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1. Introduction 

Grant Thornton Productivity Improvement has been retained by the Cape Breton Regional Municipality 
(CBRM) to make recommendations concerning the management of its diverse fleet of vehicles and equipment.  
The CBRM fleet includes approximately 450 light, medium and heavy duty vehicles, rolling stock and associated 
fleet equipment used in various municipal operations such as garbage collection and disposal, street 
maintenance, parks and landscaping, water utility, transit service and police operations.  Fleet management is a 
function in the Engineering and Public Works Department.  Vehicles and equipment used by the Fire 
Department were not part of this evaluation. 
 
Grant Thornton International is one of the world’s leading organizations of independently owned and managed 
accounting and consulting firms. Grant Thornton is a leading Canadian accounting and business advisory firm, 
providing audit, tax and specialist advisory services to private and public organizations. Together with the 
Quebec firm Raymond Chabot Grant Thornton LLP, we have more than 4,000 professionals in offices across 
Canada. Within Canada, advisory services are further subdivided into distinct services, which include: corporate 
finance, forensic consulting, productivity improvement, and recovery and reorganization. 
 
This evaluation began in January 2015 and continued over several months as staff changes were taking place in 
the Engineering and Public Works Department.  Every employee in the Fleet section was interviewed and 
additional interviews were held with a broad section of the CBRM management team.  The outcome is a set of 
recommendations that the CBRM can implement readily, and a foundation for a business plan for Fleet 
management. 
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2. Executive Summary 

This evaluation included a comparison of fleet management practices in the CBRM to generally accepted fleet 
management practices among Canadian municipalities.  The CBRM is partially or fully following about 50% of 
the 150 best practices reviewed.  This leaves a substantial opportunity to make improvements by adopting more 
of the best practices used elsewhere. 
 
This evaluation and review discovered three high priority issues in fleet management to be addressed by the 
CBRM.  Resolving all three is not expensive but a shift in thinking from regarding fleet management as a self-
contained “box” to a collective responsibility is required. 
 
The goal in addressing these priorities is to reduce fleet repair costs back to their budgeted cost for 2014-15 of 
$1.478-million. This is a saving of $289,000 or 20% from the actual expense, which should be mostly re-invested 
in the replacement of obsolete vehicles and equipment in order to bring the fleet into a state of good repair.  
Reducing the number of vehicles in service is one solution.  Having a newer fleet is a second solution.  
Executing an effective preventive maintenance program is a third solution and has been in progress for several 
months. 
 
Effective preventive maintenance is successful only if there is good data available to help with planning and 
carrying out the plan.  Fortunately, the CBRM owns a very complete and capable fleet management software 
system called Dossier that can manage such a plan.  However, Dossier is used for only 50% of the fleet at 
present, using the knowledge of one fleet technician working part-time on the system.  Creating a full-time 
position to extend Dossier to manage 100% of the fleet is a small but necessary requirement.  This additional 
person can be funded from the savings in the operations budget. Otherwise, CBRM will have little chance of 
reducing fleet repair expenses. 
 
Addressing the second issue will also reduce fleet cost by reducing the number of vehicles.  This can be done by 
realigning budget responsibility and control of fleet expenses.  All costs for fleet operations, including fuel, 
repair labour, parts and fleet management are currently budgeted in the Fleet Management cost centre.  Leaving 
out employee and office expense, this amounted to $2.7-million in 2014-2015.  Only $260,000 was paid by the 
users. By default, the Fleet Manager is assumed to have control over fleet expenses, as they are recorded in the 
fleet budget. 
 
In reality, the users of fleet vehicles, such as Public Works and Police, have control over the main drivers of fleet 
expense.  These drivers are: 
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• The number of equipment units in the fleet; 
• The number of kilometres driven or hours of use; 
• The type of equipment in the fleet. 

 
The users, such as Public Works and Police, determine how many individual items of equipment they need to 
perform their tasks, and the Fleet Manager generally complies with their decision.  The user’s employees also 
determine how much use is made of each vehicle or equipment unit, with no direct constraints imposed by the 
Fleet Manager.  The type of equipment chosen for a job (sidewalk snow clearing, for example), may be 
influenced by the Fleet Manager, but is ultimately a user decision.  The Fleet Manager’s effective control is 
limited to his own employees and organization of their work schedules. 
 
This situation, known as a “budget-based relationship” (between fleet and the user groups), is common in 
government and utility fleets.  It is most often established for the convenience of the accounting function, on 
the principle that having all related costs in one place makes it easier for management to identify problems and 
take corrective action.  As stated above, the Fleet Manager really has very little control over the main cost 
drivers of fleet expense. 
 
There are risks to this arrangement.  First, because there are no line items in user budgets for fleet expenses, 
users do not “see” the cost of fleet vehicles.  This may reduce the incentive to work for economy or rationalize 
the number of vehicles and equipment they really need.  “Affordability” is not something they must think about.  
They become cost generators for the Fleet Manager. 
 
Second, while fleet management does as much as it can to improve efficiency in its own operations, there is not 
much incentive to do so.  Users do not know the cost of the in-house services and cannot make comparisons to 
other sources.  As long as everyone remains within budget, there is no need to make changes. The only 
constraint is the financial capacity of the CBRM to maintain the fleet operation. 
  
Our recommendation is to change the budget-based relationship to a “transaction price-based relationship”.  
Simply put, fleet users should receive a bill from the Fleet Manager for every transaction.  This is the economic 
relationship every vehicle owner is personally familiar with. 
 
By introducing a “normal” economic basis for doing business between Fleet and user groups, the Fleet Manager 
can stop the futile work of trying to control user behaviors that drive up fleet costs.  The users should take 
control over their spending, so Fleet can focus on creating a high performance service that enables users to 
operate efficiently and effectively. 
 
The third priority is to improve day-to-day management of the fleet staff.  The Fleet Manager and the Fleet 
Operations Supervisor are both new to their positions and are taking steps to implement recommendations 
made in the first draft of this report with regard to fleet operations, with positive results. 
 
Our assessment of the Critical Issues concludes that Fleet Management at the CBRM has had some success in 
carrying out the day-to-day duties expected of it, but as a whole it is a compromised service because of 
misplaced control and accountability.  The situation in the CBRM fleet is aptly described in the following 
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quotation from Stephen R. Covey, author of The Seven Habits of Highly Exceptional People, a recent business 
book. 
 
“People and their managers are working so hard to be sure things are done right, that they hardly have any time to decide if they are 
doing the right things.”  
 
The recommendations made in this Fleet Strategic Plan focus on doing the right things. 
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3. Situation 

In every fleet, achieving and maintaining optimal fleet size is challenging, especially in multiple locations.  The 
current deployment of fleet staff to six different locations across the CBRM has created a highly customized service 
(see Table 3-1).  Once internal clients have become accustomed to the convenience of having exclusive access to fleet 
vehicles it is very difficult to change their preferences.  It is necessary to balance the issues of fiscal prudence (in 
terms of avoiding runaway fleet growth - and ultimately cost) and provision of acceptable service levels to help 
achieve an organization’s objectives.   

Table 3-1 Fleet Operations by Location 

Location Number of Technicians 
Sydney Works Centre (Fleet main office) 5 mechanics, 1 welder 
Transit, Sydney 4 mechanics 
Landfill, Sydney 3 mechanics 
Public Works, Glace Bay 4 mechanics 
Public Works, New Waterford 1 mechanic, 1 vacancy 
Public Works, Sydney Mines 2 mechanics 
 

All locations operate a single day shift, 7:00 AM to 3:00 PM Monday to Friday.  

Table 3-2 presents the critical issues identified in each of the main fleet management functions: Finance, Human 
Resources, Information Technology, Operations, and Marketing & Communication, which are all paramount to 
effective fleet operation in the CBRM.  For each function we have identified critical issues (derived from interviews 
and on-site visits), the context and cause(s) for the issue, and the implications if these are not addressed. 

In addition, a comparison of “best fleet management practices” observed at Canadian municipal fleets to practices at 
the CBRM revealed that about 50% of the approximately 150 best practices are being fully or partially followed (see 
Appendix A for the complete list). 
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Table 3-2 Situation Analysis 

MANAGEMENT 
FUNCTION 

CRITICAL ISSUES 

Problems/Weaknesses 

How is the 
issue 
manifested? 

Why is it 
happening? 

Underlying 
causes 

Why is it 
important to 
deal with? 
Implications if 
not addressed 

Finance/ 

Accounting 

F1 The ability to manage 
fleet expenses is limited 
and difficult to control. 

Fleet repair 
expense has 
increased by 
$289,000 
(20%) 
compared to 
2014-15 
budget. 

Overage fleet 
and purchase 
of used gear. 

Preventive 
maintenance 
plan is only 
partly effective. 

Budget for 
fleet expenses 
is centralized 
in Fleet 
Manager’s cost 
centre. 

Reliability and 
downtime for 
gear will be a 
major issue, 
creating service 
failures in Public 
Works and 
Police. 

Fleet cannot 
prevent budget 
overruns. 

 F2 Chargeback system 
for Police is incomplete. 

Sublet labour is 
over budget 
for Police. 

Chargeback to 
Police does not 
include in-
house labour. 

Police have 
incomplete 
information to 
support fleet 
decisions. 

 F3 Leasing vs ownership 
is an alternative. 

Only Solid 
Waste packers 
are leased. 

There is no 
capital reserve 
fund for gear. 

Fleet is forced to 
stretch budget by 
buying used gear. 

 F4 Used vehicles are 
being acquired instead 
of new. 

Several trucks 
bought used 
needed 
expensive 
repairs to run 
right. 

As above. Actual expenses 
have exceeded 
budget. 

 F5 No standard vehicles Many makes 
and models in 
Police fleet. 

Purchasing 
practice results 
in lowest bid 
awards. 

Adds complexity 
and cost. 
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 F6 Fuel budget is 
difficult to manage 

Fuel budget is 
underspent in 
2014-15. 

Fuel price is 
lower than 
expected. 

Could carry over 
unspent budget 
in case next year’s 
prices are higher. 

 F7 Mechanic labour rate 
calculation is too low. 

Labour rate is 
$40/hr. 

Labour 
calculation 
needs 
updating. 

Fleet is unable to 
recover full cost 
of mechanics. 

 F8 Low capital budget in 
place for fleet vehicle 
replacements. 

Many vehicles 
are far beyond 
economic life. 

Capital 
available for 
acquisition is 
scarce. 

Overage fleet 
increases 
downtime and 
repair $$$. 5-year 
plan needed. 

Human Resources/ 

Organization 

HR1 No internal 
support to implement 
the Dossier fleet 
management 
information system. 

Dossier system 
not used for 
about 50% of 
fleet. 

No dedicated 
staff resource, 
currently 
relying on one 
person two 
days per week. 

Few of the 
recommendations 
in this report will 
succeed if 
Dossier is not 
fully 
implemented. 

 HR2 Overburdened 
management 

Manager has 
no resource to 
modernize IT 
system. 

No headcount 
for IT project 
work. 

Firefighting and 
burnout. 

 HR3 Quality of life at 
work for Fleet staff is 
improving. 

Many 
employees 
observed this 
during 
interviews. 

New 
supervisor 
spends more 
time coaching 
employees. 

Employee 
productivity and 
absenteeism is 
improving. 

Information 

Technology 

IT1 Dossier Information 
System is only partly 
implemented (50% of 
fleet). 

No 
management 
reports except 
fuel use. 

Dossier is only 
in place for 
Police, Transit, 
Solid Waste, 
and PW East. 
About one 
year in use. 

Incomplete data. 

Poor decision 
support.  System 
is actually more 
capable than as 
currently used. 

Operations OP1 Reliability of fleet 
gear is a concern for 

Some users 
expressed a 
wish to 

Information 
about fleet 
performance is 

Trust in Fleet is 
compromised. 
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users. manage fleet 
themselves. 

very limited. 

 OP2 Fleet operates a 
day shift only. 

No night shift 
in operation 
 

External parts 
vendors closed 
in evenings. 

Fleet must take 
vehicles out of 
service when they 
should be 
working. 

 OP3 Fleet is not 
centralized, operates at 
multiple sites. 

6 separate 
garages 

Original 
community 
garages still in 
operation. 

