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James Zehringer, Director

Ohio Department of Natural Resources
2045 Morse Road

Columbus, Ohio 43229

Dear Director Zehringer:

It is my pleasure to present to you this interim report of operations at the Ohio Department of
Natural Resources. This service to ODNR and to the taxpayers of the state of Ohio is being
provided pursuant to Ohio Revised Code § 117.46 and is outlined in the letters of engagement
signed September 4, 2013 and April 2, 2014.

The Ohio Performance Team (OPT) of the Auditor of State's office is managing the project and
is conducting their work in accordance with Government Auditing Standards. This interim report
is issued pursuant to the engagement agreement, which provides that the Auditor of State's office
may issue reports from time to time during the course of the engagement.

The objective of this engagement is to review and analyze selected areas of ODNR operations in
relation to surrounding states, industry standards, and recommended or leading practices. Where
supported, the performance audit will identify recommendations for improvement.

The enclosed interim report is limited to Fleet Management, including operations, processes, and
data-driven management practices, with an eye to maximizing efficiency, cost effectiveness, and
customer responsiveness. This report is subject to modification as appropriate upon issuance of
the final report. This report reviews preliminary findings as of January 6, 2015.

" Sincerely,

~ R

/
/

Dave Yost / Danny A. Cecil
Auditor of $tate Director, Ohio Performarfce Team
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Fleet Management

Section Overview

This section focuses on the Department of Natural Resources’ (ODNR or the Department) fleet
management practices. Information was gathered from the Ohio Department of Administrative
Services (DAS), Office of Fleet Management and ODNR Office of General Services, Fleet
Management (Fleet Management). This section is presented as four separate analyses including:

e Data Collection: The first analysis focuses on data collection practices and compares
ODNR?’s current practice to practices required by DAS.

e Data-Driven Efficiency Opportunities: The second analysis focuses on how ODNR
could use improved fleet management data to identify opportunities for greater fleet
efficiency.

e Passenger Pool Fleet Consolidation: The third analysis focuses on the size and
composition of the passenger pool fleet at ODNR’s central office in Columbus, Ohio
(Fountain Square).

e Fleet Cycling: The fourth and final analysis focuses on the Department’s current vehicle
lifecycle practices compared to those recommended by DAS.

Recommendations Overview

Recommendation 1.1: ODNR should ensure that all vehicle maintenance performed by
Department employees is properly recorded in Fleet Ohio in a timely manner. Required
cost data should include all direct and indirect costs for maintenance, repairs and fuel for
each vehicle.

Financial Implication 1.1: N/A
Recommendation 1.2: ODNR should use fleet data, information, and KPIs to identify and
implement opportunities for greater efficiency and effectiveness. Opportunities already

identified include:

e Reassigning idle vehicles prior to purchasing additional vehicles;
e Disposing of vehicles when repairs are either not cost effective or impractical; and
e Sizing the Parks patrol fleet based on industry standards.

Financial Implication 1.2: Net savings resulting from capturing these data-driven fleet
management opportunities would be $259,121. Individual savings opportunities include.

e |f the Department disposes of the three vehicles identified as impractical for repair it
would recoup $16,601 in residual value.
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e If ODNR reassigned idle vehicles prior to purchasing new vehicles for the Divisions of
Wildlife, Oil and Gas, and Mineral Resources Management (MRM), it would avoid
$156,222 in new vehicle expense.

e |If the Department were to dispose of 34 unneeded patrol vehicles it would recoup
$41,719 in residual value and reduce annual expenditures by $44,579.

Recommendation 1.3: ODNR should consolidate the Fountain Square passenger pool fleet
into a single pool under exclusive management of General Services. Once consolidated, the
passenger pool fleet should be reduced to, at most, 33 total vehicles in order to more
efficiently meet actual demand. Once consolidated and reduced, General Services should
review fleet utilization at least annually to ensure that sufficient demand exists to support
the number and type of vehicles supplied.

Financial Implication 1.3: Eliminating 20 unneeded vehicles will raise $51,386 in one-time
revenue and save $27,411 in reduced annual maintenance, repair and purchasing.

Recommendation 1.4: ODNR should implement fleet cycling guidelines and practices that
recognize a vehicle lifecycle of 6 years and/or 90,000 miles. Vehicles approaching those
parameters should be thoroughly reviewed to determine the current cost per mile
compared to that of newer vehicles. Finally, vehicles nearing the end of service life should
be promptly salvaged to capture as much residual value as possible.

Financial Implication 1.4: Each year the proposed cycling model of 6 years and 90,000 miles is
in place, the Department could save $683,565 in reduced operating costs and increased salvage
values.

Section Background

ODNR holds a fleet of 1,600 cars, vans, and trucks that it uses to support various aspects of
statewide operations. In addition, ODNR leases seven vehicles from DAS. * ODNR’s fleet
management authority is delegated from DAS in accordance with Ohio Revised Code (ORC) 8
125.832(G) because ODNR holds over 100 vehicles and also has a DAS certified fleet manager.
The Department assigns fleet management duties to the Motor Fleet Coordinator within Fleet
Management. In addition to centralized management responsibility, Fleet Management also
maintains a centralized passenger pool fleet for use by any division. Each division also maintains
its own separate fleet and has an employee assigned to fleet coordination responsibilities.
Historically, the majority of the day-to-day fleet operations and management decisions (e.g.,
maintenance and cycling practices) have been made at the division level.? For example, divisions
work with Fleet Management to develop annual fleet plans that include elements such as fleet
costs, composition, vehicle assignments, and the acquisition and disposal of vehicles.® In turn,

! The seven leased vehicles are excluded from further analysis as they are outside the scope of this performance
audit.

% Fleet Management has a full time Fleet Coordinator whereas other divisions assign fleet coordination duties to
employees with other primary job responsibilities.

® DAS requires agencies to turn in one old vehicle for each new vehicle purchased unless the agency seeks and
receives DAS approval to increase fleet size.
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Fleet Management works with DAS to facilitate planned vehicle purchase and disposal.
However, division-specific fleet operations and management decisions result in disposal
practices reflective of varying age and mileage expectations.

Chart 1-1 shows the number of active vehicles in ODNR’s Fleet between fiscal year (FY) 2002-
03 and FYTD 2014-15. This type of overview is important to help demonstrate the inflow and
outflow of vehicles over time as well as to identify any meaningful trends or fluctuations that
could be indicative of changes in management practices or organizational needs.

