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Observations and Recommendations 

1. Management should standardize technician procedures and ensure that all labor 

hours are consistently and accurately entered so data can be relied upon by 

management and used to evaluate performance and staffing needs. 

2. Management should evaluate current technician staffing levels.  Audit calculations 

of industry standards indicate a possible need for two additional technicians. 

3. Management should decide what level of service should be provided, if any, to 

outside agencies.  A written agreement should be approved by the Board of 

Commissioners so expected service levels are consistently performed as well as 

appropriate guidance provided for Fleet management. 

4. Management should implement the updated Fleet Focus software that was 

purchased in June 2012, but has never been implemented. 

5. The daily scheduling process should be improved to use the software and streamline 

the current manual process.  Various sheets and e-mails are currently used to 

schedule which can lead to errors or missed items and is extremely time consuming.  

Improving this process would free up time for the Shop Supervisor to adequately 

oversee daily shop operations and technicians day to day work. 

6. Management should work to incorporate the fire fleet services within the general 

shop scheduling and supervision.  The fire technician works separately from the rest 

of the technicians with limited supervision or oversight from fleet management. 

7. The City Manager should work with management to decide how to balance 

adequate authority levels to service responsibility.  Each department differs in how 

they provide service requests for items that are not a repair or general maintenance 

to fleet services; however, fleet management has limited authority on approving the 

services that they are responsible for installing or maintaining.  
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Transmittal Letter 

 

TO:  Kevin D. DeFebbo, City Manager, Ex-officio Member 
 Scott Gary, Audit Committee Chair 
 Tony Witty, Audit Committee Vice-Chair 
 Jeffrey Stein, Audit Committee Member 
  Cristi Pruitt, Audit Committee Member 
 Joe Denning, Commissioner and Audit Committee Member 
CC:   Kris Crowe, Fleet Division Manager 
  
Pursuant to the approved 2015/2016 Internal Audit Plan, I hereby submit the Fleet Mechanic 
Efficiency Audit.  The objective of this audit is to evaluate the effectiveness and efficiency of 
fleet mechanic services including preventative maintenance, repairs, outfitting new equipment 
and evaluate appropriate staff allocation to the division.  The body of the report consists of 
observations, recommendations and management’s responses to the recommendations.  
 
Results in Brief 
Based on the results of this audit, substantial opportunity exists for Fleet Services to improve its 

processes and become more accountable.  The audit identified several areas where the 
management and supervision of fleet technicians and daily operations can be improved.  Seven 
(7) recommendations are identified within this report to improve the effectiveness and efficiency 
of fleet services. The recommendations are as follows: 

1. Management should standardize technician procedures and ensure that all labor 

hours are consistently and accurately entered so data can be relied upon by 

management and used to evaluate performance and staffing needs. 

2. Management should evaluate current technician staffing levels.  Audit 

calculations of industry standards indicate a possible need for two additional 

technicians. 

3. Management should decide what level of service should be provided, if any, to 

outside agencies.  A written agreement should be approved by the Board of 

Commissioners so expected service levels are consistently performed as well as 

appropriate guidance provided for Fleet management. 

4. Management should implement the updated Fleet Focus software that was 

purchased in June 2012, but has never been implemented. 

5. The daily scheduling process should be improved to use the software and 

streamline the current manual process.  Various sheets and e-mails are currently 

used to schedule which can lead to errors or missed items and is extremely time 

consuming.  Improving this process would free up time for the Shop Supervisor 

to adequately oversee daily shop operations and technicians day to day work. 

6. Management should work to incorporate the fire fleet services within the general 

shop scheduling and supervision.  The fire technician works separately from the 

rest of the technicians with limited supervision or oversight from fleet 

management. 

7. The City Manager should work with management to decide how to balance 

adequate authority levels to service responsibility.  Each department differs in 

how they provide service requests for items that are not a repair or general 
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maintenance to fleet services; however, fleet management has limited authority 

on approving the services that they are responsible for installing or maintaining.  

 

It was a pleasure working with the Department of Public Works and the Fleet Division 
employees. The technicians take great pride in the services they provide and they were very 
cooperative throughout the audit process.   
 
Sincerely, 
 
 
Deborah Jenkins, CFE, CICA 
Internal Auditor 
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Background 
In September of 1970 a Service Division was created at the City of Bowling Green.  The 
responsibilities were to maintain and operate the City Service Center and maintain city vehicles 
and equipment under the leadership of a Service Center Manager.  This function had been 
performed by various employees within the Street Division or outsourced to local repair facilities 
in the past. In October 1973, the position of Service Center Mechanic was created and in 1978 
the division was combined into the Public Works Maintenance Division. It remained as a 
combined division until 1997 when the department was reorganized due to recommendations 
from a management study back to the Service Center Division.  In 2002, the name was changed 
to Fleet Management Division which it is still known as today.  
 
