriately allocating 
labor and overhead costs 
that include the functions 
of administration/asset 
management, 
maintenance/repair, fuel, 
parts and commercial 
repair work. 

 Perform an activity-based cost analysis in which labor and 
overhead costs are allocated to administration/asset 
management, maintenance/repair, fuel, parts and commercial 
repair work 

 Compute a shop labor rate by dividing the total annual 
maintenance and repair overhead and labor costs by the total 
annual “wrenching hours” of all mechanics 

 Compute markups for fuel, parts and commercial repair work by 
dividing their total annual overhead and labor costs of each of 
these activities by the annual cost of fuel, parts and commercial 
repair work, respectively 

 Compute an annual administration/asset management charge by 
dividing the total annual overhead and labor costs of this activity 
by the total number of fleet units 

 Compare shop labor rate and markups with local market rates 
and industry markup standards to determine future focus of 
efficiencies. 

Priority 2 
1 month 

Fleet Manager Management Partners can 
assist in developing an 
activity-based cost analysis 
worksheet with preparation 
guidelines. 

27 Customize monthly reports 
and develop an annual 
report for each client 
department. 

 Assess information needs of departmental managers  

 Develop monthly and annual summary reports that reflect 
applicable fleet information 

Priority 3 
2 months 

Public Works 
Director 

Management Partners could 
assist in canvassing 
department information 
needs and the development 
of applicable reports. 

28 Develop routine 
management reports for 
Public Works Department 
management and the City 
Manager. 

 Assess information needs of Public Works and City Manager’s 
Office 

 Develop monthly and annual summary reports that reflect 
applicable fleet information 

Priority 3 
1 month 

Public Works 
Director 

MP could assist in canvassing 
Public Works and City 
Manager’s Office 
information needs and the 
development of applicable 
reports. 
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Rec# Recommendation 
Implementation 
Steps 

Priority
5
   - 

Time to 
Accomplish 

Person  
Responsible

6
 Comments 

Fleet Performance Measures 

13 Track and monitor 
mechanics’ non-wrenching 
hours over a six-month 
period to determine 
whether lower level staff 
could more efficiently 
perform these duties. 

 Identify non-wrenching tasks and assign codes that mechanics 
can use to document their time 

 Track each mechanic’s wrenching and non-wrenching time over a 
six-month period and determine the number of hours spent on 
non-wrenching activities. 

 Hire part-time employees to perform non-wrenching tasks based 
on total hours computed over a 12-month period 

Priority 1 
6 months 

Fleet Manager  

4 Establish a performance 
productivity goal for 
mechanics to spend 
between 70% and 75% of 
their time on wrenching 
activities. 

 Meet with fleet staff to explain the importance of establishing a 
performance productivity goal and how it impacts the shop labor 
rate 

 Establish a mechanism to track and monitor each mechanic’s time 

 Review wrenching productivity data with mechanics on monthly 
basis  

Priority 1 
6 months 

Public Works 
Director 

Management Partners could 
assist in establishing a 
tracking mechanism. 

29 Establish performance 
measures and monitor 
them with the goal of 
measuring performance 
against industry and shop 
standards. 

 Identify desired maintenance service performance measures 

 Communicate performance measures and relativity to fleet 
industry with staff and Vehicle and Equipment Committee (if 
formed) 

 Establish a mechanism to track and monitor measures 

 Develop reports that compare actual performance with stated 
goals 

 Review measures with staff and committee on a monthly basis 

Priority 3 
1 month 

Fleet Manager Management Partners can 
assist with developing 
applicable performance 
measures. 

                                                      
5
 Priority 1: Important to accomplish without delay and/or easy to accomplish.   

  Priority 2: Second tier of importance to accomplish and/or may involve some complexity or time to complete 
  Priority 3: Least urgent to complete and/or may take longer to set-up or to execute  
6
 To establish clear accountability there should be a single manager assigned responsibility for completing implementation of each recommendation. Where more than one manager is 

identified in this column, responsibility should be clarified when the Final Action Plan is prepared.  
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Rec# Recommendation 
Implementation 
Steps 

Priority
5
   - 

Time to 
Accomplish 

Person  
Responsible

6
 Comments 

23 Track wrenching and non-
wrenching time for all fleet 
staff that perform 
maintenance and repair 
work. 

 To be achieved in conjunction with Fleet Performance Measures- 
Recommendation 28 

Priority 2 
6 months 

Fleet Manager  
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Fleet Utilization 

Rec# Recommendation 
Implementation 
Steps 

Priority
7
   - 

Time to 
Accomplish 

Person  
Responsible

8
 Comments 

Fleet Usage Guidelines and Policies 

1 Reformulate the City’s fleet 
classification system to 
more closely resemble 
industry vehicle and 
equipment labeling 
standards. 