Chart 1-1: ODNR Total Fleet FY 2002-03 to FYTD 2014-15
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Source: DAS and Fleet Management
Note: Excludes seven vehicles leased from DAS.

ODNR has averaged a total fleet size of 1,571.6 vehicles but, as shown in Chart 1-1, the total
number of vehicles fluctuated between a high of 1,663 in FY 2002-03 and a low of 1,524 during
FY 2005-06. Recent increases in total fleet are due to the addition of vehicles for the Division of
Oil and Gas which was created as a separate division in FY 2010-11 and between that time and
FY 2012-13 added 65 vehicles. The data points in Chart 1-1 also show fleet sizes as of various
points-in-time and are reflective of occasional delays in purchase or salvage which marginally
affects total inventory. In total, ODNR salvaged 364 vehicles between FY 2009-10 and FY 2012-
13 and purchased 429 over the same timeframe.

Table 1-1 shows the number of vehicles within each separate division and operating unit as of
August 2014. This type of overview is important to demonstrate the wide variety of fleet
assignments, but also the relative size of each; both influence the complexity of managing the
total fleet.

Page | 3



Table 1-1: Vehicles by Division as of August 2014

Division/Operating Unit Count Percent of Total
Division of Parks and Recreation (Parks) 563 35.2%
Division of Wildlife (Wildlife) 382 23.9%
Division of Forestry (Forestry) 149 9.3%
Division of Mineral Resources Management (MRM) 136 8.5%
Division of Watercraft (Watercraft) 100 6.3%
Division of Qil and Gas (Oil and Gas) 75 4.7%
All Other Divisions and Operating Units 195 12.1%
Total ODNR Vehicles 1,600 100.0%

Source: DAS
Note: Excludes seven vehicles leased from DAS.

As shown on Table 1-1, Parks (563 vehicles), Wildlife (382 vehicles), Forestry (149 vehicles),
MRM (136 vehicles), Watercraft (100 vehicles), and Oil and Gas (75 vehicles) are the six
divisions with the largest fleets. In total, these top six divisions hold 1,405 vehicles or 87.9
percent of ODNR’s total vehicles. Within these divisions, the most common vehicles are % ton
pickups, % ton pickups, and SUVs.

Fleet management data for all State of Ohio vehicles is maintained by DAS using an online
system known as Fleet Ohio. ORC § 125.832(C) requires that state agencies shall provide
“....fleet data and other information, including, but not limited to, mileage and costs. The data
and other information shall be submitted in a manner determined by [DAS]”. Because DAS has
determined to use Fleet Ohio to record data, the responsibility falls to ODNR to make certain
that data in Fleet Ohio is up-to-date and accurate.

There are two ways for ODNR to maintain Fleet Ohio information; the first is to manually enter
data by logging into Fleet Ohio; the second is to use a VVoyager card to purchase maintenance
services or fuel. Voyager cards are similar to credit cards and are issued to every vehicle in DAS’
inventory; thus every ODNR vehicle has a voyager card. Voyager cards are used to record data
for vehicles fueled and maintained through commercial vendors and information from Voyager
transactions automatically updates Fleet Ohio. However, some ODNR divisions use internal
sources for fuel (e.g., bulk fuel tanks) and maintenance (e.g., in-house mechanics or vendors that
do not accept Voyager). Non-Voyager activities are most common for Parks and Forestry
vehicles due to their wide and varied dispersion across the State; often in remote areas. As
previously noted, because Voyager cards are not used for these transactions, data is not
automatically uploaded into Fleet Ohio and must be hand-entered by division staff. However, as
a matter of historical practice, entering data into Fleet Ohio had not been an area of focus for
regular or complete updates. As a result, Fleet Ohio contains less than fully complete data on a
number of Department vehicles. Most significantly, these deficiencies affect Parks and Forestry
vehicles’ fuel, maintenance, and repair labor cost data.

Prior to the start of this performance audit, ODNR began a number of fleet management
improvement initiatives. For example, beginning in calendar year (CY) 2013, the Department
requested that each division send a representative to a monthly meeting specifically for the
purpose of addressing fleet management issues. Also, Fleet Management created monthly reports
to request information from division managers on vehicles that have not received fuel for 60
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days and/or maintenance for 180 days. During the course of this performance audit the
Department began instituting the following initiatives:

e Reducing the duration of the salvage process;
e Consolidating and reducing the use of bulk fuel tanks; and
e Improving the quality of the data entered in Fleet Ohio.

The Fleet Management section is divided into four sub-sections of analysis, each analyzing a
distinct element of fleet management.

Data Collection: The first sub-section analyzes data collection practices and compares ODNR’s
current practice to practices required by DAS.

Data-Driven Efficiency Opportunities: The second sub-section analyzes how ODNR could use
improved fleet management data to identify opportunities for greater fleet efficiency.

Passenger Pool Fleet Consolidation: The third sub-section analyzes the size and composition of
the passenger pool fleet at ODNR’s central office in Columbus, Ohio (Fountain Square).

Fleet Cycling: The fourth and final sub-section analyzes the Department’s current vehicle
lifecycle practices compared to those recommended by DAS.

Ultimately, the four sub-sections will show several options that the Department can use to
improve the efficiency of fleet management practices.
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R1.1 Data Collection

Background

Ohio Administrative Code (OAC) 123:6-1-08 requires that all employees using a state vehicle
either use the Voyager card to pay for fuel and maintenance or provide information about the
time, date, and cost to DAS manually.

Methodology

This sub-section of the performance audit, Data Collection, seeks to analyze and describe
identified deficiencies in fleet management data. Data for this section was obtained primarily
from Fleet Ohio and supplemented by division-specific maintenance records for the time-period
encompassing CY 2011 to CY 2013. While Fleet Ohio was the primary source of information,
when vehicle-specific data deficiencies were identified (e.g., absence of maintenance
expenditures in Fleet Ohio), division management either verified the accuracy of data or
provided supplemental maintenance records to address the deficiencies. All other questions
concerning Fleet Ohio data were referred to, and addressed by, Department and division
management as needed.

Analysis

Table 1-2 shows Parks maintenance expense by vehicle type that was incurred during CY 2011
to CY 2013, but never recorded in Fleet Ohio, and, by extension, never reported to DAS. Counts
of vehicles by type are included to illustrate the scope of the weakness (i.e., how many vehicles
were impacted).This type of analysis provides an example of the potential magnitude of the data
missing from Fleet Ohio for just one division.