Fleet operates a central repair facility located at 611 Raven Street.  The division is ASE Certified 
and can perform in house warranty on Ford and General Motors vehicles.  They provide the 
preventative maintenance and repairs for all City vehicles, and most of the City’s equipment, in 
addition to a few outside agencies vehicles and buses.  Fleet Management works with all City 
departments to prepare vehicle bids when new vehicles or equipment needs to be purchased or 
when items need to be analyzed for removal from the City’s fleet. There are a total of 10 full-
time positions within this division as shown below.   

 
 
The various pieces of equipment are categorized by maintenance class.  The chart below is a 
listing by maintenance class as of April 5, 2016.  The total number of units fluctuates within the 
year as new pieces are purchased and put into service and others are retired and sold at auction or 
to another governmental agency.  All City units are maintained by Fleet except for certain pieces 
of equipment that are maintained by Park Maintenance; however, occasionally Fleet is asked to 
perform repairs or upgrades to the Park’s units.  When this occurs, Fleet staff will add the park 
units to their Fleet Focus software in order to track any work performed by Fleet. 
 

Maintenance Class Total City Units Outside Agency Units Total Units Serviced 

Light Vehicles 125 22 147 

Police Patrol 110 0 110 

Medium Duty Vehicles 27 42 69 

Fleet Manager 

(1)

Fleet Inventory 

Coordinator (1)

Office 

Associate (1)

Fleet 

Supervisor (1)

Equipment 

Technicians (6)
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Heavy Duty Vehicles 20 2 22 

Fire Apparatus 17 0 17 

Solid Waste Packers 2 0 2 

Heavy Equipment 26 0 26 

Light Equipment 94 0 94 

Components 59 0 59 

Grand Total 480 66 546 

 
 

 
 

Outside Agencies in which Fleet Management provides services to include: 

• Community Action buses and vans for public transit and senior center 

• Head Start school buses 

• Housing Authority of Bowling Green 

• Warren County Library 

• Warren County Rescue Mobile Command Bus 
 
The Fleet Technicians also perform vehicle setups with each new vehicle which can be very 
extensive.  Police vehicles can take around 50 working hours per vehicle to get it ready to be 
assigned to a police officer.  When the police cruiser is purchased, it must be completely 
outfitted before it can be put into use.  When the cruisers arrive from the manufacturer, the back 
seat has to be removed for installation of the back seat cages, wiring must be installed for all of 
the lighting and sirens; as well as for the electronic components needed for the dash cameras, 
mobile computer and other various needs.  This is all performed in-house by Fleet Technicians. 
 

Fleet Maintained Units

Light Vehicles

Police Patrol

Medium Duty Vehicles

Heavy Duty Vehicles

Fire Apparatus

Solid Waste Packers

Heavy Equipment

Light Equipment

Components
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Vehicle upon arrival 

 

 
Removal of rear seat and panels 

 

 
Rear seat and cage after full outfitting 

 

 
Technician installing rear wiring and required IT components 
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Front console, computer and radio outfitting 

 

 
Completely outfitted Police Vehicle  

 
Police cruisers are by far the most extensive outfitting that must be completed; however, the 
Fleet Technicians also outfit all of the other City vehicles to the department’s specific needs.  
When the City is ready to replace a police cruiser or departmental vehicle, the fleet technicians 
are also responsible for removing all of the City equipment and lettering before the vehicle can 
be sold at auction or to another governmental agency. 
 

Objective 

The objective of this audit is to evaluate the effectiveness and efficiency of fleet mechanic 
services including preventative maintenance, repairs, outfitting new equipment and evaluate 
appropriate staff allocation to the division.   

 

Scope 

The scope of this audit included Fleet Division operations from January 1, 2015 through 
December 31, 2015. 
 

Criteria and Approach 
This audit was based on documented policies and procedures, as well as general best business 
practices.  The approach consisted of three phases: 
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 1. Understanding the Process: 
During phase one, an introductory meeting was held to discuss objectives of the audit work, 
collect information and documentation, and inform them why they were selected.  I then 
conducted interviews and multiple observations with each fleet bay to gain a general 
understanding of each technicians work and challenges.  I also spent time observing the Fleet 
Supervisor to understand the coordination and scheduling process for the technicians. 
 
 2. Sample Determination and Detailed Testing: 
During phase two, seven (7) risk areas were identified and prioritized based on perceived control 
techniques, control weaknesses, as well as the impact to the effectiveness and efficiency of the 
division.  A combination of randomized testing and haphazard selection of samples were tested 
based on the priority scale of risks identified.   
 
 3. Reporting: 
During phase three, I analyzed and evaluated the results of the tests performed.  I then 
summarized the observations and recommendations into a report format based on the analysis. A 
draft was provided to management for review and their management responses were 
incorporated into this report. 
 