Difficult to 
manage Fleet 
workforce. 

Marketing/ 

Communications 

MK1 Fleet Service is 
perceived as improving 
but still short of 
satisfactory. 

Almost all 
users say Fleet 
priorities are 
wrong. 

Fleet has 
control of 
budget instead 
of users. 

Neither users nor 
Fleet have a 
financial 
incentive to 
improve. 

 

Our assessment of the Critical Issues concludes that Fleet Management at the CBRM has had some success in 
carrying out the day-to-day duties expected of it, but as a whole it is a compromised service because of misplaced 
control and accountability. 
 
 
Summary of Key Findings 
 
 
Information Technology 
 
The CBRM obtained software called “Dossier” from Arsenault Associates, now Dossier Systems in the United 
States several years ago.  For unknown reasons the software was not used until several years after it was bought.  
This software is a comprehensive fleet management system that can manage work orders, assets, fuel, inventory and 
other fleet related processes.  This presents an opportunity to overcome a deficiency in the current data recording 
process that makes it very difficult to provide an effective preventive maintenance program that would reduce repair 
expenses.  A closer look at the features of the Dossier system shows that it is capable of performing the functions 
necessary to implement such a plan.  However, only about 50% of the fleet is being managed in Dossier.  The rest of 
the fleet has no information and there is no overall maintenance planning.  This is making it almost impossible to 
control repair costs and stay on budget. 
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Finance 
 
A five year capital plan for asset replacement is underway.  Currently 62 overdue units are flagged for replacement.  
But the committed budget for the replacement of fleet assets is inadequate and forces Fleet to spend more money 
on vehicle repairs.  The issue is that, without increased budget allocation to vehicle replacement, vehicle reliability 
and availability are at risk.  The 2015-16 capital budget of $1.4-million will replace less than 4% of the fleet.  This is 
at least 50% below what is needed to maintain the fleet in a state of good repair. 
 
Users are not aware of fleet operating costs, which is a critical issue as users are neither accountable nor concerned 
with improving fleet economy or utilization.  This is a result of the budget being assigned to fleet and not to users, 
and means that control of fleet expenses is in the hands of those with the least ability for ensuring cost effectiveness.  
Ultimately fleet size (and cost) will continue to grow unless checks (policies) are put in place and accountability 
placed on end users. 
 
 
Operations 
 
The principal operations of Fleet Management at the CBRM are: 

• Fleet planning, which is the replacement of vehicles and equipment including project approval 
documents, specifications for equipment, and vendor selection. This requires a high level of product 
knowledge as there are hundreds of vendors for a fleet as diverse as the CBRM.  At present this is done 
solely by the Fleet Manager with input from user groups. 

• Garage operations, which provides skilled technical services for the repair and maintenance of fleet 
vehicles and equipment. 

• Vehicle administration, including management of the Dossier fleet management software system. 
• Fuel supply, both diesel and gasoline, and potentially alternative fuels such as propane gas.  This 

operation is shared with Procurement. 
 
 
Human Resources 
 
The full implementation of the Dossier information system is the highest priority for fleet management.  Fleet is 
relying entirely on the ability of one mechanic who has good knowledge of the system and spends about two days 
per week on adapting and implementing its features.  The Fleet manager’s ability to establish an effective preventive 
maintenance program is still restricted and repair costs continue to grow.  A full-time “Dossier administrator” 
position is needed, but if it requires Fleet to give up a mechanic position then sublet costs will go up and service to 
users will be compromised.  The Dossier Administrator should be an additional FTE, with costs recovered through 
the mechanic labour rate and offset by a reduction in fleet repair expense, potentially much greater than the FTE 
cost. 
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4. Opportunities for Improvement 

The mission of the CBRM Fleet Management section is to acquire, repair, maintain and dispose of light, medium and 
heavy duty mechanized equipment used in municipal operations. 

Fleet Management’s objective is to create a high performance service operation to carry out the mission and enable 
user departments to deliver their services at peak efficiency. 

The top priorities for Fleet Management are shown in Table 4.1 

Table 4-1 What Needs To Be Addressed 

 

 

Implications if not addressed Opportunities if addressed 
Lack of basic information to manage an effective 
preventive maintenance plan and support fleet 
decisions. 
 
 
 

Reduce breakdowns and repair expenses, potentially 
up to 20% (~$300,000).  Create useful information 
reports that enable users to improve the attributes of 
fleet units that matter to them: reliability, availability, 
fuel economy, safety, affordability and compliance. 

 

 

 

Implications if not addressed Opportunities if addressed 
Diminished or conflicted control issues between fleet 
and users. 
Ineffective budget control. 
Users are not conditioned to work for economy. 
Fleet has little incentive to improve service quality. 
“Artificial world” cannot be explained or justified. 
 

Users will rationalize their fleet unit count, fuel use, 
care and control of gear and optimize replacement 
decisions. 
Reduce underutilized vehicles. 
Users will be accountable for fleet costs under their 
control. 
Fleet maintenance and repair service will improve. 

 

1. Dossier information system is paid for, fully functional and 
suitable for fleet needs but only partially implemented.  Full 
deployment is needed to effectively reduce fleet repair costs. 

2. Financial control and budget is not in the hands of the managers 
who actually generate fleet expenses.  
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Implications if not addressed Opportunities if addressed 
Some employees in Fleet will not adjust personal 
performance to meet new requirements of a high 
performance service organization.  
User employees are not adequately trained on proper 
operation of heavy equipment. 
 

Fleet will transition from being an unsatisfactory 
operation to a trusted and valued supplier of high 
quality service and information. 
Users will assign gear to qualified operators. 

 

Appendix A contains a detailed list of fleet management best practices.  CBRM is following or partially following 
about 50% of the best practices, and not following the remainder.  This presents a number of opportunities for 
improvement in addition to the three top-priority issues above.  There are references to sections in this report that 
address non-compliances in the table in Appendix A. 
 
 
Vehicle Standardization 
 
CBRM fleet acquisitions have been made using specifications designed to attract bids from multiple vendors, and 
then awarding the order to the lowest bidder meeting specifications.  This is usually a result of the purchasing policy 
focus on treating vehicles and equipment as commodities with no financial impact to the CBRM other than the 
initial purchase price. 
 
Mechanical and motorized vehicles and equipment do not fit in a consumable commodity category, like uniforms, 
diesel fuel or copy paper.  The lifetime repair and maintenance cost of vehicles can sometimes exceed their initial 
purchase price, which is ignored in the current purchase process. 
 
The result is that the CBRM fleet has considerable diversity in the makes and models of vehicles and equipment.  
This is apparent in the Police fleet which features six different engine types in the patrol fleet alone.  This forces the 
CBRM to maintain a large stock of parts and materials to keep these vehicles on the road.  Mechanics must learn 
about all of the different manufacturers’ products. 
 
Purchasing policies that focus solely on initial purchase cost make poor gatekeepers and will sometimes admit 
inferior quality equipment into the fleet, resulting in more repair work and downtime.  Any fleet system will have a 
hard time coping with this. 
 

3. Management needs to develop the fleet staff to be capable of 
working at the top of their game, by recognizing employees and 
supporting the development of a high performance operation in Fleet 
Services.  Changes in Fleet management staff and improved labour 
relations practices are helping to improve individual employee 
performance. 
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“Vehicle standardization” is a best practice that results in variations between makes and models being kept to a 
minimum.  This has been done in the CBRM fleet with municipal tractors, all of which are manufactured by 
Trackless Vehicles Ltd., but not with other equipment types. 
 
Recommendations for standardization are often justified based on the results of lifecycle cost analysis.  This includes 
initial purchase price, plus repair and fuel costs over the life of the vehicle, and resale value.  CBRM has very little 
maintenance data for review so information from other municipalities will need to be sought.  This should be 
supplemented by using Requests for Proposals on future acquisitions, instead of Requests for Quotation.  The RFP 
should require proven examples of lifetime maintenance and repair expense for the product being offered. 
 
When a clearly established benefit for a particular product is found, Fleet should seek approval to make the product 
“standard equipment” for a period of several years.  A defined time limit should also include a premature exit should 
the product be discontinued or found to have a material defect. 
 
 
Policy and Procedures 
 
An up-to-date Policy and Procedures manual is an important foundation for fleet users and the Fleet manager.  
Policies will set down rules and define who is responsible for making decisions, and generally do not change 
significantly over time.  Procedures set down how to do something, and are revised as often as needed due to 
improvements or changes within the organization, such as implementing a new software program.  
 
Policies for fleet management should be developed for the following subjects: 
 

1. Roles and Responsibilities – Fleet, User Managers, Operators, other CBRM departments 
2. Vehicle and Equipment Replacement, including additions to the fleet 
3. Corporate Identification for fleet and equipment 
4. Vehicle Operations – Safety, Fuel and Maintenance. This section will have policies regarding accident 

reporting, treatment of non-conformances, regulatory compliance and measures to improve performance.  
An anti-idling policy belongs here. 

5. Vehicle and Equipment Disposal 
6. Garage Operations, including Fuel Storage and Dispensing 
7. Information Records, Reporting and Retention  

 
 
“Spare” and “loaner” vehicles 
 
There are 10 vehicles currently in service that are assigned to no user group but kept by Fleet.  Fleet keeps these to 
use as “loaners” while regular assigned vehicles are out of service for repairs.  The “loaner” fleet has been reduced 
from 14 units at the beginning of 2015. 
 
By changing the accountability and control of the budget for fleet expenses, users will be very likely to turn in a 
number of vehicles that they find discretionary and unaffordable.  Fleet can retain some of these if “loaners” 
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continue to be a requirement for operations.  The current assets, listed in Table 4-2, will not need to be replaced, 
avoiding a capital outlay estimated at $328,000 spread over several years. 
 
All of the unassigned vehicles are commonly available as rentals. It would be less costly from both a capital and a 
maintenance perspective if these occasional replacements were serviced with rentals rather than by retaining 10 extra 
vehicles. 
 
 
Table 4-2 Unassigned Fleet Vehicles 
 

Unit # Year Make Model Location Replacement 
Value 

2125 2007 Chev Impala Fleet Central $  30,000 
2141 2008 Dodge Charger Fleet Spare $  30,000 
2132 2004 Chev Suburban Fleet NW $  50,000 
2060 2004 Ford F-150 Fleet Solid 

Waste 
$  36,000 

2106 2003 GMC ½-ton Fleet Transit $  28,000 
2201 2003 Chev Silverado Fleet Spare $  28,000 
2202 2006 Chev Silverado Fleet GB $  28,000 
4024 2003  Chev Silverado Fleet 

mechanics 
$  28,000 

2139 2011 Ford F-250 Fleet Central $  30,000 
2080 2006 Chev 3500 Fleet Welder $  40,000 
Total     $328,000 
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5. Strategy 

Shaping Our Future in the Cape Breton Regional Municipality, dated November 2012 includes being one of Canada’s best-
run municipalities as a guiding principle.  To achieve this objective, Fleet Management is working on a review of 
current service levels to find improvements that will enable the CBRM to rise to the objective.  Stated simply, Fleet 
Management will focus on creating a high performance service to help users operate reliably and efficiently. 

Table 5.1 shows the recommended strategy and two alternative strategies, including a condensed version of the 
benefits and advantages of each strategy, the success factors that are critical for the success of the strategy, and the 
threats and risks present that would cause the strategy to fail.  These strategies – and their implications – are more 
fully discussed in the following Section 5.1. 

Table 5-1:  Identifying and Assessing the Strategic Options – Condensed Version 

  
Strategy 1 

Focus and Manage 
(recommended) 

 

 
Strategy 2 
Outsource 

 
Strategy 3 

Return to Users 

 
Description of the 
strategy 
 

Using the existing fleet staff 
and facilities, focus on 
building a high performance 
service operation. 

Source external vendor 
or vendors to replace the 
existing fleet staff and 
facilities.  

Users manage procurement 
and maintenance to meet 
their requirements.  
Existing fleet staff 
transferred to user groups 
as needed. 

 
Benefits and 
Advantages 
 

Lowest cost to users, least 
disruptive and is already in 
place. 

Eliminates labour 
relations issues, reduces 
human resources and 
related risks. 

Users can tailor fleet 
resources to their needs.  