Table 1-2: Parks - No Maintenance in Fleet Ohio CY 2011 to CY 2013

Vehicle Type Total Vehicles' | No Maintenance | Percentage | Total Dollars
1/2 Ton Pickup Trucks 114 85 74.6% $78,451
3/4 Ton Pickup Trucks 70 39 55.7% $19,002
Parks Law Enforcement Vehicles (LEVS) 123 27 21.9% $42,390
Passenger Cars 45 6 13.3% $5,661
SUVs 53 5 9.4% $4,132
Garbage Trucks 6 1 16.7% $1,685
Vans 36 1 2.8% $1,831
Totals 447 163 36.5% $153,152

Source: Fleet Management and Parks
! Total count is the total number of this type of vehicle in Parks as of August of 2014.

As shown in Table 1-2, there were a total of 163 vehicles in Parks that had no maintenance
expenditures recorded in Fleet Ohio for CY 2011 to CY 2013. Within Parks, % ton pickup trucks
are the most common non-LE vehicles and also the most likely to have no recorded maintenance
expenditures in Fleet Ohio. For example, ¥ ton pickups account for 52.1 percent of vehicles with
no recorded maintenance from CY 2011 through CY 2013. In addition, % ton pickups, Parks
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Law Enforcement Vehicles (LEVS), passenger cars, and SUVs round out the top five types of
vehicles with no maintenance and account for 23.9, 16.5, 3.6, and 3.0 percent of the 163 total
vehicles with no maintenance, respectively. The dollar value of unrecorded maintenance
activities and relatively high proportion of Parks vehicles with missing data raises concerns
about doing a fleet management analysis based solely on data available from Fleet Ohio. These
circumstances also highlight potential weaknesses in ODNR’s data collection practices.

In order to provide an appropriate level of reporting oversight to DAS as well as necessary
internal management information the Ohio Department of Transportation (ODOT) has
implemented a policy that requires data collection for in-house maintenance activities. ODOT’s
policy requires that, at minimum, in-house maintenance data be recorded for any maintenance
activity requiring $50 or more in parts or more than one hour of employee labor.

Without an accurate account of the full cost of vehicle maintenance, including labor, it is
difficult to measure the exact cost of fleet operations within a division, let alone across the
Department. The historical practice of recording fleet maintenance and fuel expenditures, but not
ensuring that they were entered into Fleet Ohio has hampered ODNR’s ability to manage the
entire fleet in a uniform manner that provides for optimal efficiency and effectiveness.

Conclusion

ODNR does not currently have comprehensive fleet data that is easily accessible and visible to
Department and division management. As such, the Department is not able to measure uniform
performance on fleet-wide KPIs.

Recommendation 1.1: ODNR should ensure that all vehicle maintenance performed by
Department employees is properly recorded in Fleet Ohio in a timely manner. Required
cost data should include all direct and indirect costs for maintenance, repairs and fuel for
each vehicle.

Financial Implication 1.1: N/A
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R1.2 Data-Driven Efficiency Opportunities

Background

ODNR does not fully realize opportunities to use fleet data to make more informed management
decisions regarding vehicle purchasing, salvage, and fleet size.

Methodology

This sub-section of the performance audit, Data-Driven Efficiency Opportunities, seeks to
evaluate the impact of implementing data-driven opportunities for greater fleet efficiency. Data
for this section was obtained primarily from Fleet Ohio and supplemented by division-specific
maintenance records for the time-period encompassing CY 2011 through CY 2013. While Fleet
Ohio was the primary source of information, when vehicle-specific data deficiencies were
identified (e.g., absence of maintenance expenditures in Fleet Ohio), division management either
verified the accuracy of data or provided supplemental maintenance records to address the
deficiencies. All other questions concerning Fleet Ohio data were referred to, and addressed by,
Department and division management as needed.

Idle vehicles were identified using the ‘no fuel’ reports created by Fleet Management. Analysis
focused on the root cause of why the vehicles were idle (i.e., vacant positions and awaiting
repairs) and quantified the number, type, and residual value of idle vehicles. Complementary
analysis was conducted to identify the concurrent acquisition of new vehicles; a portion of which
could have been avoided through the reassignment of idle vehicles.

Parks LEVs were analyzed to determine the ratio of patrol vehicles to officers. Parks ratio was
then compared to the Ohio Department of Public Safety’s (ODPS) standard to assess the overall
appropriateness of Parks LEV fleet size.

Analysis
Table 1-3 shows the distribution of idle vehicles assigned to vacant positions or awaiting repair
as of July 2014. This type of analysis highlights the number of days that a vehicle might sit while

waiting for a vacant position to be filled or a necessary repair to be made; ultimately focusing on
the opportunity cost of the idle vehicle.
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Table 1-3: Idle Vehicles as of July 2014

Idle Vehicles - Assigned to Vacant Positions

Division Type Count Avg. Idle Days Residual Value *
Wildlife % Ton Pickup 4 203 $45,975
Oil and Gas % Ton Pickup 2 201 $36,875
MRM Y2 Ton Pickup 1 434 $11,825

Total $94,675
Idle Vehicles - Awaiting Repair

Division Type Count Avg. Idle Days Residual Value 2
MRM % Ton Pickup 1 877 $10,425
Forestry % Ton Pickup 1 557 $5,325
Forestry Stake Bed Truck® 1 366 $851

Total $16,601

Source: Fleet Management

! The residual value reflects the National Auto Dealers Association (NADA) average trade-in value for the same
model, year, and mileage as the ODNR vehicle.

% The trade-in value reflects the NADA rough trade-in value for the same model, year, and mileage as the ODNR
vehicle. Rough trade-in value was selected due to the likely poor condition of the vehicle leading to the idle period.

* NADA does not value stake bed trucks. As such, this value reflects a similar truck recently sold at state auction.

As shown in Table 1-3, the seven vehicles that are currently assigned to vacant positions have a
total trade-in value of $94,675. As of July 2014, these vehicles had been sitting from between
201 and 434 days while waiting for new hires. The three vehicles listed in Table 1-3 that were
awaiting maintenance from between 366 and 877 days also represent an opportunity cost. These
three vehicles have a total trade-in value of $16,601 and those dollars could be liquidated and
redirected to replacement vehicle purchases or other activities. However, since the respective
divisions have been able to continue operations without those three vehicles for at least one year,
the Department should consider whether or not the vehicles are needed at all.

Table 1-4 shows the number of vehicles purchased by Wildlife, Oil and Gas, and MRM during
CY 2013. This type of analysis reinforces the opportunity costs of the idle vehicles awaiting a
new hire shown in Table 1-3. For example, if vehicles were reassigned rather than allowed to sit
idle the Department could purchase fewer vehicles. Table 1-4 shows the cumulative financial
impact of this decision.