Statement of Standards 

The audit was performed in accordance with government auditing standards (except for the 
completion of an external peer review), which are promulgated by the Comptroller General of 
the United States. Those standards required that I plan and perform the audit to afford a 
reasonable basis for judgments and conclusions regarding the organization, program, activity or 
function under audit.  An audit also includes assessments of applicable internal controls, 
compliance requirements under the law and regulations when necessary to satisfy the audit 
objectives. I believe this audit provides a reasonable basis for the conclusions. 
 

Audit Conclusion 
Based on the results of this audit, substantial opportunity exists for Fleet Services to improve its 

processes and become more accountable.  The audit identified several areas where the 
management and supervision of fleet technicians and daily operations can be improved.  
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Observations and Recommendations 
1. Management should standardize technician procedures and ensure that all labor 

hours are consistently and accurately entered so data can be relied upon by 

management and used to evaluate performance and staffing needs.   

 

Observation 

The lack of accurate and timely technician time posted to work orders is an ongoing issue that 
was included in the Fleet Division Audit finalized in January 2012, in the resulting follow-up 
audit finalized in July 2014 and continues as an issue in 2016.  The posting of time charged to 
work orders is inconsistently required by management and often is entered after the work was 
actually performed; therefore many estimated times are entered instead of actual time.  The late 
entry of work time was shared with management during the follow-up audit in 2014, but entry 
has not been enforced with all technicians.  There is no real consistency in time entry. 
 
The table below is a summary by technician with the total number of 2015 work orders that each 
technician clocked in on and how often the labor time was entered after the date that the labor 
was said to be performed.  There are a couple of technicians who do a very good job of entering 
their labor time on the date that the work is performed, but there are others who consistently 
charge their time either the day after as they close the work order, or in some cases many days 
after, including up to 137 days after the date that the work was performed. 
 

 
 
An analysis was also performed to extract the amount of hours in 2015 that each technician was 
at work and available to perform maintenance and repairs by excluding all leave time and any 
education hours where the technician would not have been at the shop.  The 2015 actual work 
time was compared to the total hours charged on work orders to determine the percentage of time 
charged as productive time on work orders.  According to industry standards found from 
Mercury Associates and Government Fleet, 70% of technician worked time is the benchmark for 
productivity.  According to The City’s Fleet Management, the technicians maintained 70% 
productivity in 2014 and 81% in 2015. 
 
The average found by audit calculations showed an average of 82%; however, the individual 
averages ranged from roughly 50% up to over 95%.  This is another indicator that either: 

1. the labor time charged to work orders is not charged consistently and accurately; and/or 
2. the distribution of work among the technicians is greatly varied.   

Technician

Total 2015 Work 

Orders

No. With Labor Time 

Entered AFTER 

Labor Date

% of Time Labor 

Charged AFTER 

Date Worked

1                498 251 50.40%

2                564 25 4.43%

3                196 54 27.55%

4                346 8 2.31%

5                519 137 26.40%

6                235 156 66.38%
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Considering the non-work order related tasks that must be performed within a shop (daily prep, 
cleanup, meetings, breaks, etc.), a goal of 80% productivity is reasonable so it is likely that there 
is some inflation of charged time in some cases and underreporting of time in other cases.  The 
table below shows the individual percentages charged per technician.   
 

 
 
The duties of each technician are different so it would not be expected for each of the technicians 
to complete the same number of work orders each year.  Technician specializations include fire 
apparatus, heavy equipment, customized outfitting of new vehicles, general preventive 
maintenance and repair to midsize and light vehicles and equipment.  The specialization of each 
technician was taken into consideration and expected results were discussed with management 
after the total work orders were summarized. 
 

Risk 

Without accurate data being entered into the software, management cannot rely on the Fleet 
Division’s data for future reporting, technician performance evaluations or future staffing level 
analysis. 
 

Recommendation 

An old management proverb says, “You can’t manage what you can’t measure.”  In order to 
determine actual operational efficiency and effectiveness of Fleet Technicians, reliable data must 
be available.  When the analysis shown above was shared with Fleet Management, they were not 
surprised by the results and agreed that technician accuracy and productivity varied. 
 
Management should take advantage of the pending software upgrade to fully review technician 
work order entries and related time to ensure that future processes are accurate and reliable.  
Technicians should not have the ability to go back into a work order and enter their time after the 
task is completed.  After the technician entry of time is consistent and reliable, then management 
can use that data to assist in evaluating technicians and work load, productivity and staffing 
levels. 
 

Management Response 

The nature of the automotive repair industry is not unlike any other industry in the fact that often 
times the individual has to juggle many tasks.   Generally, the fleet technicians will have multiple 
work orders in many stages of completion, due to waiting on parts, waiting for the vehicle to 

Technician

 Total W/O per 

Tech. 