 
Critical Success 
Factors 
 

Past experience, trusted and 
reliable service, convenient 
location for users, accurate 
billing and reporting of key 
performance measurements, 
available in severe weather. 

Ability to find suppliers 
with successful 
experience with similar 
fleets, convenient 
location for users, 
available in severe 
weather. 

Users must be willing to 
take this on. 
Users must have fleet 
management ability. 

 
Threats/Risks 
 

Reorganization of budget 
management is needed. 
 

More costly and no 
single vendor can 
manage all types of fleet 

Increases work for users 
and distracts them from 
their core function.  
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May not have full staff 
cooperation. 
 
Management may not support 
the need for additional 
resources. 
 
 

equipment and services.  
Low possibility of 
continuing to have a 
garage facility on CBRM 
property.  Union 
resistance to job losses.  
Third party vendors 
require oversight which 
means CBRM staff to 
manage the vendors. 

Lengthy disentanglement 
process.  Possible non-
compliance with corporate 
policies and legislated 
requirements.  

 

5.1 Expanded Discussion of Strategy Alternatives 
 

The “Focus and Manage” strategy is least disruptive for users as well as for the Fleet Manager.  It can be 
implemented immediately and at lower cost than the alternative strategies.  This is the recommended strategy so long 
as risks can be mitigated, that is, reorganization of budget management is prioritized and implementation of the new 
data management system is both comprehensive and effective. 

To be successful, the “Outsource” strategy would have to continue to provide the benefits of the in-house operation 
at a similar cost.  The capability of existing vendors to take on a diverse fleet operation like the CBRM is limited.  
The market is divided between vendors with light-duty capability (cars and small trucks), and heavy-duty truck and 
equipment specialists operating separately.  No one is doing both.  The current “one-stop shop” service could not 
be maintained. The convenience of local service (in Glace Bay, New Waterford and Sydney Mines) would also be 
difficult to retain.  CBRM staff would be required to oversee third party vendors, prepare specifications for 
competitive bidding of vendors and as well, ensure that standards of service are met.  

Another major impediment to “Outsource” is the labour relations issue arising from terminating the employment of 
about 20 people.  To the best of our knowledge, only one large fleet, Bell Canada, has chosen this strategy.  They 
were able to do this in large part by having the vendor continue the employment of the skilled trades formerly 
employed by Bell. 

“Return to Users” is a strategy that would avoid the employment issue, assuming user groups are willing to take the 
Fleet headcount.  What would be more problematic is dividing garage space, parts storage, fuel system access and 
administration of the CBRM’s Commercial Carrier Permit.  Users would tend to replicate the current fleet 
management system, likely at a higher cost and with less efficiency than is currently in place.  Users have consistently 
said that the current performance of fleet management functions has been improving so the degree of further 
improvement they could make themselves is small.  The process of dividing and reallocating the existing resources 
(disentanglement) would be complex and lengthy. 

Examples of “Focus and Manage” Strategy 

Toronto Hydro implemented this approach with very positive results.  Total fleet cost recovery was implemented.  
Vehicle charges were transferred by journal entry each month to the vehicle’s assigned user department.  Toronto 
Hydro eliminated 25% of its fleet as users gave up vehicles to reduce cost. 
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About 10 years ago, the City of Winnipeg implemented a variation of the Focus and Manage strategy.  The city 
moved its fleet management staff into a new, separate organization called the Winnipeg Fleet Management Agency.  The 
new agency was mandated to operate as a commercial-like entity, with regular reporting of profit-and-loss statements 
and balance sheets.  By fully recovering all costs using transaction-based billing, users were compelled to make hard 
choices about the equipment they were now paying for.  The result was that users turned in between 25% and 30% 
of the fleet and considerable cost reductions were realized.    

Figure 5-1 Strategy Options for CBRM Fleet Management 
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6. Tactics by Management Function 

6.1  Finance 
 

Control and Budget Accountability 

All costs for fleet operations, including fuel, repair labour, parts and fleet management are budgeted in the Fleet 
Management cost centre.  Excluding employee and office expenses, this amounted to $2.7-million in 2014-2015.  
Most of these costs are not paid by the users.  By default, the Fleet Manager is assumed to have control over fleet 
expenses, as they are recorded in the fleet budget. 

In reality, the users of fleet equipment, such as Public Works and Police, have control over the main drivers of fleet 
expense.  These drivers are: 

• The number of equipment units in the fleet; 
• The number of kilometres driven or hours of use; 
• The type of equipment in the fleet. 
 

The users determine how many individual items of equipment they need to perform their tasks, and the Fleet 
Manager generally complies with their decision.  The user’s employees also determine how much use is made of each 
vehicle or equipment unit, with no direct constraints imposed by the Fleet Manager.  The type of equipment chosen 
for a job (sidewalk snow clearing, for example), may be influenced by the Fleet Manager, but is ultimately a user 
decision.  The Fleet Manager’s effective control is limited to his own employees and organization of their work 
schedules. 

This situation, known as a “budget-based relationship” (between fleet and the user groups), is common in 
government and utility fleets.  It is most often established for the convenience of the accounting function, on the 
principle that having all related costs in one place makes it easier for management to identify problems and take 
corrective action.  As stated above, the Fleet Manager really has very little control over the main cost drivers of fleet 
expense. 

There are risks to this arrangement.  First, because there are no line items in user budgets for fleet expenses, users do 
not “see” their cost for use of fleet gear.  This may reduce the incentive to work for economy or rationalize the 
number of vehicles and equipment they really need.  “Affordability” is not something they must think about.  They 
become cost generators for the Fleet Manager. 
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Second, while fleet management does as much as it can to improve efficiency in its own operations, there is not 
much incentive to do so.  Users do not know the cost of the in-house services and cannot make comparisons to 
other sources.  So long as everyone remains within budget, there is no need to make changes.  The only constraint is 
the financial capacity of the CBRM to maintain the fleet operation.  

Our recommendation is to change the budget-based relationship to a “transaction price-based relationship”.  Simply 
put, fleet users should receive a bill from the Fleet Manager for every transaction.  This is the economic relationship 
every vehicle owner is personally familiar with. 

By introducing a “normal” economic basis for doing business between Fleet and user groups, the Fleet Manager can 
stop the futile work of trying to control user behaviors that drive up fleet costs.  The users should take control over 
their spending, so Fleet can focus on creating a high performance service that enables users to operate efficiently 
and effectively. 

This is a major undertaking.  Resistance from users is to be expected as they are compelled to react to new line items 
in their operating budgets for fleet expenses (see Appendix C for solutions).  Creating bills for users to pay requires 
changes to the data collection and reporting functions in the enterprise information management system.  The SAP 
system may be capable of handling transaction prices but a closer look at this is needed. As an interim step, Fleet 
could develop the billing reports every month and send them to users for a year or so, without actually entering the 
transactions in SAP.  This will help everyone learn the process and engage everyone affected by the change. 

The transfer of budget responsibility to users should lead to fleet reduction and significant cost savings.  In the City 
of Winnipeg and Toronto Hydro assigning the budget to the users resulted in an approximately 25% decrease in 
fleet vehicles.  The combined 2015-16 operating budget for account 7505 Gasoline and Diesel (Fuel), and account 
7510 Vehicle/Equipment Repairs amounts to almost $4-million.  If 25% of the vehicles are removed, this should 
reduce those line items by about $1-million/year.  Fleet reduction also lowers the capital requirement.  Applying the 
same rough 25% estimate - this could reduce the $3-million necessary to modernize the fleet to $2.3 million.  This is 
about $1-million more than currently budgeted and could come from transferring the $1-million reduction in fuel 
and repairs from account 7510 to the capital budget.  

Capital budget 

As shown in Appendix G,  annual spending on vehicle replacements for the next 5 years, excluding Police, Fire and 
Transit is estimated to be about $1.4-million per year, based on current plans.  In previous years, this had been 
around $600,000 per year. 

To maintain the fleet in a state of good repair is a major challenge when only about 3% to 4% of the fleet is replaced 
each year, as in the current year.  While some equipment such as loaders, trailers and graders have useful lives of 20 
years and longer, most other vehicles reach the end of their economical use after eight to 12 years in service.  
Beyond those limits, reliability declines quickly and repair costs escalate.  The actual expense for vehicle and 
equipment repairs increased by 20% ($289,000) from 2013-14 to 2014-15 as Fleet continued to repair instead of 
replace overaged equipment. 

Having a newer fleet will save money immediately in the operating budget for repair and maintenance.  It will also 
incent users to give up spare vehicles that are kept in service “just in case”.  The just-in-case fleet adds cost to the 
operating budget that would be better spent on replacing obsolete gear.   
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Replacing vehicles according to the timetable in Table 6-1 will get about 8% of the fleet changed over each year.  
That is roughly double the current turnover and would require about $2.8-million in capital each year.  Some of this 
can be switched to leased vehicles as discussed below. 

Some Police vehicles accumulate very high mileage in a short period of time, and wear out prematurely.  Fleet can 
assist in identifying these units so that they can be rotated to functions that drive less.  However, Police are exempt 
from entering odometer readings for access to the CBRM fuel pumps, as required by everyone else.  This creates a 
critical gap in information that affects preventive maintenance scheduling, employee safety and maximizing vehicle 
life.  Police should not be exempt from providing odometer readings if fleet management is going to be successful.   

Twelve of the 24 heavy trucks in service are between 15 and 25 years old.  Fourteen of the 25 sidewalk plows are 
more than 15 years old.  While these units are used only in the winter season, their reliability is compromised by a 
scarcity of replacement parts.  During this past winter, both heavy trucks and sidewalk plows in a state of substantial 
disrepair were observed in the work bays at the Sydney, Glace Bay and North Sydney public works garages during 
snowfalls when they should have been in service. 

Table 6-1 presents the best practices for vehicle replacement in Canadian municipalities. Following this schedule 
would require replacing about 8% of the CBRM fleet each year, about double the current plan. 

 

Table 6-1 Optimum Vehicle Replacement Age (Years) By Equipment Category 

Age in Years Type of Equipment 

8 Cars, pickup trucks and vans below one-ton size, waste collection 
packers, street sweepers, powered utility carts. 

10 Ride-on grass mowers, medium-duty trucks one-ton or more, 
hydro excavators. 

12 Dump trucks, telescoping boom excavators, wood chippers, walk 
behind line stripers. 

15 Municipal tractors (sidewalk plows), agricultural tractors, tow-
behind mowers, seeders, spreaders, sprayers; solar-panel 
directional signs, tow motors, lifts, front-end loaders, backhoes, 
line painting trucks, tar kettles. 

18 Transit buses. 

20 Road graders, asphalt rollers, flushers, self-propelled snow 
blowers. 

25 Compressors, culvert thawers, beach rakes. 
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Best practice in Canadian municipal fleet management favours acquiring new equipment instead of used equipment.  
This has an immediate cost recovery in terms of lower repair costs, as new equipment comes with a manufacturer’s 
warranty for at least one year.  In Solid Waste, where some collection trucks are leased, the vehicles were delivered 
new and maintenance cost has been lower.  Many fleets selectively acquire used equipment, particularly where use is 
seasonal or where rentals are not available.  For CBRM, a mix of new and used equipment is likely the best choice 
with more emphasis on new. 

Buying used buses has created reliability issues for the Transit fleet as well.  During this past winter, about 50% of 
the Transit fleet was out of service.  A 40-foot bus has a useful life of eighteen years with a body refurbishment 
carried out in year 10.  The plan to replace one 40-foot bus and one handi-trans vehicle each year should modernize 
this fleet at an affordable cost, while reducing the number of out-of-service vehicles.  

The Police fleet has a wider variety of makes and models in service than usual in other forces.  This fleet does not 
purchase used vehicles and tenders to local car dealers as required.  Law enforcement agencies in other provinces 
and the United States have come together to form buying consortiums.  This allows them to work with car 
manufacturers to customize vehicles for police work and obtain price concessions by ordering in bulk.  By 
standardizing the fleet to have fewer varieties of cars for the same tasks, complexity and expense can be reduced. 

The money received from resale of vehicles and equipment should be credited to the user groups as an incentive to 
turn in equipment that is surplus, and to see a return for looking after equipment so that is in saleable condition. 