Table 1-4: Vehicles Purchased by Selected Divisions CY 2013

New Vehicles Purchased

Division Total New Vehicles Avg. Cost per Unit
Wildlife 12 $22,625
Qil and Gas 19 $22,573
MRM 5 $20,576

New Vehicle Cost Avoidance

Division Total New Vehicles Avoided Total Costs Avoided
Wildlife 4 $90,500
Oil and Gas 2 $45,146
MRM 1 $20,576
Total Cost Avoidance 7 $156,222

Source: Fleet Management
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As shown in Table 1-4, if the Department were to reassign idle vehicles rather than purchase
new vehicles it could avoid or delay additional expenditures. Using the example vehicles shown
in Table 1-3, the Department could avoid a new vehicle cost of $156,222. Between CY 2003 and
CY 2012 Wildlife purchased an average of 4 new vehicles per year and MRM purchased an
average of 6 vehicles per year. Oil and Gas, which was established as a separate division in CY
2011, purchased an average of 23 vehicles per year in CY 2011 and CY 2012. In CY 2013
Wildlife, Oil and Gas, and MRM purchased 12, 19, and 5 vehicles, respectively. Tables 1-3 and
1-4 demonstrate that ODNR had idle vehicles in CY 2013 that could have been assigned before
the department purchased new vehicles. While CY 2013 is the first year ODNR collected data on
idle vehicles, operating conditions were similar to previous years. Based on purchasing patterns
from CY 2003 to CY 2012, there likely were opportunities to avoid or delay new vehicle
purchases by identifying and promptly reassigning idle vehicles.

In addition to maintenance and fuel data missing from Fleet Ohio, discrepancies were also
identified in the stated vehicle use in Fleet Ohio and the actual day-to-day use. For example,
Parks had 64 vehicles that had been transferred or purchased from other divisions or law
enforcement organizations that were misidentified as LEVs in Fleet Ohio. Parks identified that
all 64 vehicles are now general use rather than patrol.* Though the misidentification of these
vehicles in Fleet Ohio had no day-to-day impact on Parks operations, their inclusion does
inaccurately inflate the reported number of LEVs in the Department’s inventory. Furthermore, an
accurate count of LEVs makes it possible to assess and strategically right-size the patrol fleet
according to recognized practices. For example, ODPS uses the ratio of two patrol vehicles for
every three patrol officers, or 0.67 cruisers per patrol officer, to determine the correct size of the
patrol fleet.

Table 1-5 shows Parks patrol officers, patrol vehicles, calculated patrol vehicle need, and
difference in current fleet size to the calculated need for CY 2014 by district and in total.

Table 1-5: Parks LEV Need

Calculated Vehicle
District Patrol Officers * Actual Vehicles Need 2 Difference
Central 19 21 13 (8)
North East 27 28 19 (9)
North West 7 12 5 (7
South East 26 23 18 (5)
South West 15 16 11 (5)
Totals 94 100 66 (34)

Source: Fleet Management and Parks

Note: The analysis excludes the aforementioned 64 misidentified general use vehicles.

! Includes only officers that are typically assigned to routine patrol tasks and excludes supervisors and managers that
are assigned vehicles (these specific assigned vehicles have also been excluded).

2 Vehicle needs were calculated by multiplying the number of commissioned officers by 0.67. All vehicle needs
were rounded up to the next whole number.

* The distinction is important because vehicles used for LE tasks such as patrol duties will have special equipment,
including emergency lights, a safety cage for prisoner transport, and special radio equipment.

® ODPS troopers with special assignments (e.g., supervisors or investigators) are typically assigned personal vehicles
and are excluded from the calculation of 0.67 cruisers per patrol officer.
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Table 1-5 shows that applying the ODPS standard of 0.67 patrol vehicles per officer Parks
would need a total of 66 LEVSs; 34 fewer vehicles than are in the current inventory.

Table 1-6 shows the savings that could be achieved if Parks disposed of the 34 excess LEVs
identified in Table 1-5.

Table 1-6: Savings from Parks LEV Reduction

Savings Component Projected Value
Residual Value * $41,719
One-Time Revenue Enhancement $41,719
Reduced Repair and Maintenance ? $16,079
Reduced Purchasing Need * $28,500
Annual Cost Avoidance $44,579
Total Year 1 Savings $86,298
Annual Ongoing Savings $44,579

Source: Fleet Management, Parks, and NADA

! Residual value is based on the average trade-in value of the 34 patrol vehicles with the highest mileage.

% Repair and maintenance savings are based on CY 2011 through CY 2013 average repair and maintenance costs for
the 34 excess vehicles being reduced.

® Reducing 34 vehicles will reduce Parks’ patrol fleet by 27.6 percent. Over the last 10 years Parks purchased an
average of 7.6 patrol vehicles per year, so a 27.6 percent reduction in the total fleet should allow the division to
purchase 2 fewer patrol vehicles each year.

As shown in Table 1-6, Parks can recoup $41,719 in residual value by selling the 34 excess
LEVs. In addition, the Division will save $16,079 in reduced annual maintenance costs and can
avoid $28,500 in annual new vehicle purchases cost. In total, the Division will save or recoup
$86,298 during the first year and $44,579 each year after by reducing the total patrol fleet from
100 to 66 vehicles.

Conclusion

ODNR does not fully and uniformly collect and enter necessary fleet information into Fleet
Ohio. As such, the Department is unable to fully identify and realize data-driven opportunities to
reduce unnecessary fleet expenditures. Current opportunities for improved cost efficiency
include reassigning or disposing of idle vehicles and sizing specialty vehicle fleets based on
industry standards. Upon implementation of R1.1, the Department will be better able to actively
manage the fleet and to identify additional opportunities for greater efficiency and effectiveness.