 % of 2015 Hrs. 

charged to W/O 

1                498 83.04%

2                564 86.26%

3                196 95.50%

4                346 85.27%

5                519 93.04%

6                235 49.95%

Average 82.18%
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return or various other reasons.  The technicians are also regularly pulled from their current work 
order to troubleshoot an issue or make a quick repair on a drive up vehicle. 
 
Due to the multiple tasks the technicians may complete in the day, they have developed the habit 
of posting their labor times at a later date.  The delay in posted labor hours has resulted in 
inaccurate data. 
 
Fleet management will emphasize to the technicians that maintaining accurate labor times is a 
requirement and not optional.  
 
Management will begin performing daily labor audit reports for the previous day’s labor and 
compare them to the technician’s clock hours.  
 
Management will take advantage of a pending software upgrade to review all work order        
processes.  When any new processes are finalized, Fleet management will ensure all of the fleet 
staff is trained and held accountable for their portion of its implementation. 
 

2. Management should evaluate current technician staffing levels.  Audit calculations 

of industry standards indicate a possible need for two additional technicians. 

 

Observation 

In order to determine if the Fleet Technicians are operating efficiently, one of the important 
issues to analyze is the staffing level for the City’s centralized maintenance shop.  After some 
research was conducted, there is an industry standard to assess technician staffing levels by using 
a Vehicle Equivalent Unit (VEU).  Mercury Associates and the Matrix Consulting Group are 
recognized as the authorities on analyzing staffing levels for fleet services and there was 
additional information found within Government Fleet magazine on calculating VEU’s.  By 
using this information, an analysis was performed on the City’s current staffing levels.  The units 
maintained and repaired by the City’s Fleet Division were categorized by maintenance class 
sizes and outside agency units were separated from the City’s vehicles and equipment.   
 

 
 
Then using the City’s Fleet inventory, I compared the City’s six Fleet Technicians actual hours 
worked in 2015 to the industry standard to ensure that the industry estimated hours worked of 

Maintenance Class VEU Value Total City Units Total VEU's Per Class

Light Vehicles 1.25 125 156.25

Police Patrol 2 110 220

Medium Duty Vehicles 3 27 81

Heavy Duty Vehicles 5 20 100

Fire Apparatus 10 17 170

Solid Waste Packers 6 2 12

Heavy Equipment 5 26 130

Light Equipment 0.5 94 47

Grand Total 916.25

City Owned Vehicles and Equipment
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1,456 was applicable to the City.  Even though the annual estimated number of working hours in 
a year is 2,080 (40 hr.’s per wk. x 52 wks.), the estimated worked hours removes all benefit time 
such as holidays, vacation, personal days, sick days, etc., to arrive at the actual number of hours 
on the job in a given year.  The City’s 6 technicians averaged 1,797 hours on the clock which is 
above the industry standard, but also includes a total of 265 hours of overtime and compensatory 
time above the 2,080 base hours. Even though the City Fleet Technicians worked over the 
standard number of hours, the industry standard of 1,456 hours were used in the assessment due 
to the fact that 2015 was an unusual weather year which may have affected the hours required by 
staff. 
 
The next step in the analysis was to take this information and calculate the annual labor hours 
needed to maintain the City’s Fleet.  The actual hours tracked within the City’s current Fleet 
Focus Software were not deemed to be reliable by current processes (See Recommendation No. 
1) so a benchmark that is used within the industry is 10 to 15 annual maintenance hours for one 
VEU.  In determining the City’s annual maintenance, consideration was taken for the City’s age, 
condition and experience of our mechanics.  The City has a good mix of new and used vehicles 
with some older vehicles that have been well maintained and the Fleet Technicians have a good 
experience ranging from 5 to over 45 total years of experience and averaging 9 years’ experience 
within the City’s Fleet Division.  Based on these factors, 13 annual maintenance hours were 
estimated for the annual demand for labor to handle the City’s needs. 
 

 
 
According to these calculations, the City should have eight technicians to handle the work load 
based on the number of City units they are responsible for maintaining.  Another industry 
standard is to compare the number of VEU’s that each technician can maintain.  The benchmark 
used is 120 VEU’s per technician and the City’s technicians are handling 152 each (916 VEU’s / 
6 technicians) which means the City’s technicians are operating above the industry benchmark 
for efficiency. 
 