 Review alternative classification systems such as those provided 
by the American Public Works Association (APWA), the National 
Association of Fleet Administrators (NAFA) or those provided by 
the fleet management information system when acquired 

 Review fleet assets and classify 

Priority 3 
1 month 

Fleet Manager Management Partners can 
provide examples of 
classifications systems for 
consideration. 

2 Update the utilization 
analysis in six months and 
then every two years 
thereafter.   

 Track miles and hour utilization for each fleet asset over the next 
six months 

 Re-compute utilization criteria for low, medium and high usage 
units 

 Identify underutilized units and meet with fleet customers to 
discuss transportation alternatives 

Priority 3 
6 months 

Fleet Manager  

Fleet Pooling and Reassignments 

15 Surplus the PG&E utility 
truck (unit 5007). 

 Determine applicable city surplus and equipment disposal policies 
and procedures 

 Prepare unit 5007 for auction 

 Make arrangements with auction firm to sell unit 

Priority 1 
2 months 

Public Works 
Director 

 

                                                      
7
 Priority 1: Important to accomplish without delay and/or easy to accomplish.   

  Priority 2: Second tier of importance to accomplish and/or may involve some complexity or time to complete 
  Priority 3: Least urgent to complete and/or may take longer to set-up or to execute  
8
 To establish clear accountability there should be a single manager assigned responsibility for completing implementation of each recommendation. Where more than one manager is 

identified in this column, responsibility should be clarified when the Final Action Plan is prepared.  
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Rec# Recommendation 
Implementation 
Steps 

Priority
7
   - 

Time to 
Accomplish 

Person  
Responsible

8
 Comments 

5 Create a central motor pool 
at the SEB building utilizing 
existing City vehicles and/or 
rental car firms. 

 Meet with San Joaquin County to determine joint pooling 
opportunities. 

 Assess available vehicles for pool use compared with 
replacements and rental options 

 Determine the criteria regarding the use of pool vehicles vs. 
mileage reimbursement vs. rental of vehicles from commercial 
rental agencies 

 Communicate impact to user departments and internal customers 

 Transfer assets to central pool and assign responsibility for 
management 

 Issue guidelines to departments for use of motor pool. 

Priority 2 
2 months 

Fleet Manager  Management Partners can 
assist with the assessment 
and implementation options. 

3 Develop guidelines and 
policies that support the 
most economic means of 
transportation and 
periodically update the cost 
analyses. 

 Draft City-wide fleet policy regarding standards for vehicle 
assignments, take-home vehicles, standby units, pool vehicles and 
rental car units 

 Review policy with City Manager’s Office, Vehicle and Equipment 
Committee (if formed) and Executive Team 

 Update costs/rates every year based on budgeted expenses and 
utilization 

Priority 2 
3 months 

Public Works 
Director 

 

6 Train employees on the 
guidelines and policies 
regarding when to use a 
City vehicle, mileage 
reimbursement, or a rental 
vehicle. 

 Communicate criteria regarding the use of pool vehicles vs. 
mileage reimbursement vs. rental of vehicles from commercial 
rental agencies to all departments 

 Assign supervisors responsibility to administer the new policies 

 Provide training to the person assigned to dispatch pool vehicles 

Priority 2 
2 weeks 

Fleet Manager  

7 Utilize the State of 
California’s rental car 
contract for rental vehicles 
to supplement the City pool 
when units are out of 
service due to extensive 
repair work or for peak 
needs. 