Recommendation 1.2: ODNR should use fleet data, information, and KPIs to identify and
implement opportunities for greater efficiency and effectiveness. Opportunities already
identified include:

e Disposing of vehicles when repairs are either not cost effective or impractical; and
e Reassigning idle vehicles prior to purchasing additional vehicles;
e Sizing the Parks patrol fleet based on industry standards.
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Financial Implication 1.2: Net savings resulting from capturing these data-driven fleet
management opportunities would be $259,121. Individual savings opportunities include:

e |If the Department disposes of the three vehicles identified as impractical for repair it
would recoup $16,601 in residual value.

e If ODNR reassigned idle vehicles prior to purchasing new vehicles for the Divisions of
Wildlife, Oil and Gas, and Mineral Resources Management (MRM), it would avoid
$156,222 in new vehicle expense.

e |f the Department were to dispose of 34 unneeded patrol vehicles it would recoup
$41,719 in residual value and reduce annual expenditures by $44,579.
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R1.3 Passenger Pool Fleet Consolidation

Background

ODNR maintains a large passenger pool fleet at the central office in Columbus, which is
commonly referred to as Fountain Square. These vehicles are used by department employees to
travel between Fountain Square and ODNR locations throughout the state. Employees generally
return pool vehicles to Fountain Square at the end of the day, but may occasionally keep a
vehicle overnight or over a weekend when involved in extended travel to remote locations.

Table 1-7 shows the distribution of the passenger pool at Fountain Square by division and
vehicle type for calendar year-to-date (CYTD) 2014.

Table 1-7: Passenger Pool Vehicles by Division and Type CYTD 2014

Passenger Division
Division/Operating Unit Cars' SUVs Vans * Total % of Total
Fleet Management 11 1 2 14 29.2%
Forestry 1 2 N/A 3 6.3%
Geological Survey 1 1 N/A 2 4.2%
MRM 2 2 N/A 4 8.3%
Parks 7 N/A N/A 7 14.6%
REALM 3 N/A N/A 3 6.2%
Soil and Water 5 N/A N/A 5 10.4%
Watercraft 1 1 2 4 8.3%
Wildlife 4 N/A 2 6 12.5%
Total Passenger Pool Vehicles 35 7 6 48 100.0%

Source: DAS and Fleet Management

Note: Vehicles leased from DAS are excluded from this analysis.

! Passenger cars include compact, mid-size, and full-size sedans as well as station wagons.
2Vans include minivans and large passenger vans.

As shown in Table 1-7, there are 48 passenger pool vehicles at Fountain Square. General
Services has the largest fleet followed by Parks, Soil and Water, Wildlife, and MRM. The most
common passenger pool vehicles at Fountain Square are passenger cars; 35 vehicles or 72.9
percent. Common passenger car makes and models include the Ford Focus, Ford Taurus, and
Dodge Avenger. The second most common vehicles are SUVSs; 7 vehicles or 14.6 percent. SUV
makes and models include the Ford Escape, Chevrolet Blazer, and Chevrolet Suburban. Finally,
there are 6 vans that represent 12.5 percent the total pool vehicles. Van makes include Chevrolet
and Dodge minivans and two large Ford passenger vans.
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Table 1-8 shows the average age and mileage of vehicles in each division’s fleet for CY 2011
through CY 2013. This table shows that separate division policies on maintenance and
replacement, as well as differences in resource availability, result in different ages and mileages.

Table 1-8: Passenger Pool Vehicles Average Age and Mileage by Division

Division Average Age Average Mileage
Fleet Management 4.7 38,548
Forestry 44 41,063
Geological Survey 13.1 96,581
MRM 3.7 36,008
Parks 11.3 129,938
REALM 9.7 106,212
Soil and Water 11.0 111,067
Watercraft 4.2 37,790
Wildlife 3.9 44,912

Source: DAS and Fleet Management

As shown in Table 1-8, Geological Survey, Soil and Water, and Parks have the oldest average
fleets and Parks has the highest average mileage. Table 1-8 also shows the effect of having
separate fleet policies for each division. The age and mileage of a vehicle affects operating
expense. For example, an analysis of ODNR’s fleet found that passenger cars with 90,000 miles
or less have an average cost per mile of $0.05 whereas vehicles with more than 90,000 have an
average cost per mile of $0.07.

Methodology

This sub-section of the performance audit, Passenger Pool Fleet Consolidation, seeks to
analyze the opportunity to more efficiently meet demand through the optimization of a shared
pool of passenger vehicles at Fountain Square. Identification of passenger pool vehicles was
determined through consultation with, and input from, both Department management and
division representation. Data for KPIs was drawn from Fleet Ohio. Unless otherwise noted, data
represents averages from CY 2011 to CY 2013. Utilization data was obtained from a variety of
sources. For example, Forestry, MRM, Parks, REALM, Soil and Water, Watercraft, and Wildlife
all keep hand-written reservation logs; Geological Survey uses a Microsoft Access database; and
Fleet Management uses an online reservation system supplied by DAS. Where data gaps or
quality issues were identified, further clarifying discussions were held with appropriate
management staff and supplemental documentation, if applicable, was obtained. In some cases,
reservation logs were supplemented by Voyager card data to show how often vehicles were
fueled. This technique was used as a proxy for utilization when other data was unavailable.

Reservation data was used to compare vehicle demand to vehicle supply. Data from each
division for each day was combined to calculate a total daily vehicle demand for the combined
passenger pool fleet. Data on the total number of vehicles available from each division was also
combined to calculate a total combined passenger pool fleet vehicle supply. The combined
passenger pool fleet was analyzed to calculate the total number of vehicles used per day as well
as the number of each type (i.e., sedans, SUVs, vans, etc.) used per day.

Page | 14



This analysis allowed for calculation of a total peak demand as well as peak demand by vehicle
type. Peak demand was used to estimate the optimal future size and composition of the
Department’s passenger pool fleet.

Analysis

Chart 1-2 shows the monthly comparative relationship between total vehicle days used (i.e.,
demand) and total vehicle days available (i.e., supply) for CY 2013. Each day that a vehicle
existed in the Department’s inventory was considered one day of vehicle supply. Each time that a
vehicle was checked out was considered one day of vehicle demand. This chart shows the extent
to which vehicle demand approached vehicle supply.®

Chart 1-2: Passenger Pool Fleet Supply and Demand CY 2013 *
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! Days available include weekends and holidays for a full 365 day year. Weekends and holidays were included
because reservation data shows that vehicles are often kept checked out over weekends or during holidays.

As shown in Chart 1-2, vehicle demand fluctuates due to the seasonal nature of much of the
Department’s operations, but at no point in the year does demand for vehicle days used approach
the number of vehicle days available. The average monthly utilization was 28.2 percent and the
median monthly utilization was 28.7 percent.” The highest demand for vehicle days occurred in
September 2013, when 37.5 percent of vehicle supply days were used. The lowest demand
occurred in January 2013 when 13.7 percent of vehicle supply days were used. Conversely, the
percent of unused vehicle supply days ranged from a high of 86.3 percent in January 2013 to a
low of 62.5 percent in September 2013.