Leasing vs. ownership 

Leasing is an alternative to capital spending, especially for the light-duty vehicles such as pickup trucks and vans. 
There are 125 of these vehicles, about one-third of the fleet.  Lease expenses would be recorded in the operating 
budget.  Common lease terms (called a finance or net lease) can be arranged with amortization rates as long as 5-1/2 
years.  In this type of lease, the rental cost covers only the purchase price of the vehicle.  The customer pays for all 
other costs including fuel, repairs, insurance and licence plates.  When the vehicle is ready for replacement, it is sold 
and the leasing company and customer settle any difference between the proceeds and the vehicle’s unamortized 
cost.  In some cases the client will receive a refund, and in others the client must pay any deficit from the resale. 

What this will accomplish for the CBRM is a newer fleet that requires less maintenance expense.  The best 
candidates for leasing are vans and pickup trucks. There are a number of fleet leasing companies in Canada and most 
will source the vehicles from local dealers.  CBRM should contact a few leasing companies to obtain more 
information. 

Solid Waste has leased several heavy trucks from a bank1 at a cost not much higher than outright purchase. These 
trucks would have otherwise been purchased at a cost of about $250,000 each so a considerable capital outlay was 
avoided.  This has effectively eliminated the replacement of these trucks from the capital budget and the expense is 
now recorded in the operating budget. 

Vehicle manufacturers offer 0% financing on selected models from time-to-time.  This is an option to investigate as 
an alternative to cash purchase.  The 0% finance rate may not be available with any fleet price concessions. 

 
                                                      
1 Canadian banks are permitted to lease only certain types of heavy vehicles.  The Bank Act prohibits them from leasing cars and 
light-duty trucks. 
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 Recommended tactics in Finance: 

1. Switch from a budget-based relationship to a transaction price-based relationship. A trial period of 

1-2 years may be an interim step to help the learning process. 

2. Develop an internal billing mechanism through Dossier, so users are aware of transaction costs. 

3. Implement line items in user operating budgets to enable users to control expenses and rationalize 

the number of units in service. 

4. Transfer control and accountability from the Fleet Manager to the users. 

5. Increase the capital budget for replacement vehicles with savings from Vehicle/Equipment 

Repairs account 7510. 

6. Investigate leasing as an alternative to reduce the need for capital funds. 

7. Adjust fleet labour chargeout rate to recover actual expense (see Appendix H). 

 
 
6.2  Information Technology 

 

Fleet Information System and Maintenance Scheduling 

As discussed previously, the CBRM acquired fleet management information software called Dossier from an 
American firm, now operating as Dossier Information Systems.  Beginning with the Police fleet in 2014, it is being 
used to record maintenance activities.  It is in fact much more capable of managing all of the data required for the 
whole CBRM fleet.  Dossier should be fully implemented as quickly as possible.  One of the fleet mechanics is 
knowledgeable about many aspects of Dossier.  An external resource may be needed for a period of time to assist 
with this project. 

Other than the information in Dossier, and some Excel spreadsheets with lists of vehicles and equipment, there is 
no other fleet data. 

Implementing Dossier fully is the most critical action to be undertaken in order to implement the other 
recommendations in this report.  The key function in Dossier is a preventive maintenance schedule that brings 
every vehicle in for an inspection at regular intervals, instead of waiting for them to break down.   

There are only two ways to effectively reduce repair costs and downtime in a fleet.  One is to have a newer fleet, 
and the other is to have an effective preventive maintenance plan.  The latter is easier and faster to accomplish for 
the CBRM. 

Preventive maintenance is not just “make work” for Fleet.  Staff made note of a recent inspection on a bus where 
the mechanic noted an engine coolant leak and found the fault was a broken hose clamp.  Replacing this 
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inexpensive part prevented a possible complete engine failure later that would have cost thousands of dollars and 
reduced service for Transit customers. 

Performance Measurement and Reporting 

Performance measurements are the key indicators that demonstrate achievement of the objective of maintaining a 
high performance fleet.  To quote from E.M. Goldratt and Jeff Fox, “The Goal: A Process of Ongoing 
Improvement”, 1985: 

“Tell me how you will measure me, and then I will tell you how I will behave.  If you measure me in an illogical way, don’t complain 
about illogical behavior.” 

1)  To demonstrate that Fleet Management is making a positive contribution to the corporate goals of the CBRM, 
measurements and their calculation would start with the following: 

• Demonstrate significant expense reductions through lower annual budgets. 
• Benchmark operating costs and measurements with similar fleets to determine the competitiveness of 

the CBRM fleet – see Appendix H for an example. 
• Provide efficient, reliable operations in a safe and secure environment through periodic performance 

reviews. 
 

2)  To demonstrate that the fleet is fulfilling attributes that users want in their vehicles and equipment, measurements and 
their calculation would start with the following: 

• Suitable (kilometres driven or hours used/year) 
• Reliable (number of work orders/year) 
• Safe (accidents/100,000 kilometres) 
• Affordable ($ cost/kilometre) 
• Energy Efficient (litres of fuel/100 kilometres) 
• Environmentally Friendly (greenhouse gas emissions/year) 
• Available (mechanic labour hours/year/vehicle – a measure of “downtime”) 
• Compliant (Nova Scotia Commercial Carrier Safety Fitness Certificate) 

See Appendix F for initial performance measurements for the CBRM fleet. 
 

3)  To demonstrate that Fleet Management is becoming more productive and efficient, measurements and their calculation 
would start with the following: 

• Reduce corrective maintenance (ratio of preventative maintenance hours to reactive maintenance hours) 
• Service fulfillment (% of preventative maintenance completed as scheduled) 
• Absenteeism (days off/year) 

 

Measurements should conform to the SMART hierarchy: 

• Simple - easy to understand. 
• Measurable – relatively easy to get data and calculate, i.e., litres of fuel and kilometers travelled. 
• Actionable – managers can take corrective action. 
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• Relevant – managers are able to influence that which is being measured. 
• Timely – measurements are available frequently and close to when the activity occurred so immediate 

action that will affect future results can be taken. 

 

Vehicle Location and Tracking Software 

There are hundreds of vendors offering products to track and locate fleet vehicles and equipment.  Most use the 
Global Positioning System (GPS). This will show the location of a vehicle on a map on a computer screen in real 
time.  Some products offer vehicle route histories going back several hours, days or longer. 

The usefulness of having this information has been the subject of much debate.  One point that is pertinent to this 
review is that Fleet does not need to know where the vehicles are.  Users need to know where their employees are, 
or ought to be, and by extension, where the vehicles are.  It is less of a labour relations issue to track a vehicle than 
an employee. Therefor the task of selecting such a system belongs with the users. 

Many municipalities have found vehicle location software to be useful for monitoring the time and location of road 
maintenance activities, especially salting and sanding of roads in winter.  Vehicle location software can prove when 
and where a road was maintained if an accident victim tries to make the municipality liable for a loss.  Other uses 
include monitoring transit buses to ensure they are keeping to their schedules. 

 

Recommended Tactics in Information Technology: 

1. Implement and tailor the Dossier system for the entire fleet. 

2. Record real-time labour hours on all work orders. 

3. Build an interface between SAP and Dossier. 

4. Establish key performance measurements that matter to users and align with the strategic vision of 
the CBRM. 

5. Develop a status report to keep users informed of repair wait times.  

6. Develop internal and external benchmark reports. 

 

6.3  Operations 
 

Operations in the Fleet Management section are seen as improving for users.  Mechanic services are convenient and 
easy to access, and reliable in the event of a weather emergency.  The reliability of equipment remains a concern for 
users.  There are issues to address in Human Resources and Information Technology that management is well aware 
of. 
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Centralization 

Establishing a second shift at the Central garage, beginning at 3:00 PM, would allow service to be provided when 
trucks and equipment are not required for municipal operations, as most are used only during the day shift.  This 
would make more use of the facility, and could be made more attractive to fleet employees by having four 10-hour 
shifts per week instead of a 5-day schedule.  A second shift could enable closing one or more of the satellite garages 
and relocating the fleet employees working there to Central.  A second shift focused on doing routine preventive 
maintenance, rather than repairing breakdowns, would improve reliability of equipment.  Parts for preventive 
maintenance are known in advance and can be maintained in stock.   

Commercial Carrier Safety Fitness Rating 

The CBRM is a “commercial carrier” as defined by the Motor Vehicle Act, section 303G.  In March of each year, 
the Motor Vehicle Registration branch issues a renewal of the Commercial Carrier Safety Fitness Certificate for the 
CBRM, which allows it to operate medium and heavy-duty vehicles over 4,500 kilograms in weight.  The permit may 
be suspended if the CBRM fleet fails to maintain an acceptable safety fitness rating.  Demerit points that affect this 
rating may be accumulated because of traffic violations, at-fault collisions and roadside inspections that result in 
CBRM vehicles being ordered out-of-service because of safety defects.  Maintaining the current rating of 
Satisfactory is an important matter.  Performing a periodic “mock audit” using an outside expert resource is a 
prudent measure to demonstrate due diligence and avoid penalties. 

Driver training, backed up by good records indicating dates and pass/fail indicators, is important due diligence to 
maintain a “satisfactory” safety fitness rating in the event of a real audit.  

Preventive Maintenance 

Vehicle “uptime” or in-service time is an important indicator of successful fleet management. There are just two 
ways of doing it: having a newer fleet and executing an effective preventive maintenance plan.  Doing preventive 
maintenance (PM) on a scheduled basis is a challenge for CBRM even with the Fleet mechanics located at operations 
yards. Not performing regular maintenance may have a negative effect on the Commercial Carrier Safety Fitness 
Rating.  It can become a liability in the event of an accident caused by mechanical failure.  The American Public 
Works Association has stated that preventive maintenance expense should account for 50% of the fleet repair 
budget. When carried out effectively PM will reduce cost and out-of-service events.  Full implementation of Dossier, 
currently 50% complete, is critical to a successful preventive maintenance plan. 

Waste Management  

An examination of waste management procedures at municipal garages did not find any non-compliance issues.  The 
use of spill-proof pallets beneath drums of automotive fluids is suggested to mitigate contamination from spills.  
These can be obtained from a safety supply store. 

Fuel Storage 

There are five bulk fuel sites maintained and operated by the CBRM, all of which appear to be kept in conformance 
with regulations for monitoring and leak detection.  Computrol is a well-known system used by CBRM to manage 
fuel dispensing.  Current odometer readings are entered on a keypad as part of each initializing fill-up, except by 
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Police.  This prevents Fleet from managing an effective maintenance program for Police vehicles, and should 
change.  

Recommended tactics in Operations: 

1. Consider service “after-hours” to perform scheduled maintenance when trucks are not needed. 

2. Improve and streamline the procurement process. 

3. Review the cost-effectiveness of contracted-out suppliers for light-duty fleet maintenance.  
Continue to insource if deemed to be more cost-effective. 

4. Maintain the Nova Scotia Commercial Carrier safety record at “Satisfactory” or better. 

5. Continue to manage bulk fuel and multiple fuel sites.  Police to enter odometer readings. 

6. Establish fleet accounts with major auto manufacturers to obtain fleet pricing or confirm that the 
Province of Nova Scotia’s fleet discounts are being offered when bids are received. 

 

6.4  Human Resources 
 

Developing a high performance service organization is the objective of the Fleet Strategic Plan.  This requires 
that employees are motivated, trained and rewarded in ways that encourage them to make their best effort at 
every task.  Employee interviews conducted in this review indicate that there is an opportunity to improve the 
quality of life-at-work in the fleet management section, especially in employee recognition. 

Labour relations and communications always improve with increased interaction between management and 
staff, a process we call ProActive Management.  We recommend that the position description and qualifications 
for the Fleet Operations Supervisor be revised to emphasize closer supervision, including daily output targets 
for each mechanic. 

The Fleet Operations Supervisor should follow a process that includes the following elements: 

1. Have a “game plan”, a daily schedule for each mechanic. 
2. The game plan includes targets for each mechanic: this is what will get done today. 
3. The targets for each mechanic must be verbally communicated at the start of the day. 
4. Follow up (i.e., measure) progress frequently throughout the day (i.e., % of target completed). 
5. Work with mechanics to understand and take action as needed for any variance from the target. 
6. Report status of repair completion to the user. 