 Meet with local rental agencies and develop a contract to provide 
pool cars using State of California rental rates 

 Develop rental chargeback rates that recover the cost charged by 
the rental agency plus any administrative, cleaning and/or 
dispatching costs 

Priority 2 
2 months 

Fleet Manager  
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Rec# Recommendation 
Implementation 
Steps 

Priority
7
   - 

Time to 
Accomplish 

Person  
Responsible

8
 Comments 

4 Calculate rental rates to 
recover all ownership and 
operational costs of all pool 
units. 

 Develop rates designed to recoup depreciation, fuel, maintenance 
and any overhead associated with managing the pool 

 Review rental rates with Public Works and Finance departments. 

 Adopt rental rates 

Priority 2 
1 month 

Fleet Manager Rates should be competitive 
with those rates charged by 
local equipment rental 
agencies and should include 
an hourly, daily, weekly and 
monthly schedule. 
 
Management Partners can 
assist with development of 
rental rates. 

10 Establish a heavy 
equipment pool with the 
units recommended in this 
memorandum. 

 Meet with affected departments to explain benefits and 
objectives of heavy equipment pool; assess concerns. 

 Create a heavy equipment pool by transferring departmental 
assigned units identified in the memorandum. 

 Establish contracts with commercial equipment rental firms to 
rent equipment when equipment is not available from heavy 
equipment pool. 

Priority 2 
3 months 

Fleet Manager  

11 Develop rental rates to 
recoup all ownership and 
operational costs of each 
unit in the heavy 
equipment pool. 

 Develop rates designed to recoup depreciation, fuel, maintenance 
and any overhead associated with managing the pool 

 Review rental rates with Public Works and Finance departments. 

 Adopt rental rates 

Priority 2 
2 months 

Fleet Manager Management Partners can 
assist with development of 
rental rates. 

12 Require all requests for 
heavy equipment rentals to 
be processed and approved 
through a single City 
source.   

 Draft policy that reflects the process by which all requests to rent 
heavy equipment be processed through fleet management. 

 Review proposed policy with Vehicle and Equipment Committee if 
formed or Deputy City Manager. 

 Implement policy and communicate to affected departments 

Priority 2 
2 months 

Fleet Manager 
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Rec# Recommendation 
Implementation 
Steps 

Priority
7
   - 

Time to 
Accomplish 

Person  
Responsible

8
 Comments 

13 Assign the Fleet 
Management Section 
responsibility for 
maintaining all 14 Arena 
and Ballpark units and set 
up a chargeback 
mechanism to recoup 
maintenance costs. 

 Meet with SMG to discuss transferring the responsibility of 
maintaining the 14 Arena and Ballpark units from SMG to the 
City’s Fleet Management Section 

 If approved, develop a means to recoup the cost to maintain the 
units with a proper chargeback mechanism. 

Priority 2 
1 week 

Deputy City 
Manager 

 

8 Designate pickups 2753 and 
2690 as MSC pool vehicles. 

 Assign responsibility for management. Priority 3 
1 week 

Fleet Manager  

9 Designate eight vehicles 
from the current MSC pool 
as shop loaners. 

 Assign responsibility for management. 

 Communicate change to impacted departments. 

Priority 3 
1 week 

Fleet Manager  

14 Implement a demonstration 
project to test the use of 
electric carts to replace 
pickups 2439, 2754 and 
5099 at the Municipal 
Tertiary Plant. 

 Analyze electric cart marketplace to determine what makes and 
models might be applicable to the tertiary plant environment 

 Solicit demonstration models from electric cart manufacturers to 
use on site for short period of time 

 Obtain feedback from operators 

 Develop specifications and issue a request for proposals (RFP) to 
purchase three electric carts 

 Closely monitor costs and utilization of carts  

Priority 3 
4 weeks 

Senior Plant 
Maintenance 
Supervisor-MUD 
 

Specifications and selection 
of electric carts should be 
accomplished in conjunction 
with Fleet Manager 

16 Incorporate those units that 
will be retained at the Port 
Facility into fleet 
management’s preventive 
maintenance program. 

 Identify which units at the Port Facility require ongoing 
maintenance 

 Incorporate units into the city’s fleet management preventive 
maintenance program 

 Set up proper chargeback system to recoup maintenance costs 

Priority 3 
2 weeks 

Fleet Manager 
 

Identification of units should 
be accomplished in 
conjunction with Fire 
Department 

 