® Data for Forestry, MRM, Parks, REALM, Soil and Water, Watercraft, and Wildlife obtained from hand-written
reservation logs; Geological Survey data from Microsoft Access database; data from Fleet Management from online
reservation system supplied by DAS.

" The median represents the middle value of the data and is commonly used to assess the relative centering and
dispersion about the mean of multiple samples of data.
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Chart 1-3 shows the distribution of total annual miles by vehicle for each of the 48 passenger
vehicles in the passenger pool fleet. This chart compliments Chart 1-2, by showing the average
mileage utilization of each vehicle for CY 2013.

Chart 1-3: Passenger Pool Vehicle Annual Mileage CY 2013
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As shown in Chart 1-3, the median utilization was 10,038 miles and the average utilization was
9,990 miles. This means that 50 percent of cars in the fleet were driven less than 10,038 miles
per year. The Ohio Department of Transportation (ODOT) recently developed fleet management
guidelines that recommend that a fleet manager should only purchase a passenger vehicle if there
is a reasonable expectation that the vehicle will be driven at least 12,000 miles per year. If this
criterion were applied to ODNR’s passenger car fleet, approximately 75 percent of the vehicles
would not meet the annual utilization criteria to satisfy the purchasing threshold
recommendation.
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Chart 1-4 shows the frequency of the number of vehicles used during CY 2013. For example,
the most common number of vehicles used in a single day was 7 and this occurred 25 times. This
type of analysis not only emphasizes the practical daily demand for vehicles, but also helps to
highlight peak daily demand, and how often the combined passenger pool fleet would actually
approach this peak demand.

Chart 1-4: Distribution of Total Daily Demand CY 2013
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As shown in Chart 1-4, of the 48 vehicles available in the Department pool there was not a
single day during CY 2013 when all vehicles were being used. The most common number of
vehicles used on a single day was 7, or 14.5 percent of the fleet, and that level of utilization
occurred 25 times during the course of the year. The second most common number of vehicles
used was 14, or 29.1 percent of the fleet, and that level of utilization occurred 23 times. In
relation to peak demand, the most vehicles needed on any single day in CY 2013 was 33, or 68.7
percent of the fleet, and that level of demand only occurred once. Even on the highest demand
day, 15 vehicles, or 31.3 percent of the total passenger pool fleet, were left unused. The supply
and demand discrepancy shown in Chart 1-4 is partly a product of the siloed, division-based
ownership model and partly a product of a historical lack of focus on measuring the true demand
for vehicles across the entire Department.
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Chart 1-5 shows the peak daily demand by vehicle type experienced during CY 2013. Vehicle-
specific, peak-demand analysis is important to help inform not only the proper size, but also the
proper composition of a future-state consolidated passenger pool fleet.

Chart 1-5: Peak Daily Demand by Vehicle Type CY 2013 *
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Source: DAS and ODNR
! Passenger cars include compact, mid-sized and full-sized sedans while vans include both minivans and larger
passenger vans.

As shown in Chart 1-5, the most commonly used vehicles are passenger cars followed by vans
and SUVs. Given that Chart 1-4 identified the single-day total peak demand for passenger pool
vehicles as 33, Chart 1-5 provides the additional context of peak daily demand by vehicle type
which also equates to 33 total vehicles. Focusing on peak daily demand by vehicle type
reinforces that the majority of the passenger pool fleet would continue to be passenger cars.

Table 1-9 shows a future fleet model with 33 vehicles; optimized to meet the historical peak
demand shown in Charts 1-4 and 1-5.

Table 1-9: Future Passenger Pool Fleet *

Post-Consolidation
Type Used on Busiest Day Inventory Difference
Cars 22 20 (2.0)
SUVs 2 5 7 2.0
Vans 6 6 0.0
Total 33 33 0.0
Source: DAS

! The Department recently leased three Ford Focuses, a Dodge minivan, and a 12 passenger van from DAS; these
vehicles are included as part of the post-consolidation fleet.

% Due to the high age and mileage of the current inventory of passenger cars, the Department would be better able to
meet vehicle demand and control cost by retaining two relatively new, low mileage SUVs and instead disposing of
two more passenger cars.
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As shown in Table 1-9, a consolidated passenger pool fleet of 33 total vehicles would provide
ample vehicles to meet the Department’s needs. The peak demand of 33 vehicles occurred once
in CY 2013 and the most common number of vehicles used on a single day was 7, which
occurred 25 times. Additionally, 17, 18, and 19 vehicles were used 22, 22, and 20 times,
respectively. If this demand pattern were to hold true for future use, the Department would
commonly expect to experience demand for 7 to 19 vehicles per day for a utilization rate of
between 21.2 and 57.5 percent. This means that between 78.8 and 42.5 percent of the fleet would
still be expected to be unused on an average day even after consolidation and right-sizing. This
excess capacity will allow operational flexibility for wvehicles that may occasionally be
unavailable due to routine maintenance or repair.

Table 1-10 shows the number and type of vehicles that the Department could reduce by moving
to a 33 vehicle combined fleet.

Table 1-10: Combined Passenger Pool Fleet Financial Implication *

Vehicle Reductions Vehicle Count Residual Value 2 Maintenance and Repair
Cars 18 $40,824 $9,289
Vans 2 $10,562 $2,052
Sub-Totals 20 $51,386 $11,341
New Vehicle Purchase Cost Avoided $16,070
Ongoing Annual Cost Avoidance | $27,411

Source: DAS, ODNR, and NADA

! The future-state fleet will include a total of five vehicles that are currently leased from DAS. This allows ODNR to
reduce 20 Department-owned vehicles and still have a total future pool of 33.

? Residual values are based on the NADA average trade-in value for the same model vehicle of the same age and
mileage. Vehicles were selected first based on mileage and then age given that higher mileage is typically associated
with higher operating cost.

® Reducing the overall size of the passenger fleet will allow the Department to avoid the purchase of new vehicles.
Based on historical purchasing patterns from CY 2003 to CY 2013 an average of 11.7 new cars per year were
purchased at Fountain Square. The passenger pool fleet represents 30.2 percent of the total passenger vehicles at
Fountain Square which represent an average of 3.5 new vehicles per year. Because the fleet is being reduced by 41.7
percent it is assumed that the Department can avoid purchasing 41.7 percent of the new vehicles it has purchased
historically, or 1.5 total vehicles per year. This number was rounded down to 1 to conservatively estimate total cost
avoidance.