Consideration must also be given to the fact that one of the technicians is responsible for the 
custom outfitting of police vehicles and other City vehicles each year.  Time was spent 
throughout this audit observing the process of outfitting police vehicles to gain an understanding 
of the level of work required for each vehicle.  It takes on average 50 hours to outfit each new 
police vehicle and around four hours to remove equipment on each vehicle when it is taken out 
of service to be sold.  This takes a full time certified technician completely out of the day to day 
preventive maintenance (PM) and repair work in order to perform this work.  The technician 
shows a lot of pride in the custom outfitting that is performed and the Police Department is very 
happy with the level of service that they obtain from these services.  However, when calculating 
the number of technicians needed to maintain the City’s fleet size, an estimated 40% of one full-
time certified technician’s time should be removed from the technician time available. 

Total VEU's for City Owned Equipment 916          

Multiply by 13 labor hours annuallly per VEU x 13

Total Technician Hours to Maintain City's Fleet 11,911     

Divide by Annual Technician Hours Worked   /  1,456

Estimated Technician's Required to Service Fleet 8              
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Risk 

Without appropriate technician staffing levels, preventive maintenance and repairs on City 
equipment will be delayed potentially causing additional repairs and costs. 
 

Recommendation 

Management should re-evaluate the technician staffing levels.  Since the labor data entered into 
the current Fleet Focus software cannot be fully relied upon, audit work conducted additional 
analysis based on industry standards.  Industry standards indicate that additional technicians are 
needed; however, the skill level and specialization needed should be analyzed and determined by 
management to best fit the needs of the division.   
 

Management Response 

Based upon the VEU analysis, additional technicians are needed.  However, other factors should 
be taken into consideration in determining how many. 
 
During the years of the most recent economic downturn the City limited the number of 
replacement vehicles purchased, forcing vehicles that were due for retirement to remain in the 
fleet.  Older vehicles require more maintenance which drastically increased the work load of the 
technicians.  Over the last two years the City has resumed purchasing vehicles.  The technicians 
still maintain a heavy work load, but have felt some relief due to the influx of newer vehicles 
. 
As mentioned in the first recommendation of this report the technicians are inconsistent when 
entering their labor hours, resulting in inaccurate data.  In efforts to determine the number of 
additional technicians needed, accurate labor data will be required. 
 
Management will utilize the data generated from future, more accurate reports to determine 
technician efficiency as well as their direct and indirect hours. 
 
Management will utilize historical and current data to estimate future overall vehicle and 
equipment count, as well as determine the pattern of increased repairs based on the age of the 
fleet. 

 
3. Management should decide what level of service should be provided, if any, to 

outside agencies.  A written agreement should be approved by the Board of 

Commissioners so expected service levels are consistently performed as well as 

appropriate guidance provided for Fleet management. 

 

Observation 

The Fleet Division also performs maintenance functions for select outside agencies including 
Warren County Public Library, Housing Authority and multiple Community Action vehicles 
including transportation buses, head start, and senior center.  Community Action is by far the 
largest agency that Fleet performs PM and repair work for totaling over $80,000 worth of labor 
and parts charged in 2015.  The amount of work that is performed on the outside agencies 
vehicles was steadily increasing over the past few years, according to management.  Fleet 
management suspended all work on agency vehicles for a short time in 2015 and then resumed 
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while restricting services provided to tasks that would take less than 3-4 hours to complete.  
Community Action has been directed by Fleet Management to use other service providers when 
the estimated work time is over 4 hours to complete.   
 
Using the same industry standards calculation used in Recommendation No. 2 of this report, the 
estimated staff needed to fully maintain the outside agencies fleet is 1.5 technicians.  
 

 
 
 The City does not currently provide the same level of service to the agencies as City owned 
vehicles.  I was unable to find any written agreement between the City and Community Action.    
The City currently charges actual cost for parts and charges a rate $50 per hour based on the rate 
found in the Fleet Focus software.  Without a written service agreement between the City and the 
agency, it is up to Fleet Management to determine what level of service they will provide at any 
given time.    

 

Risk 

PM and repairs to agencies could be delayed which could hamper public services without a clear 
agreement of service levels between the City and serviced agencies.  
 

Recommendation 

Management should work with Community Action and any other serviced agency to create a 
written and approved service level agreement.  This will clarify expectations as well as amounts 
charged for services and provide adequate guidance to Fleet management going forward. 
 
Depending on the level of service that senior management decides upon, staffing levels should 
be considered as well to ensure that the agencies vehicles can be properly maintained as 
expected. 
 

Management Response 

Community Action makes up the majority of outside services provided by the Fleet Division.  
Fleet makes every effort to repair and service these vehicles in a timely manner.  On occasion, 
Fleet has temporarily stopped or limited the services provided to outside agencies, due to an 
excessive work load with the City vehicles.  Fleet management has not been able to obtain a 
written agreement with Community Action to use as a guide.  Therefore, fleet has used best 
judgment and prioritized the City vehicles ahead of the outside agencies. Fleet Management will 
provide Senior Management and Community Action with all available information necessary put 
together and formalize a comprehensive agreement for services.   
 