With six physical locations, it is clearly impossible for the Fleet Operations Supervisor to be present at the start 
of the work day in more than one place.  While consolidating all mechanic activities in one location would 
resolve this difficulty, no such facility exists in the CBRM and there are no plans to build one. So delegation of 
the start-of-day activity to lead hands or working foremen is necessary. 
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The transition from a paper-based data system to Dossier will involve considerable work. A new planning 
position to fully implement Dossier is recommended, possibly by re-allocating existing resources. Neither the 
Fleet Manager nor the Fleet Operations Supervisor has the time needed to do this properly. The qualifications 
for this position will include strong computer skills and familiarity with automotive repairs.  The cost of this 
position can be recovered through the mechanic labour rate charged on work orders.  We suggest that this 
position also focus on developing the transaction price-based business process described in Section 6.1 and the 
performance measurement reports listed in Section 6.2.   This requires an additional person for fleet staff that 
would be funded from the operations budget.  Alternately, consider engaging a third party to assist with these 
latter items. 

The Fleet Manager should have monthly staff meetings at a regular time and place, in a CBRM building but 
away from the Sydney Works Centre and at a time so most employees do not have to return to work. A 
suggested agenda is in Appendix D. 

All skilled trades have a need for technical training as new technologies and equipment are a constant fact. This 
is difficult to source in Nova Scotia in general and Cape Breton in particular.  It can be sourced from equipment 
vendors in some cases.  A high performance service organization is confident in its technical skills. 

Organization memory is at risk as long-service employees retire.  Attention should be paid to the creation of a 
policies and protocols document to aid in succession planning. 

 

Recommended tactics for Human Resources are: 

1. Add a planning position to complete the implementation of the Dossier system, create the 
transaction price-based cost recovery process, and develop performance measurement reports for 
fleet users. 

2. Realign the duties of the Fleet Operations Supervisor to provide closer daily supervision and 
coaching for mechanics. 

 
3. Have monthly meetings with all fleet staff. 
 
4. Find technical training for mechanics. 

5. Develop and implement a succession plan for Fleet supervisory positions. 

 
 
 
6.5  Marketing and Communications 

 

Developing and maintaining a high performance fleet management organization is a worthy objective in line 
with the Guiding Principles in Shaping Our Future in the Cape Breton Regional Municipality2.  Success includes gaining 
the support of all stakeholders in the broader organization.   An effective way to gain commitment and support 

                                                      
2 Shaping Our Future in the Cape Breton Regional Municipality-2012, p.1. 
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for the changes recommended in this Fleet Strategic Plan would be to form a Fleet Advisory Committee, 
chaired by the Fleet Manager, which would meet quarterly.  Participants would be nominated from the user 
groups and support groups such as finance, risk management, information technology, procurement and labour 
relations. Each member should be at the manager level to ensure that discussions and decisions are effective. 

Fleet management has enabled many municipalities to become early leaders in the use of hybrid gas-electric 
vehicles.  A rational commitment to low and zero-emissions transportation can be made through a written 
Green Fleet Plan approved by senior management – see Appendix E.  This will reduce fuel cost and make a 
positive contribution to the image of the CBRM. 

Like any vocation, fleet management has associations that exist to create business networks, provide education 
and offer professional development.  The Fleet Manager should consider membership in any or all of the 
following: American Public Works Association, NAFA Fleet Management Association, and the Canadian 
Association of Municipal Fleet Managers. 

High performing fleets can be recognized for their achievements especially in proven reduction of greenhouse 
gas emissions.  In Canada, the E3 Fleet Rating System is a detailed audit of fleet performance that awards 
platinum, gold, silver or bronze status based on a 100-point rating.  The first fleet to be rated was the City of 
Hamilton Public Works Department which earned the silver level in 2007. The E3 Fleet Rating System is 
managed by the Fraser Basin Council in Vancouver. 

Several municipal fleets in Canada, including Calgary, Kitchener and Hamilton have implemented environmental 
management systems for their fleet garage operations and successfully registered them as meeting the ISO 14001 
standard.  While this would mitigate any penalties for an environmental accident, such as a fuel discharge to a 
waterway, the most important benefit is team morale.  Being recognized by an international standard is a 
considerable accomplishment. 

 

Recommended tactics for Marketing and Communications: 

1. Create a Fleet Advisory Committee to meet on a quarterly basis. 

2. Prepare a Green Fleet Plan for consideration by management to include an affordable and 
sustainable approach to new vehicle and fuel technologies. 

3. Participate in organizations that give the CBRM an opportunity to demonstrate leadership in fleet 
management. 

4. Update this review and evaluation annually and consider a re-evaluation in 2018-19. 
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7. Review of  Recommended Tactics 

 
These are the actions to be taken to achieve the objectives of reducing fleet repair expense by 20% or 
$289,000, and creating a high performance fleet service organization.  Implementation of the Dossier fleet 
information system is the highest priority. 
 
Recommended tactics in Finance: 
F1. Switch from a budget-based relationship to a transaction price-based relationship. 
F2. Develop an internal billing mechanism, ideally through Dossier, so users are aware of transaction costs. 

This requires a FTE to develop Dossier’s reporting capabilities 
F3. Implement line items in user operating budgets to enable users to control expenses and rationalize the 

number of units in service. 
F4. Transfer control and accountability for the fuel and repair budget from the Fleet manager to the users. 
F5. Increase the annual capital budget for fleet replacements with savings from Vehicle/Equipment Repairs 

account 7510. 
F6. Investigate leasing as an alternative to reduce the need for capital funds. 
F7. Adjust fleet shop labour rate to recover actual expense. 
 
Recommended Tactics in Information Technology: 
I1. Implement and tailor the Dossier system for the entire fleet. Install Internet connections at all garages. 
I2. Use real-time labour capture on all work orders. 
I3. Build an interface between SAP and Dossier. 
I4. Establish key performance measurements that matter to users and align with the strategic vision of the 

CBRM. 
I5. Develop a status report to keep users informed of repair wait times.  
I6. Develop internal and external benchmark reports. 
 
Recommended tactics in Operations: 
O1. Consider service “after-hours” to perform scheduled maintenance when trucks are not needed. 

This winter, will try different approaches, e.g., staggered start hours.  
O2. Improve and streamline the procurement process.  Develop standardization reports to Council. Consider 

co-op buying with Halifax and other municipalities. 
O3. Review the cost-effectiveness of contracted-out suppliers for light-duty fleet maintenance.  Continue to 

insource if deemed to be more cost-effective. 
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O4. Maintain the Nova Scotia Commercial Carrier safety record at “Satisfactory” or better.  Must follow-up on 
accidents.  Need to obtain abstract and check for invalid employee names.  Eliminate duplicate carrier 
numbers.  OH&S to start checking for daily pre-trip inspection sheets being filled out properly. 

O5. Manage bulk fuel and multiple fuel sites.  Police must enter odometer readings at fuel pumps to strengthen 
the preventive maintenance plan and vehicle safety. 

O6. Establish fleet accounts with major auto manufacturers to obtain fleet pricing or confirm that the Province 
of Nova Scotia’s fleet discounts are being offered when bids are received.  Check with local dealers.  

 
 
Recommended tactics for Human Resources are: 
H1. Realign the duties of the Fleet Operations Supervisor to provide closer daily supervision and coaching for 

mechanics. 
H2. Add a planning position to complete the implementation of the Dossier system, create the transaction price-

based cost recovery process, and develop performance measurement reports for fleet users. 
H3. Have monthly staff meetings with all fleet employees – see Appendix D. 
H4. Find technical training for mechanics. 
H5. Develop and implement a succession plan for Fleet supervisory positions. 
 
 
Recommended tactics for Marketing and Communications: 
M1. Create a Fleet Advisory Committee to meet on a quarterly basis. 
M2. Prepare a Green Fleet Plan for consideration by management to include an affordable and sustainable 

approach to new vehicle and fuel technologies. 
M3. Participate in organizations that give the CBRM an opportunity to demonstrate leadership. Nova Scotia 

municipalities. 
M4.  Update this review and evaluation annually and consider a re-evaluation in 2018-19. 
 
 
Table 7-1. Timeframe for Implementation of Recommended Tactics 
 

Tactics Start Finish 
F1, F2, F3, F4, F5, F7 As soon as possible Implement in the 2016-17 

budget 
F6, O3, O4, I5 2016 In 2016 
I1, I2, I3, I4, H2 As soon as possible 12 months after start 
I6 Data must be available for the 

past year by the following 
January. 

Continuous 

O1 When Dossier is fully 
implemented. 

6 months after start 

O2 If feasible, start as soon as 
possible. 

Continuous 

O5 Plan to do a “mock audit” in 
2016. 

External resource needed.  
Normally takes a few days. 

O6 Late 2015. 1st quarter 2016. 
H1 On hiring of new supervisor By the end of 2015 
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H3 Start monthly staff meetings as 
soon as possible 

Continuous 

H4, H5, M1, M3 Later in 2016 Continuous 
M2 Later in 2016 3 months after start 
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Figure 7-1. Fleet Strategic Plan One-Pager 
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Appendix A – Best Practices Review 

Table A-1   Best Practices Summary 

Best Practices Followed 
  yes 51 

   no 71 
   partial 26 
   

     
     
     Best Areas Compliance 

 
  

Safety 
  

  
Asset Management 

 Best 
    Opportunities Performance Measurement 

  
Environment 

 
  

Communication 
  

Figure A-1   Best Practices Followed by CBRM Fleet 

 

yes

no

partial
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Table A-2 Best Practices Checklist 

Category   Fleet Management Best Practice 
CBRM - 
Yes or No 

How can 
we 
improve? 

 
Asset 
Management 1 

Real-time list of all active units in the 
fleet y 

 

 
2 

Real-time list of all surplus units in the 
fleet y 

 

 
3 

Real-time list of all new units being 
prepared for service in the fleet n 

This can be 
a report in 
Dossier 

 
4 

Real-time list of all units being to be 
retired from service in the fleet n 

This can be 
a report in 
Dossier 

 
5 

Current vehicle assignment data  
(i.e., departments/cost centers to which 
units are assigned) y 

 

 
6 

Vehicle categorization protocol 
consistent with industry standards  
(for benchmarking purposes) y 

 

 
7 

Data: each unit's full acquisition cost at 
time of purchase y 

 

 
8 

Real-time data on each unit's current 
book value n 

This can be 
a field in 
Dossier 

 
9 

Real-time data on entire fleet current 
book value n 

This can be 
a field in 
Dossier 

 
10 

Data - miles/kilometer/engine & PTO 
hour readings recorded in real-time  
ideal) or monthly (at minimum), entered 
into FM system partial 

This needs 
to be done 
for Police 
fleet. 