As shown in Table 1-10, the Department could reduce the combined Fountain Square passenger
pool fleet by 20 vehicles resulting in a one-time revenue enhancement of $51,386 in direct asset
sales, annual savings of $11,341 in reduced maintenance and repair expense based on 3 year
average costs of CY 2011 through CY 2013, and $16,070 in annual purchasing cost avoidance.

During the course of this audit the Department began consolidating passenger vehicles located at
Fountain Square into a combined fleet. Vehicles from Fleet Management, Forestry, Geological
Survey, Parks, REALM, Soil and Water, and Watercraft were consolidated into a combined fleet
under the exclusive management of General Services. Vehicles from MRM and Wildlife will be
consolidated as grant-purchased vehicles age out.
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Conclusion

The Department’s practice of allowing for each division to maintain a separate passenger vehicle
pool at Fountain Square results in a passenger pool fleet that is larger than necessary to meet
actual demand. By combining the vehicles at Fountain Square and by sizing the passenger pool
fleet to meet actual demand, the Department will be able to reduce both the number of vehicles
currently underutilized and corresponding maintenance and operational expenses.

Recommendation 1.3: ODNR should consolidate the Fountain Square passenger pool fleet
into a single pool under exclusive management of General Services at ODNR. Once
consolidated, the passenger pool fleet should be reduced to, at most, 33 total vehicles in
order to more efficiently meet actual demand. Once consolidated and reduced, General
Services should review fleet utilization at least annually to ensure that sufficient demand
exists to support the number and type of vehicles supplied.

Financial Implication 1.3: Eliminating 20 unneeded vehicles will raise $51,386 in one-time
revenue and save $27,411 in reduced annual expenses.

Additional Consideration

Each division uses different types of funding for vehicle purchases. For example, Parks typically
purchases vehicles with General Fund money whereas Wildlife uses federal grants to purchase
vehicles. The Department will need to consider that grant funding may constrain the sharing of
already purchased vehicles across divisions. The Department should work with relevant grantors
to see if there is a way to share existing vehicles with other Divisions. In the event that vehicles
cannot immediately be consolidated, Department management should work with division
managers to develop replacement plans that take the combined pool fleet into account. Divisions
that currently own grant-purchased vehicles should plan to join the combined pool fleet as the
existing inventory ages out.
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R1.4 Fleet Cycling

Background

The term fleet cycle describes the age and/or mileage at which an organization plans to remove a
vehicle from inventory. ODNR does not have a consistently applied fleet cycling plan. Instead,
decisions about vehicle salvage (e.g., vehicle age and mileage) are made on an ad hoc basis by
division management.

Methodology

This sub-section of the performance audit, Fleet Cycling, seeks to analyze the cost efficiency of
ODNR fleet cycling models. Data for this section was taken from Fleet Ohio and supported by
testimonial evidence from key ODNR management staff. KPIs analyzed include the average age,
mileage, and both operating and lifecycle cost per mile (CPM)® of: passenger cars, % ton and
compact pickups®, Parks LEVs, and SUVs. Vehicle types were selected for analysis based on
high-level utilization data, salvage data, and ability to impact the overall efficiency of the fleet as
well as through input from ODNR management. Passenger cars were selected because ODNR is
in the process of reducing the passenger car fleet (see R1.3). Pickup trucks are the most common
non-LEVs across the Department, so a plan to more effectively fleet cycle pickup trucks could
have a large impact. A number of older and higher mileage Parks LEVs have been recommended
for reduction (see R1.2), so there may also be an opportunity to more effectively fleet cycle a
down-sized Parks LEV fleet. Finally, SUVs are a commonly used vehicle for both passenger use
and light maintenance duties in divisions such as Parks and Oil and Gas, so they were also
selected for analysis.

Lifecycle CPM was calculated based on the entire lifecycle for each individual vehicle for each
vehicle type. This resulted in a lifetime average CPM that showed how costs changed as vehicle
mileage and age increased. Lifecycle CPM data was used to build two lifecycle models for each
vehicle type. Lifecycle models were used to compare the costs of the current lifecycle to a
potential future optimized model. The current-state model was based on a lifecycle of 180,000
miles, which equates to 15,000 miles per year for 12 years. The future-state, optimized model
was based on a 6 year and/or 90,000 mile lifecycle that is recommended by DAS. Each model
takes into account the cost of fuel, maintenance and repair, and annual cost of depreciation. The
per vehicle lifecycle cost was then calculated for both the current model and a hypothetical
future model that adheres more closely to the DAS recommended guideline.

Recommendations and financial implications included in this sub-section of the analysis assume
that ODNR implements vehicle reductions identified in recommendations R1.2 and R1.3.

& Operating CPM includes fuel, maintenance and repair cost; lifecycle CPM includes fuel, maintenance, repair, and
adds the cost of depreciation.

® There are 65 compact pickup trucks such as Ford Rangers and Chevrolet S-10s in the current fleet. Since there are
no longer compacts available through state contract this analysis assumes replacement with %2 ton pickups.
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Analysis

Table 1-11 shows the average years in service, residual value, and mileage at salvage for three
common types of vehicles from CY 2010 to CY 2013. This type of analysis helps to demonstrate
actual age, mileage, and residual value at the time of disposal.

Table 1-11: Vehicles Salvaged CY 2010 to CY 2013

Type Years in Service Avg. Residual Avg. Mileage
Pickup Trucks 12.9 $4,240 139,376
Park LEVs 11.4 $1,227 164,278
SUVs 14.3 $1,908 154,140

Source: Fleet Management

As shown in Table 1-11, the length of service and average mileage at salvage vary significantly
depending on vehicle type. Each type of vehicle far exceeds the DAS guideline of 6 years and/or
90,000 miles. Pickup trucks exceed the DAS guideline by 53.5 percent or 6.9 years. Parks LEVs
exceed the DAS guideline by 47.4 percent or 5.4 years. Finally, SUVs exceed the DAS guideline
by 58.0 percent or 8.3 years.

Chart 1-6 shows the operating CPM of each vehicle type based on a 12 year and/or 180,000
mile lifecycle for CYTD 2014 (data is from Fleet Ohio in August of 2014). This type of analysis
is important to demonstrate the relationship between the increase in operating costs and the
increase in age and mileage of a vehicle.

Chart 1-6: Vehicle Operating CPM CYTD 2014
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Note: This chart includes operating costs (fuel, maintenance and repair) but not depreciation.