 

Total VEU's for Outside Agency Vehicles 164          

Multiply by 13 labor hours annuallly per VEU x 13

Total Technician Hours to Maintain Agency Owned Fleet 2,132       

Divide by Annual Technician Hours Worked   /  1,456

Estimated Technician's Required to Service Agencies 1.5           
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4. Management should implement the updated Fleet Focus software that was 

purchased in June 2012, but has never been implemented. 

 

Observation 

The City purchased a new web-based platform of software management system used by the Fleet 
Division in June 2012 for $5,760.  The new platform has multiple modules (Attachment A) that 
could increase ease of use and efficiency of the division; however, the set-up work has never 
been completed.  The current software platform is not user friendly and the system is not being 
used to its capability.  There are additional functionalities within the new platform purchased in 
2012, but the time must be taken to evaluate the current processes and procedures, and 
implement the new system where it can work as intended. 
 
In 2012 and 2013, Fleet Division and Information Technology staff attended the Asset Works 
Conference to learn more about the purchased upgrade at a combined cost of $14,502.63.  Since 
2012, the City has spent $40,585.25 on annual maintenance for the software.  The maintenance 
costs include modules that we do not even use due to delayed implementation such as customer 
access and dashboards or current processes being handled outside of the software such as shop 
scheduling (see Recommendation No. 5). 
 

Risk 

Outdated software can greatly affect the performance of shop operations and add costs when 
purchased and not implemented. 
 

Recommendation 

Fleet management and staff should work with Information Technology staff to complete the long 
overdue implementation process for the software purchased in 2012, and use this implementation 
process as an opportunity to evaluate and streamline processes.  This will be a time consuming 
project for the Fleet Supervisor since he is the key staff person needed to created tasks and 
framework so assistance should be provided to ensure the software is fully implemented and 
utilized to its full potential. 
 

Management Response 

The need for industry specific software is a necessity in order to meet the needs of maintaining 
the data of the City’s fleet.  As the fleet grows in size and complexity, relying on the software 
becomes even more of a necessity.  The Fleet Focus software upgrade will update elements of 
the software fleet currently uses, along with adding elements to further assist in scheduling, 
inventory and technician efficiency. 
 
Fleet staff, in conjunction with Information Technologies, is currently reviewing existing fleet 
processes to determine how the updated software can assist in the areas of concern. 
 
Management will ensure all Fleet staff is trained on the software upgrades. 
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5. The daily scheduling process should be improved to use the software and streamline 

the current manual process.  Various sheets and e-mails are currently used to 

schedule which can lead to errors or missed items and is extremely time consuming.  

Improving this process would free up time for the Shop Supervisor to adequately 

oversee daily shop operations and technicians day to day work. 

 

Observation 

Time was spent with the Shop Supervisor both at the beginning and ending of a work day to 
learn how the technicians are scheduled for each work day and how customers are contacted for 
service.  The scheduling process is not managed within the Asset Works software, but through a 
system of checklists, e-mails and spreadsheets.  There is no check-in process for customers when 
they drop off a vehicle or equipment for service, so the Shop Supervisor will walk through the 
parking lot to see what is on the lot expecting service.  Throughout the day, the Shop Supervisor 
will try to monitor the lot to see if any other vehicles have arrived for service.  The day I was 
shadowing the Shop Supervisor, a Community Action vehicle was in the parking lot waiting for 
service, but since there is no check-in or out process the vehicle left the parking lot at the end of 
the day without ever being serviced. 
 
A check list is maintained to track if all the steps have been done such as entering the service on 
the spreadsheet, sending an e-mail to the customer, adding to the daily list e-mail for technicians, 
creating a work order in the system and assigning it to a technician.  A sample of the checklist is 
below. 
 

 
 
 
The technicians receive their assigned work through a template e-mail which lists by technician 
which units they are assigned to work on the following day.  A sample of two of the technicians 
schedule within the e-mail is shown below. 
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At the end of the e-mail is a running list of the units that need to be scheduled or rescheduled 
which is also maintained on the spreadsheet. 
 

 
 
Each month, the Shop Supervisor runs a report to show which units are due for preventive 
maintenance services.  An e-mail is sent to various City staff to let them know which vehicles are 
due for service.  The employees are directed to either contact him to schedule or he will send out 
individual e-mails to employees to schedule service.  A sample of this monthly e-mail is below. 
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This multi-sheet and multi-email scheduling system requires a lot of time and constant 
verification between all documentation and to make sure the tasks get completed.  
 

Risk 

Inefficient scheduling process can lead to errors and missed repairs.  It is also an inefficient use 
of the Shop Supervisor’s time which could be dedicated to direct supervision of all technicians as 
well as daily issues that arise. 
 