 
11 

Small equipment (<$5,000 replacement 
cost) transferred to users y 

 

Specifications 12 
Detailed specifications developed for 
new vehicle procurements y 

 

 
13 

Specifications for new vehicles 
developed with consideration for 
 past performance of vehicles, engines, 
drive trains etc. y 

 

 
14 

Vehicle standardization - minimize 
makes/models n 

See Section 
4 for details 

 
15 Vehicle right-sizing  y  

Financial 16 
Vehicle/equipment client chargeback 
system  n 

See section 
6.1 

 
17 

Total fleet cost recovery to fleet via 
client chargeback system - transaction 
based n 

See section 
6.1 
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 18 

Chargeback rates include all costs: fleet's 
salaries/wages, facilities costs,  
interest, insurance, mtce., repairs, 
licensing, etc. n 

See 
Appendix 
H 

 19 

Client chargeback system vehicle rates 
comparison made to determine  
relevance to market-based vehicle rates  n 

See section 
6.1 

 
20 

Off-road fuel usage tracked (i.e., PTO 
usage) tracking (re: road tax exemption 
credit) y 

 

 
21 

Accidents/negligent damages 
chargeback process to client n 

See section 
6.1 

 
22 

Fuel charges transferred to clients 
(encourages fuel efficient client 
behaviors) partial 

See section 
6.1 

 
23 

Parts inventory taken regularly 
(monthly/annually), reconciled,  
discrepancies investigated y 

 

 
24 

User opex budgets include line items for 
fuel, maintenance, licences,  
capital replacement partial 

Only Waste 
and Police 
have this-
see section 
6.1 

 
25 

Users receive a "bill" for maintenance 
work orders n 

See section 
6.1 

 
26 

Resale proceeds are returned to users 
(encourages good maintenance and  
care of vehicles) n 

See section 
6.1 

 
27 

Financial system encourages fleet 
rationalization n 

See section 
6.1 

Operating 
Budget 28 

Annual operating budget based on 
historical actual spend in  
previous Opex budgets y 

 

 
29 

Review completed of historical Opex for 
superfluous expenses n 

Part of 
annual 
budget 
review 

Capital Budget 30 
Life Cycle Analysis (LCA) completed for 
each vehicle category 

N – no data 
available 

Need to 
add repair 
history to 
Dossier 

 
31 

LCA updated "x" number of year 
intervals n 

As above 

 
32 LCA based on actual historical cost data n As above 

 
33 LCA used to prepare capital budget n As above 

 
34 

Capital budget - long term (5 years 
minimum) started 

See 
Appendix 
G 

 
35 

Client requests for new and additional 
vehicles to be authorized by  yes 
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senior management 

 
36 

Client requests for non-standard vehicle 
types to be based on  
business case and authorized by senior 
management yes 

 

 
37 

Investigate leasing as an alternative to 
eliminate the need for  
capital reserve funds y 

 

Information 
Technology 38 Fleet management software solution  

Partial - 
Dossier 

See section 
6.2 

 
39 Enterprise Resource System Y SAP  

 
40 Fuel management system 

Yes 
Computrol 

 

 
41 

Vehicle pool reservation system or car 
sharing available n 

See section 
4 

 
42 

Using bar coding and real time labour 
capture Partial 

Only in 
Dossier 

 
43 

Developing internal and external 
benchmark reports y 

 

 
44 Telematics 

Y on buses 
and salters 

See section 
6.2 

 
45 KPI reports readily available n 

See section 
6.2 

Human 
Resources 46 Job descriptions for all fleet staff y 

 

 
47 

Offering technical training for 
mechanics hard to find 

See section 
6.4 

 
48 Regular staff meetings held n 

See section 
6.4 and 
Appendix 
D 

 
49 Milestones/anniversaries celebrated n 

See section 
6.4 

 
50 Absenteeism reduced 

corporate 
program 

See section 
6.2 

Fleet Operations 51 

Service level agreements (SLA) in place 
setting out what client receives 
 in turn for vehicle charges n 

See section 
6.1 

 
52 

Utilization tracking (per vehicle, per 
category and fleet-wide basis) some 

See section 
6.2 

 
53 

Availability (uptime) tracking (per 
vehicle, per category and fleet-wide 
basis) n 

See section 
6.2 

 
54 

KPIs in place for availability and 
utilization 

Kilometers 
and litres 

See section 
6.2 

 
55 Under-utilized units identified in progress  

 
56 

High downtime (low availability) units 
identified n 

See section 
6.2 

 
57 Vehicle spare pool in place 

Loaners 
available 

See section 
4 
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Garage 
Operations 58 

Standard job times identified (i.e., a list 
of specific routines and their 
acceptable job times) n 

See section 
6.3 

 
59 

Technician time on repair tasks captured 
on work orders 

only police 
vehicles, PW 
East and 
Transit 

Need to 
fully deploy 
Dossier to 
100% of 
fleet 

 
60 "After hours" service available  

seasonal on 
call 

 

Outsourcing/Ins
ourcing 61 Fleet maintenance outsourced 

Y as needed 
due to 
volume 

 

 62 Fleet maintenance  in-sourced n 

See section 
6.3 

 
63 Specific activities outsourced 

lt duty, 
body, 
towing, 
inspections, 
transmission
glass, 
rebuilds, 
tires 

 

 
64 

Review completed identifying activities 
best in & outsourced case-by-case 

 

Preventive 
Maintenance 65 

Preventive Maintenance program in 
place buses only 

See section 
6.3 

 
66 

Multi-level inspections in place (i.e., A 
(minor), B (major), C (rebuild) n 

See section 
6.3 

 
67 

PM scheduling - by time (i.e., days, 
weeks, months, years since  
similar PM) n 

See section 
6.3 

 
68 

PM scheduling - by time elapsed since 
last PM y 

 

 
69 

PM scheduling - on specific date each 
year n 

See section 
6.3 

 
70 

PM scheduling - by miles/kilometers 
driven since last PM y 

 

 
71 

PM scheduling - by engine hours 
operated since last PM y on loaders 

 

 
72 

PM scheduling - by PTO hours operated 
since last PM n 

See section 
6.3 

 
73 

PM scheduling - by "other" parameter 
since last PM n 

See section 
6.3 

 
74 

PM scheduling - for specific inspections 
(i.e., emissions testing) n 

See section 
6.3 

 
75 

Predictive maintenance in place (i.e., 
planned component replacements 
or repairs based on historical failures) n 

See section 
6.3 
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76 KPI for PM attainment  n 

See section 
6.3 

 
77 PM service performed "after hours" n 

See section 
6.3 

Parts/Spares 78 

All parts identified, catalogued in parts 
inventory in management software 
system  Y -  in SAP 

 

 
79 

Parts charged/posted to specific vehicles 
via work order (or some other method) y 

 

 
80 

Parts re-ordering via usage reports 
generated by system y 

 

 
81 

Repeated parts failures identified - 
reported via system n 

Create 
report in 
Dossier 

 
82 

Parts warranty entitlements capitalized 
on n 

Stockroom 
should 
implement 
this 

 
83 

Parts inventory taken regularly 
(monthly/annually), reconciled,  
discrepancies investigated y 

 

 
84 Fuel in tanks included in inventory  

tracked by 
Finance 

 

Fuel 85 
Fuel dispensing system that tracks fuel 
used per vehicle y-Computrol 

 

 
86 

Fuel charges transferred to clients 
(encourages fuel economy client 
behaviors) 

solid waste 
transit and 
police, fire, 
and 
provincial 
agencies 

Should do 
this for all-
see section 
6.1 

 
87 

Regular fuel inventory system 
reconciliation processes) in place n 

See section 
6.3 

 
88 Fuel system compliance (i.e., TSSA) y  

Accidental 
Damages 89 

Accident and negligent damage costs 
transferred back to client  
departments (encourages better driver 
behaviors) sometimes 

 

 
90 KPI for accidents and related costs n 

See section 
6.2 

 
91 

Drivers with poor safety records 
provided remedial training,  
repeats leading to loss of corporate 
driving privilege n 

See section 
6.3 

Vehicle Safety 92 
PMCVI or other mandated annual 
inspection y 

 

 
93 

New employee driver abstract review 
pre-hire y 

 

 
94 Driver orientation training not by fleet  

 
95 Driver training n See section 
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6.3 

 
96 Periodic driver refresher training n As above 

 
97 

Remedial training for drivers with poor 
abstracts records or  
with multiple at-fault accidents n 

As above 

 
98 

Annual (or more frequent) abstract 
review all drivers annual 

 

 
99 MTO facility audit preparedness yes  

 
100 

Satisfactory (or better) CVOR rating  
( or equivalent outside Ontario) 

Y – NS 
certificate is 
current 

Need to 
audit 
convictions 
on record. 

 
101 

Feedback to client departments 
regarding unlicensed drivers,  
drivers with poor abstracts.  Progressive 
discipline. y 

 

Workplace Safety 102 WHMIS compliance y  

 
103 

WSIB protocol familiarity, 
adherence/compliance y 

 

 
104 Staff Safety Meetings y  

 
105 First aid training for staff y  

 
106 Fuel system compliance (i.e., TSSA) y  

Environment 107 Green Fleet Plan n 

See 
Appendix 
E 

 
108 

Environmental management system up 
to ISO14001 registration n 

See section 
6.5 

 
109 LEED compliance (facilities) n  

 
110 

Low carbon fuels in place (CNG, RNG, 
LPG) n 

See 
Appendix 
E 

 
111 Alternate fuels in use n 

See 
Appendix 
E 

 
112 Renewable fuels in place n 

See 
Appendix 
E 

 
113 Three R's in place some  

 
114 Aqueous parts cleaners n 

Replace 
cleaners 
that use 
mineral 
solvents 

 
115 Tire recapping y  

 
116 Filter recycling y  

 
117 Oil recycling y  

 
118 Vehicle wash water reclaimed/recycled n costly 

 
119 

Eco-friendly products used in 
maintenance activities n 

i.e. reusable 
towels 
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120 LED lighting in facilities n  

 
121 Engine idling reduction program  n 

See 
Appendix 
E 

 
122 Route mapping/trip optimization review in Waste  

Policies/Proced
ures 123 Fleet Policy Manual n 

See Section 
4 

 
124 Strategic Plan in progress 

This report 
is a first 
draft 

 
125 Green Fleet Plan n 

See 
Appendix 
E 

 
126 Driver guidebook/handbook n 

See Section 
4 

 
127 

Minimum vehicle utilization standards 
identified n 

Users 
should 
justify 

Procurement 128 Fuel hedging strategy  n 
Finance to 
review 

 
129 

Fuel contracts competitive bidding 
(based on rack prices) y 

 

 
130 

Vehicle OEM concessions identified and 
in place 

Partial – GM 
has 
confirmed 

Contact 
governmen
t sales rep 
with each 
OEM 

 
131 

Parts and supplies vendors selected via 
competitive bidding process  
(RFQ, RFP, etc.) y 

 

Performance 
Management 132 

Fleet's specific objectives and targets in 
support of overarching  
corporate vision/mission & objectives y 

 

 
133 

Business plan with Key Performance 
Indicators (KPI's) in place n 

See section 
6.2 

 
134 

KPI's that are effective, meaningful, 
supportive of corporate goals n 

See section 
6.2 

 
135 KPI's include short/long term targets n 

See section 
6.2 

 
136 

Regular (monthly) progress reporting of 
KPI's to fleet team and senior levels 
 of organization n 

See section 
6.2 and 
Appendix 
F 

 
137 

Senior level corporate support for fleet 
targets/goals and KPIs   y 

 

 
138 

Employee "contracts" include successful 
attainment of fleet & corporate targets n 

Add to 
regular 
performanc
e review 

 
139 Performance pay tied to individual and n Targets 
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team attainment of fleet &corporate 
targets 

must be 
under 
control of 
employee 

Facilities 140 

Facilities rationalization study (i.e.., 
determining how many  
garages, parking locations etc. are 
required) in progress 

See section 
6.3 

Marketing 141 
Membership in organizations such as 
NAFA, APWA, CAMFM Y in 2015 

See section 
6.5 

 
142 Fleet Advisory Committee in place n 

See section 
6.5 

 
143 Awards received n 

See section 
6.5 

 
144 Recognition from senior management n See 138 

 
145 Endorsements from users n See 138 

 
146 

Registered to recognized standards (such 
as ISO) n 

See section 
6.5 

Strategy 147 Effective control properly established 
To a limited 
degree 

See section 
4 

 
148 

Clearly defined objective written and 
communicated No 

See section 
4 

 

  



Cape Breton Regional Municipality – Evaluation & Analysis of Fleet Operations 42 
 

Audit • Tax • Advisory 
© Grant Thornton LLP. A Canadian Member of Grant Thornton International Ltd. All rights reserved. 

 

 

 

Appendix B – Number of  Fleet Mechanics 

GTPI reviewed research into the availability of peer fleet comparisons for the optimal ratio of fleet 
mechanics to vehicle count.  We have determined that statistics relevant to the CBRM are not available 
from any of the sources that were researched.  These include the Airport Cooperative Research 
Program (ACRP), NAFA Fleet Management Association (NAFA), the American Public Works 
Association (APWA) and the American Trucking Association (ATA). 