Recommendation 

Management should consider implementing a check-in process for vehicles and equipment.  This 
is the general standard in public service shops and doesn’t require the shop supervisor to have to 
spend time walking the parking lot and potentially missing a vehicle entering or leaving the shop.  
There are some vehicles such as police vehicles that will arrive outside of the normal work day 
so proper accommodations would have to be made for those vehicles, but all other vehicles 
should be arriving during working hours.   
 
As implementation begins on the new platform of Asset Works, special attention should be given 
to the current scheduling process so that it can be managed within the software as much as 
possible in order to free up the Shop Supervisor’s time to supervise the daily shop and 
technicians.  Customer access portals and the systems scheduling capabilities should be utilized 
to help free up time for other supervisory needs. 
 

Management Response 

One of the greatest challenges for the Shop Supervisor is scheduling vehicle and equipment 
repairs and maintenance.  The size and demands of the existing fleet has caused the current 
process to become too time consuming.  This leaves less time for the Shop Supervisor to perform 
his other duties.  The pending software upgrade contains a module that will give all City 
departments the ability to schedule their vehicle online.   



 

20 
 

 
The software upgrade also has the ability to send automated service reminders to an individual e-
mail address, limiting the number of e-mails the Shop Supervisor will have to manually send. 
 
Fleet Management will work with Information Technologies and the department heads to 
determine the most user-friendly and efficient scheduling process. 
 
The anticipated date the Fleet Division will begin using the updated system is October 1st, 2016.  
The anticipated date the scheduling module will be available for all City Departments is January 
1st, 2017. 

 

6. Management should work to incorporate the fire fleet services within the general 

shop scheduling and supervision.  The fire technician works separately from the rest 

of the technicians with limited supervision or oversight from fleet management. 

 

Observation 

The Fire Technician position was transferred to Fleet from the Fire Department in 2012.  Since 
that time, the Fire Technician has operated as a one man shop for the needs of the 17 total units 
of which 8 are the front line trucks used daily.  The Fire Technician receives daily inspection 
lists forwarded by Fire Department supervisors that are completed by each fire truck driver from 
each of the six fire stations.  With three shifts working per week within the Fire Department, this 
causes a daily need to review all of the reports to identify new requests.  These daily inspections 
are used as the repair request and wish list of things to be addressed on the fire trucks and 
equipment. At the bottom of each unit inspection report is a remark section which shows the 
repair items being requested.  A sample of the request sections are listed below. 
 

 

 
 
The fire equipment is very specialized due to the pumping and ladder systems on the fire trucks. 
There is one additional fleet technician who assists the Fire Technician when he is out of the 
office or needs additional help.  However, fire preventive maintenance and repair work orders 
are scheduled directly by the Fire Technician instead of the Shop Supervisor who schedules all 
other units that the division maintains.  The direct scheduling provides the Fire Technician a lot 
of flexibility in scheduling; however, it also results in limited communication and knowledge of 
fire repairs within the general shop operations and supervisors.  The Shop Supervisor stated that 
he allows the Fire Technician to handle his own scheduling and work orders since he is 
experienced and at a higher pay grade than the rest of the Fleet Technicians. 
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The number of Fire Technicians work orders was the lowest completed (196) out of the six 
technicians within the division.  It is reasonable that the number of work orders completed would 
be lower due to the complexity and size of the units compared to normal small or mid-sized 
vehicles; however, the list of open work orders for the Fire Technician also exceeds all of the 
open work orders for the technicians within the division.  Some of this may be due to having to 
order the specialized equipment, but since the shop supervisor isn’t involved in the scheduling 
work orders like he is for all other vehicles, the shop supervisor’s knowledge of the needs of the 
fire equipment is limited.   
 

Risk 

The segregation of the fire technician from the rest of the fleet shop operations limits the 
knowledge, cross training, assistance and supervision of the maintenance and repair of the fire 
trucks and equipment.  Without adequate involvement and supervision, it is impossible to 
determine whether there are additional staffing needs to adequately service the fire equipment or 
if there isn’t adequate productivity of the Fire Technician. 
 

Recommendation 

Fleet Management should work with the Fire Department to improve how and what information 
is provided for the preventive maintenance and repair of fire trucks and equipment.  The Shop 
Supervisor should become more active with the scheduling and work completed for the fire 
trucks and equipment the same way as all other departmental units serviced by the other 
technicians who also report to him. 
 
Special attention should be given to the fire units to ensure that all work is being performed in a 
timely and efficient manner.  Assistance may be needed to keep up with the needs of the 
department due to the specialized nature of the equipment, but Fleet Management should work to 
better incorporate the Fire Technician as a Fleet Division employee rather than thought of as an 
offsite Fire Department employee.  The Fire Technician should ask for assistance when needed 
so more cross training can be performed and he should also be willing to assist with general fleet 
services when time allows or the need arises. 
 