In the absence of peer fleet statistics, determining the correct number of mechanics/technicians 
required to maintain the fleet necessitates completing a mathematical exercise based on “mechanical 
repair units”.  Mechanical repair units (MRUs) are a benchmark to apply when computing optimum 
staffing levels.  In every fleet, each vehicle type creates maintenance and repair ‘demand’.  MRUs are 
developed by determining the past annual demand (i.e., the “past predicts the future”) for each vehicle 
type from historical information (if available).  If historical data is not available then the demand must 
be estimated for each vehicle type.  By multiplying the demand by the number of each vehicle type in 
the fleet, total fleet demand is determined.  By dividing the total demand by the productive hours (see 
next paragraph) for a mechanic/technician, then the total number of mechanics/technicians that are 
required to maintain the fleet can be calculated.  Similar exercises should be carried out to assess the 
potential workload for work that doesn’t require a licensed mechanic (such as oil changes, etc.) 

It is important to be able to determine the productivity of employees3 as this will help determine how 
much maintenance employees are costing a maintenance entity relative to the work that they are 
performing.  Productivity is also used to estimate the number of employees required to perform certain 
tasks. 

Productivity is determined by the number of hours that an employee is working directly on his/her 
duties (i.e., “hands-on” labour).  There are times throughout the year when employees are not 
performing direct labour however are still being paid. There are two scenarios where this occurs: 

                                                      
3 Adapted from: International Air Transport Association, Labor Rate and Productivity Calculations For 
Commercial Aircraft Maintenance 
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A. Employee is physically absent from the workplace (i.e. weekends, vacation, public holidays, 
sick leave, etc.) 

B. Employee is physically present but performs other tasks (i.e. training, meeting, morning 
briefings, breaks, “lost time” looking for tools, parts or manuals, etc.) 

If an employee is hired to work full time (i.e., 40 hours per week) it is assumed that he/she would be 
working 2,080 hours a year.  An employer, however, must account for days when employees are not 
physically present at work but are still getting paid, as this will affect productivity.  Paid time off 
typically consists of statutory holidays, vacation days, as well as sick days. If, for example, an employee 
is entitled to 10 statutory holidays, 20 vacation days, and 5 sick days per year they end up working 35 
days less than originally calculated. 

An employer must also account for times when employees are physically present at work but are 
performing other tasks.  Other tasks can include meetings, training, conference calls, waiting for parts, 
company travel time, etc.  The amount of time taken up by these tasks should be subtracted from the 
employee’s available time since that time is not spent directly on labor. In addition, this is time that 
third party customers would not be willing to pay for because the employee is not working directly on 
maintenance.  Our calculation in Appendix H is based on actual working time per year of 1,315 hours 
per employee.  

Some fleets and shops staff to the peaks in demand and make work for the valleys4. This can create an 
over-staffing problem and is typical in utilities, governments and industry.   If the fleet and shop 
department focuses on preventive and predictive maintenance activities, then with effective planning 
and scheduling, a significant reduction in baseline mechanic man-hours can be achieved and mechanic-
staffing levels can be optimized. 

In the absence of relevant peer benchmarks, GTPI recommends that further study as described should 
be completed to determine the optimal headcount for CBRM mechanics/technicians. 

 

  

                                                      
4 K. Walker and Associates, 2002 
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Appendix C – KPI Deployment Challenges   
(What to Expect When Users Receive Their Performance Measurements)  

The following material is from Frank G. Adler, Ph. D, Operational Excellence Consulting LLC, 2013.  
Sourced from www.flevy.com.  This material has been edited and condensed. 

(1) Fear 

a. Symptoms: Concern about how KPIs are used to evaluate team and individual 
performance, resulting in resistance to measurement. 

b. Approaches: Involve individuals in setting targets; invite the Fleet Advisory 
Committee to the first KPI reviews. 

(2) Fudging 

a. Symptoms: Individuals manipulating results to pretend they have achieved or exceeded 
their target. 

b. Approaches: Clearly define data sources; minimize the need to manipulate data to 
obtain KPI results; rotate the assignment to collect KPI data. 

(3) Prima Donna Syndrome 

a. Symptoms: Individuals insist that their particular activity is unique and cannot be 
measured. 

b. Approaches: Explain that if they produce a work output of any type, they can be 
measured; help them by listing their outputs, e.g., kilometers travelled. 

(4) Denial 

a. Symptoms: Individuals deny that their KPIs represent actual facts and refuse to take 
any action. 

b. Approaches: Provide help in process mapping, problem solving, and root cause 
analysis. 

http://www.flevy.com/
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Appendix D – Monthly Staff  Meeting Agenda 

1. Health and Safety topic   Fleet Operations Supervisor 

2. Results for the last month/KPIs  Dossier administrator 

3. Targets for next month   Fleet Manager 

4. CBRM/Department/Fleet News  Fleet Manager 

5. New Vehicles    Fleet Manager 

6. Guest Speaker 

7. Social Events    TBD 

8. Service Anniversaries   Fleet Manager 

9. Q & A 
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Appendix E – Elements of  a Green Fleet Plan 

Much like the Fleet Strategic Plan, a Green Fleet Plan describes the situation, establishes an objective, 
creates a strategy and defines the tactics to be considered in reaching the objective. 

Objectives may include improving fuel efficiency, reducing emissions of greenhouse gases, and 
enhancing the image of the CBRM by having a leading Green Fleet.  

Strategies may include, reduce petroleum fuel used by City fleet vehicles, and promote this message to 
the market to influence the development of more vehicle models that make the strategy succeed.  Fleet 
management itself should make fuel efficiency and environmental impact a higher priority.  

The outcomes will include better capability to manage extreme fuel price fluctuations and the effects of 
climate change even in times of financial constraints.  The image as a city that is innovative and 
resourceful in its approach to the environment is enhanced by initiatives like a Green Fleet Plan. 

Green Fleet Plans are becoming widespread, as shown in Table E-1 

Table E-1 – Greater Toronto Area Municipalities with Green Fleet Initiatives (Source: 
Clean Air Partnership) 

Location Idling 

Policy 

Operator 

Training 

Hybrids Biodiesel Other 

Fuels 

Burlington Y Y Y Y  

Caledon Y Y Y Y  

Halton Y Y Y Y  

Hamilton Y Y Y Y Y 

Markham Y Y Y Y  
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Mississauga Y Y Y Y  

Oakville Y  Y   

Oshawa Y Y Y Y  

Peel Y Y Y Y  

Pickering Y  Y   

Richmond Hill Y  Y Y  

Toronto Y Y Y Y Y 

Vaughan Y  Y   

Whitby Y     

 

Tactics to consider in developing a Green Fleet Plan (source: Natural Resources Canada 
FLEETtool) 

A. Components 

1. Air conditioning.  Proper use and maintenance can reduce fuel use 
and greenhouse gas emissions. 

2. Auxiliary power.  Some applications, such as police vehicles may 
benefit from auxiliary batteries to reduce engine idling. 

3. Block heaters.  Use of block heaters can eliminate engine “warm up” 
periods in winter.  A timer on the outlet can save electricity. 

4. Dashboard fuel consumption gauges.  Gives the driver instant 
calculation of fuel consumption to mitigate excessive consumption. 
Standard equipment on some vehicles. 

5. Roof racks.  Use should be minimized as they create “drag” and 
increase fuel consumption. 

6. Tires. Aggressive tread types increase fuel consumption.  Wider tires 
on heavy trucks may improve fuel consumption. 
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B. Driver Behavior 

1. Aggressive Driving.  Encourage and train drivers in “eco-driving” 
techniques.  This has the fastest, and often the biggest, impact on fuel 
consumption. 

2. Cruise control.  Can reduce fuel use on highway trips. 

3. Idling, light-duty vehicles. Usually done to warm up a vehicle. 
Modern fuel-injection engines do not need warming up.  Should be 
restricted to icy weather conditions and discouraged at all other times. 

4. Idling, heavy-duty vehicles.  Heavy trucks with diesel engines need 
only a few minutes to warm up or cool down. 

5. Speed.  Should not be a factor in CBRM except on Highway 125.  
Exceeding 100 km/h substantially increases fuel consumption. 

6. Winter driving.  Fuel use can be reduced by using block heaters, 
limiting idling, maintaining proper tire pressure and avoiding 
aggressive driving. 

C. Fleet Management 

1. Driver training. Encourage drivers to pay attention to all the items 
listed under Driver Behavior above.  A reduction in vehicle accidents 
is likely. 

2. Purchasing decisions.  The fuel economy of new vehicles continues 
to improve as federal fuel economy regulations are forcing 
improvements. Consider hybrid or diesel alternatives to gasoline 
engines as they are more fuel-efficient. 

3. Transportation demand management. Trip planning and ride sharing 
can reduce unnecessary kilometers travelled. 

D. Fuels and Vehicle Technology 

1. Alternative fuels.  These can reduce greenhouse gas emissions.  
Options may be limited in the CBRM to propane, as compressed 
natural gas, ethanol and biodiesel may not be available. 

2. Hybrid light-duty vehicles.  There are over 40 models available with 
hybrid gas-electric or diesel-electric drivetrains.  These vehicles need 
no special training to operate but have slightly higher acquisition 
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costs, offset by lower fuel use.  Battery-electric vehicles, such as 
Chevrolet Spark, Nissan LEAF, Kia Soul and Mitsubishi i-MiEV cost 
more to purchase than hybrids but have almost no maintenance cost 
and should last in service for 20 years or longer.  Access to an 
electrical outlet for battery charging is necessary. 

3. Hybrid heavy-duty vehicles.  Hybrid buses are available.  They are 
most fuel-efficient on frequent stop-and-go routes. 

4. After market engine add-ons and fuel additives.  Very few of these 
products actually meet their performance claims. Before considering, 
determine if the product has been validated by ETV Canada 
(Environmental Technology Verification program administered by 
GLOBE Performance Solutions, Vancouver BC). 

E. Maintenance 

1. Air conditioner maintenance.  The refrigerant used in automotive air 
conditioners is a potent greenhouse gas.  Service to this component 
should be done only by properly-trained technicians to avoid 
unintentional emissions. 

2. Oils and lubricants.  “Energy-conserving” oils reduce fuel 
consumption. 

3. Tires and Wheels. Proper tire pressure and wheel alignment is 
necessary to avoid excessive fuel consumption.     
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Appendix F – Initial Performance Measures 

This review provided an opportunity to gather existing data on fleet vehicles and equipment and 
calculate some baseline performance measurements. 

1. Suitability (kilometres driven or hours used/year) 
- 2014 data 
A. Heavy Trucks, average 4,275 km. 
B. Garbage Packers, average 12,592 km. 
C. Cars and Compact Pickups, average 8,655 km. 
D. ½-ton and ¾-ton Pickups, average 18,286 km.  
E. 1-ton trucks, average 14,072 km. 
F. Vans, average 16,190 km. 

 

2. Reliability (number of work orders/year) 

Sample of 30 Police vehicles in 2014 
 Average number of work orders in 2014: 9 
 Number of vehicles with 5 or fewer work orders: 11 

Number of work orders with 13 or more work orders: 8 – these units require review to 
determine if they should be replaced. 

 

3. Safety (accidents/100,000 kilometres) 

In 2014, there were 4 accidents involving Transit vehicles and 20 accidents involving Public 
Works on-road vehicles.  Transit buses travelled 682,000 kilometers in 2014, and Public Works 
on-road vehicles travelled 1,949,000 kilometers. The baseline measurement is the year of 2014: 
 
 Transit: 0.58 accidents/100,000 km 
 Public Works: 1.03 accidents/100,000 km 
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4. Affordability ($ cost/kilometre) 
A. Bus parts per km 

a. 2013 = $0.35/km 
b. 2014 = $0.43/km 

 

5. Energy Efficiency (litres of fuel/100 kilometres)  
- 2014 data is the baseline 
A. Heavy Trucks, average fuel consumption 71.4 litres/100 km. 
B. Garbage Packers, average fuel consumption 124.8 litres/100 km. 
C. Cars and Compact Pickups, average fuel consumption 18.8 litres/100 km. 
D. ½-ton Pickups, average fuel consumption 19.6 litres/100 km.  
E. ¾-ton Pickups, average fuel consumption 27.8 litres/100 km. 
F. 1-ton trucks, average fuel consumption 32.1 litres/100 km. 
G. Vans, average fuel consumption 24.4 litres/100 km. 
H. Transit buses, average fuel consumption 55.4 litres/100 km. 
I. Handi-Trans, average fuel consumption 27.1 litres/100km. 

 

6. Environmentally Friendly (greenhouse gas emissions/year) 
- Calculation for gasoline engines is litres of fuel times 2.34 = kilograms of greenhouse gas. 
- Calculation for diesel engines is litres of fuel times 2.52 = kilograms of greenhouse gas. 

 

7. Availability (mechanic labour hours/year/vehicle) 

No data on labour hours. 

8. Compliance (Nova Scotia Commercial Carrier Safety Fitness Certificate) 

 

- Measure: The Nova Scotia Commercial Carrier Safety Fitness Certificate with a rating of 
“Satisfactory” was issued in March 2015 and is valid for one year. 
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Appendix G – 5-Year Vehicle Replacement 
Plan 

This plan excludes vehicles operated by Solid Waste, Transit and Police. 
 
Table G-1 2015-16 Replacement Plan 
 
 

Unit # Model Yr Make Model Operator Age Cost 
5006 2005 JCB Backhoe North 11 $110,000 
458 1990 International Tandem North 26 $140,000 
addition   Combination 

Vactor 
Central  $470,000 

263 1994 GMC TopKick Central 22 $140,000 
5512 1997 Freightliner Tandem Central 19 $140,000 
520 1994 John Deere Grader East GB 22 $160,000 
2081 1999 International Tandem East GB 17 $140,000 
332 1987 Ford F350 Dump P&G GB 29 $  80,000 
478 1991 Trackless Tractor   $  30,000 
5519 1993 Trackless Tractor   $  30,000 
TBD  Trackless Tractor   $  30,000 
Total      $1,470,000 

 
 
Table G-2 2016-17 Replacement Plan 
 

Unit # Model Yr Make Model Operator Age Cost 
120 2000 Ford F-350 Central 17 $  36,000 
3089 2000 Ford F-350 P&G GB 17 $  36,000 
3059 2001 Chev 3500 P&G NW 16 $  36,000 
5503 2002 Chev Silverado East NW 15 $  24,000 
5500 1991 International Dump 

Truck 
East NW 26 $150,000 

418 1988 John Deere 624 loader North 29 $210,000 
179 1989 John Deere 644 loader Central 28 $210,000 
2051 2002 Dodge 3500 Central 15 $  38,000 
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503 2002 Case 580 loader East GB 15 $120,000 
466 1994 GMC TopKick North 23 $180,000 
5025 2009 GMC Sweeper East GB   8 $240,000 
  3 used 

trackless 
   $  90,000 

Total      $1,400,000 
 
 

 Table G-3 2017-18 Replacement Plan 
 

Unit # Model Yr Make Model Operator Age Cost 
2001 2003 Ford F450  Central 14 $  60,000 
4000 2003 Ford F450 East GB 14 $  60,000 
2094 2005 Chev Colorado Buildings 12 $  25,000 
2034 2007 Caterpillar 420E 

backhoe 
Water 10 $125,000 

2082 1999 Freightliner Tandem 
dump 

Central 18 $200,000 

5024 1999 Freightliner Tandem 
dump 

East GB 18 $200,000 

  182 1992 Komatsu WA250 
loader 

Central 25 $180,000 

  518 1992 John Deere 770BM 
grader 

East GB 25 $200,000 

5013 1994 Trackless Tractor  23 $  80,000 
Total      $1,130,000 
 
 

Table G-4 2018-19 Replacement Plan 
 

Unit # Model Yr Make Model Operator Age Cost 
2026 2006 Chev ½ ton Central 12 $  28,000 
2025 2006 GMC ½-ton Surveyor 12 $  28,000 
3066 2006 GMC ½-ton P&G 

Central 
12 $  28,000 

2229 2006 GMC Savana van Buildings 12 $  28,000 
2223 2006 Dodge` Caravan Water Meter 12 $  30,000 
2233 2006 Chev Uplander Water Meter 12 $  30,000 
2207 2006 Ford Cargo van Water Meter 12 $  30,000 
2203 2006 Ford Focus Buildings 12 $  28,000 
5010 2006 GMC  ½-ton East GB 12 $  28,000 
5202 2006 Chev Silverado East GB 12 $  28,000 
5011 2006 GMC ½-ton East GB 12 $  28,000 
2202 2006 Chev Silverado Fleet GB 12 $  28,000 
3065 2006 Chev Silverado P&G GB 12 $  28,000 
4505 2006 GMC Sierra Water N 12 $  28,000 
4502 2002 JCB Backhoe  East GB 16 $180,000 
4022 2002 International Tandem Water N 16 $220,000 
2098 2003 GMC Tandem Central 15 $220,000 
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2099 2003 Volvo Tandem Central 15 $220,000 
  465 1993 Komatsu Loader North 25 $  80,000 
Total      $1,518,000 

 
 

Table G-5 2019-20 Replacement Plan 
 

Unit # Model Yr Make Model Operator Age Cost 
5019 1995 Champion Grader East GB 25 $200,000 
5003 1995 John Deere Loader East GB 25 $200,000 
5034 1996 Kenworth Tandem East NW 24 $230,000 
4509 1996 Champion Grader North 24 $200,000 
2086 1999 Trackless Tractor Central 21 $  85,000 
2089 1999 Trackless Tractor Central 21 $  85,000 
2144 2005 Nissan Xtrail Buildings 15 $  35,000 
2068 2005 Dodge ½-ton Warehouse 15 $  30,000 
2024 2006 Chev  Silverado Central 14 $  50,000 
2105 2007 Chev Trailblazer Water meter 13 $  25,000 
2087 2007 Ford ½-ton East GB 13 $  35,000 
2218 2007 Toyota Tundra Water treat 13 $  35,000 
4002 1999 John Deere Loader North 21 $160,000 
5501 1999 John Deere Loader East NW 21 $160,000 
Total      $1,540,000 

 
 
 

 
Figure G-1 5-Year Capital Requirements 
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Appendix H – Hourly Charge-Out Rate for 
Vehicle Repairs 

The mechanic labour rate currently set up in the Dossier system is $40.00 per hour.  In comparison, 
this is much lower than rates used by 11 cities reporting in the latest data collection done for the 
Ontario Municipal Benchmark Initiative (OMBI).  The 2014 median rate, the latest available, is 
$92.94/hour.  This rate is competitive with rates charged at car, truck and equipment dealers in Nova 
Scotia.  Individual municipal data is shown in Table H-1. 

 
The method for calculating mechanic labour rates is the result of a worksheet developed for the City of 
Ottawa Fleet Services Division in 2010.  It incorporates all relevant cost inputs including mechanic 
wages, benefits, tools, clothing, other shop operating expenses, and facility costs.  An important feature 
of the model is a detailed calculation of the actual productive time for mechanics.  The worksheet was 
obtained by GTPI from the City of Ottawa and using the latest available budget information, the labour 
rate calculated for CBRM should be $80.00 per hour, not including facility costs (see Table H-2).  
Including an estimated facility cost of $300,000/year raises the labour rate to $93.00/hour. 

 
Table H-1 Fleet Mechanic Labour Rate By City – 2014 (source: OMBI Performance 
Measurement Report 2014) 

 
Municipality 2014 Charge-Out Rate for Vehicle Repairs 

(FLET347 Efficiency Measurement) 
Calgary $104.73 
Halton Region $  92.05 
Hamilton $102.00 
Montreal $  97.00 
Ottawa $  83.49 
Thunder Bay $  83.92 
Toronto $  92.94 
Waterloo Region $  99.89 
Windsor $  98.40 
Winnipeg $  88.00 
York Region $133.45 
MEDIAN $  92.94 
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Table H-2 Charge Out Rate for Vehicle Repairs – CBRM Calculation 
 

 
 

  

Door Rate Expenses $ %
Personnel Expenses 1,531,650.00$    85%

+ Facility Expenses -$                  0%
+ Office Operating Expenses 88,000.00$         5%
+ Shop Operating Expenses 178,050.00$       10%
= Total Expenses (Total of Door Rate Annual Cost) 1,797,700.00$    100%

Productive Utilization
Total productive hours per year 22,355               

/ Total paid hours per year 34,680               
= Productive utilization (productive hours / paid hours) 64%

Door Rate
Total Expenses (Total of Door Rate Annual Cost) 1,797,700.00$    

/ Total productive hours per year 22,355               
= Door Rate (expenses / productive hours) 80.42$              

Confidence in Door Rate
Number of Total Actual Cost items included in calculation 11

/ Number of Model Cost items included in calculation 23
= Percentage of Total Actual Cost Items to Total Items 32%

Total dollar value of all Total Actual Cost items included in calculation 1,505,900.00$    
+ Total dollar value of all Model Cost items included in calculation 291,800.00$       
= Total of Door Rate Annual Cost (Step 5 on Door Rate Worksheet) 1,797,700.00$    
= Percentage of Total Actual Cost Dollar Value to Door Rate Annual Cost 84%

MODEL SUMMARY AND ANALYSIS
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Appendix I – Anti Idling Policy – Nova Scotia 
Common Services Manual 

 

 7.11 Anti-Idling Policy 

Policy Statement 
When using government owned, leased or rented vehicles or motorized 
equipment, or privately owned vehicles for government business, 
employees will make every effort to eliminate unnecessary idling. 
Emissions from vehicle idling are unnecessary and easily prevented with 
the turn of a key.  

Policy Objectives 
Eliminating unnecessary idling is a no-cost action employees can take 
to help: 

• reduce the environmental impact of government operations 
• save fuel and money 
• decrease wear and tear on engine parts 

Application 
This policy applies to the use of all motor vehicles and motorized 
equipment owned, leased, or rented for government business, 
including provincially operated ferries and privately owned vehicles 
being used for government purposes. This policy applies to 
departments and offices of government (Category I applicability). 
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Policy Directives 
Unnecessary idling will be restricted on government-owned, leased or 
rented vehicles and motorized equipment, and on private vehicles used 
for government business, as outlined in the procedures listed below.  

 

PROCEDURES  

 
1. Idling Restrictions 

Motor vehicles and motorized equipment shall not be permitted to: 

I. Stand unattended without first stopping the engine, locking the 
ignition and removing the key; 

II. Idle in a parked position for a period of more than 60 seconds; 
and 

III. Idle within 30 metres of an intake for a building ventilation 
system, an open window of a place of employment, or an 
entrance to a place of employment. 

 
2. Exemptions 

Idling of a motor vehicle or motorized equipment is permitted only 
under the following conditions: 

I. The vehicle remains motionless due to on-highway traffic, a traffic 
device or signal, an emergency, or at the direction of a law 
enforcement official. 

II. A vehicle idles when operating defrosters, heaters, or air 
conditioners, to prevent a health or safety emergency or to 
provide clear vision for the operator during extreme weather 
conditions (i.e., snowstorms and extreme cold weather). 

III. A public safety or law enforcement vehicle or any other vehicle 
being used in an emergency capacity may idle while in an 
emergency or enforcement situation where required for 
functional purposes of the vehicle (e.g., emergency lighting). 

IV. The engine idles for the purpose of maintenance, servicing, 
repairing, or diagnostic purposes, if idling is required for such 
activity. 
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V. A vehicle idles as part of a provincial or federal inspection 
program to verify that all equipment is in good working 
condition.  

VI. Idling of the engine is necessary to power work-related 
mechanical or electrical equipment other than for vehicle 
propulsion. This exemption does not apply when idling to 
operate non-essential on-board equipment. 

VII. A diesel engine is required to idle to complete an active 
regeneration cycle on its diesel particulate filter (DPF). 

VIII. A ferry idles for a period no greater than 30 minutes while 
waiting to load or unload at a location under their control.  

Accountability 
All employees who operate motorized vehicles/equipment are 
responsible for ensuring the vehicles/equipment are operated in 
accordance with this policy. All deputy ministers, directors, managers, 
and supervisors are responsible for ensuring their employees comply 
with this policy. 

Monitoring 
The provincial Green Fleet Working Group will be responsible for the 
review and modification of this policy. This policy should be reviewed 
every three years. 

References 

Auto Smart, Natural Resources Canada 
Smart Driver, Office of Energy Efficiency, Natural Resources Canada 
EPA Office Draft of State Idle Reduction Model Law 

Enquiries 
Nova Scotia Environment 
 
Approval date: September 22, 2011 Effective date: October 1, 2011 
Approved by: Executive Council Administrative update:N/A 
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