Management Response 

When Fleet assumed the repairs and maintenance of the Fire vehicles, it was done so with a little 
knowledge of the Fire Departments requirements and procedures.  It was quickly determined the 
fire truck fleet was in poor condition.  Due to the lack of familiarity with the fire equipment by 
the shop supervisor and the heavy work load with the rest of the city vehicles, it was determined 
the quickest way to bring the fleet up to an acceptable level was to allow the fire truck technician 
to oversee the scheduling and repairs.   
 
The demands of the Fire Department are different than other departments in the fact that they are 
emergency response and are limited to few back up vehicles.  Working within their schedule is 
difficult and requires timely and accurate communication.  
  
When a more efficient scheduling process is implemented, it is anticipated the shop supervisor 
will have more time to learn the intricacies of the Fire Apparatus’ and the Fire Department 
needs. 
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Fleet management will evaluate the current system and consult with the Fire department to 
determine the most efficient process to service their fleet. 

 

7. The City Manager should work with management to decide how to balance 

adequate authority levels to service responsibility.  Each department differs in how 

they provide service requests for items that are not a repair or general maintenance 

to fleet services; however, fleet management has limited authority on approving the 

services that they are responsible for installing or maintaining.  

 

 Observation 

Throughout the City, vehicles and equipment are either assigned to a specific employee or are 
general use and pool vehicles that are assigned to a specific department or division.  Within the 
work load of fleet services, 40% of the work completed is preventive maintenance and 60% is 
categorized as repairs.  The repairs include general repairs as well as a variety of customizations 
and requests from various levels of staff within the City.  Some departments have designated 
staff that is responsible for the oversight of their fleet and other departments do not have a 
designated structure which results in all levels of employees coming to fleet services for 
additional requests. 
 
There are also instances where the Fleet Management is not involved in fleet related purchases 
until after the purchase has been made and they are told to install the equipment.  An example of 
this is when a GPS system was purchased for the Public Works Operation Division in an effort to 
increase efficiencies and tracking especially during weather events.  Unfortunately, the first 
system was purchased without input from fleet services and after attempted installation, it was 
determined that the system could not do what it was supposed to do.  This resulted in fleet 
services having to remove the system they had installed, purchase a system that would work and 
install a new system.  The new system was installed in spring 2016 and appears to be working 
appropriately. 
 
The purchase and retirement of City vehicles is a calculated process within the annual budget 
process.  Fleet Management is involved in the process of selecting which vehicles need to be 
replaced and what the replacement vehicle should be.  However, in some instances, the 
department decides to keep the old vehicle as a backup or as an additional pool vehicle.  These 
instances result in fleet services still maintaining a vehicle which was deemed past its useful life 
and ready to sale and they are responsible for maintaining the old vehicle as well as the new one.  
 

Risk 

Responsibility for installation, maintenance and repairs without proper authority structure leads 
to increased cost and wasted resources both in technician time and tax dollars. 
 

Recommendation 

The City Manager should work with management to establish key departmental authority within 
each department who is the coordinator and approver of additional service requests above 
general maintenance and repair.  This will assure that each request is approved at the appropriate 
departmental level and provide consistency and appropriate communication with fleet services.   
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The authority level should be clearly defined within the role of Fleet Management as the expert 
in service and repairs of vehicles.  Fleet is responsible for maintaining the fleet and equipment, 
but currently do not have clearly defined authority as to what service requests they have the 
ability to deny when deemed appropriate.  The designated departmental staff in each department 
should work with fleet when they are searching for new and improved items for their vehicles 
and equipment.  This would allow them the ability to ensure that the products purchased would 
work on the City’s equipment. 
 

Management Response 

The Fleet Division makes every effort to assure each vehicle is repaired, serviced or up-fitted 
according to the department’s requests.  On occasion one of these services will be requested that 
the Fleet Division, based on expertise, determines is not necessary or there is a more cost 
effective alternative.   
 
The Fleet Division recognizes and agrees with the various departments need for back-up 
vehicles.  The vehicles used for back-ups are vehicles that are kept after they have exceeded the 
replacement criteria. The problem with this method is it extends the life of a vehicle that has 
been deemed past its usefulness, resulting in the Fleet Division continuing maintenance of an old 
vehicle in addition to the new replacement.  Also, with an additional vehicle available, 
sometimes the back-ups are used along with the primary vehicles rather than when a primary 
vehicle is temporarily out of service.  
 
Fleet Management will collaborate with the individual departments to develop a process in 
which all relevant divisions are consulted when requests are made not concerning general 
maintenance and repair.  
 
Fleet Management will work with the individual departments in efforts to obtain a back–up 
vehicle plan that minimizes the use of the vehicle along with providing vehicles that have not 
exceeded the replacement criteria. 
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