As shown in Chart 1-6, each vehicle type becomes more expensive as it gets older and/or gains

mileage. Over 180,000 miles, passenger car CPM increases from $0.05 to $0.12; a 140 percent
increase. Parks LEVs increase from $0.12 to $0.58 per mile; a 383.3 percent increase. Pickup
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trucks increase from $0.11 to $0.47 per mile; a 327.3 percent increase. Finally, SUVs increase
from $0.09 to $0.32 per mile; a 255.6 percent increase.

Chart 1-7 shows the distribution of mileage for the passenger car fleet from CY 2011 to CY

2013. This type of analysis helps to show the potential for operating cost inefficiencies actually
experienced through operation of a high-mileage fleet.

Chart 1-7: Passenger Car Mileage CY 2011 to CY 2013
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As shown in Chart 1-7, the average mileage for passenger cars is 97,252 while the median is
104,000. As such, more than half of the passenger cars in ODNR’s inventory are at or above the
DAS guideline for a passenger vehicle. Specifically, 73 passenger cars or 59.3 percent are over
the 90,000 mile guideline while 6 passenger cars, or 4.9 percent, are within 15,000 miles of the
guideline. When considered in light of the data presented in Chart 1-6, it is probable that the
Department is incurring more operating expense than would be the case using a more aggressive
fleet cycling plan.
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Chart 1-8 shows the distribution of mileage for the Parks LEV fleet from CY 2011 to CY 2013.

Chart 1-8: Parks’ LEV Fleet Mileage CY 2011 to CY 2013

Anderson-Darling Normality Test

<0.005

1.99

1706825230
-0.696314
-0.483455

88594
41314

89

100857
122327
143490

0
63517

95% Confidence Interval for Mean

95% Confidence Interval for Median
106969

95% Confidence Interval for StDev

97297

48467

95% Confidence Intervals

Mean - I

Median -

80000

Source: DAS and Parks

As shown in Chart 1-8, the average mileage of the Parks LEV fleet is 88,594 while the median
is 100,857. Specifically, 49 vehicles or 55.1 percent are over the DAS 90,000 mile guideline. In
addition, there are 9 vehicles, or 10.1 percent of the fleet, that are within 15,000 miles of the
DAS guideline. Parks occasionally purchases LEVs from other law enforcement organizations
which likely inflate average and median mileage; 13.6 percent of Parks LEVs were purchased
used. Due to the overall high mileage of the Parks LEV fleet it is probable that the Division is
incurring more operating expense than would be the case using more aggressive fleet cycling.
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Chart 1-9 shows the distribution of mileage for the pickup truck fleet from CY 2011 to CY
2013.

Chart 1-9: Pickup Truck Mileage CY 2011 to CY 2013
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As shown in Chart 1-9, the average mileage for the pickup truck fleet is 84,590 and the median
mileage is 78,797. There are a total of 65 compact and 337 % ton pickups in the Department
fleet. 177 pickup trucks or 44.0 percent of the fleet are over the DAS 90,000 mile guideline. In
addition, 35 or 8.7 percent are within 15,000 miles of the DAS guideline. The average is higher
than the median partially because of the relatively high mileage for the trucks in the Parks fleet.
For example, while both Forestry and Parks use pickup trucks for the bulk of operations, the
average mileage for Forestry trucks is 78,971 whereas Parks is 126,508 miles.
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Chart 1-10 shows the distribution of mileage for the SUV fleet from CY 2011 to CY 2013.

Chart 1-10: SUV Mileage CY 2011 to CY 2013
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As shown in Chart 1-10, the average mileage for SUVs is 64,700 and the median is 48,4109.
Specifically, 47 SUVs, or 29.2 percent of the fleet, are over the DAS 90,000 miles guideline. In
addition, 6 SUVs, or 3.7 percent are within 15,000 miles of the DAS guideline. Large differences
between the mean and median values are driven by significant division to division mileage
variation. For example, the mean mileage for SUVs in Parks is 146,288 while it is 27,116 in Oil
and Gas.
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Table 1-12 shows an example of the current pickup truck lifecycle model compared to a 6 year
and/or 90,000 mile model. This type of analysis is instrumental in showing not only how cost of
ownership increases over time, but also the relative total cost of ownership for different models.

Table 1-12: Pickup Truck Lifecycle Cost Comparison

Lifecycle Model Total Miles Lifecycle CPM Total Cost
Current-State (Per Vehicle) 180,000 $0.317 $57,060
Future-State (Per Vehicle) 90,000 $0.227 $20,430
Total Cost of Future-State (2 Vehicles) $40,860
Difference ($16,200)
Percent Difference (28.4%)

Source: DAS and NADA
Note: The future-state will require the purchase of two vehicles over the same 12 year and/or 180,000 miles and will
therefore bring the full vehicle cost to $40,860.

As shown in Table 1-12, implementing the DAS recommended 6 years and/or 90,000 miles
lifecycle can reduce the cumulative lifecycle cost for each vehicle in the fleet. Under the current
practice, the cost of the average full lifecycle for a single pickup is $57,060 over 12 years.'° In
contrast, the more aggressive model will result in a per vehicle lifecycle cost of $20,430.
Implementing the DAS model will require the purchase of two vehicles over the same 12 years
and/or 180,000 miles and, as such, will have a full cost of $40,860. Converting to the DAS
model will save $16,200, or 28.4 percent, on each current vehicle.

Table 1-13 shows a comparison of lifecycle cost per mile for the current-state and future models.

The CPM represents average CPM over the full lifecycle. This table shows how a new fleet
cycling model could reduce the CPM for each vehicle type.

Table 1-13: Lifecycle Cost per Mile Comparison

Current-State (12 Years/180,000 miles — 1 Vehicle)

Purchase Price | Residual Value Annual Lost
Type ! 2 Residual Value | Lifecycle CPM | Lifecycle Cost
Passenger Cars $16,070 $825 $1,270 $0.177 $31,860
Pickups $21,848 $3,250 $1,270 $0.317 $57,060
Park LEVs $21,046 $1,025 $1,668 $0.389 $70,020
SUVs $18,649 $1,908 $1,394 $0.247 $44,460
Future-State (6 Years/90,000 Miles — 2 Vehicles)
Passenger Cars $16,070 $6,250 $1,637 $0.171 $30,780
Pickups $21,848 $12,375 $1,579 $0.227 $40,860
Park LEVs $21,046 $3,825 $2,870 $0.337 $60,660
SUVs $18,649 $7,500 $1,858 $0.222 $39,960

Source: DAS and NADA

! Based on the FY 2014-15 estimated state contract price by vehicle type.

% The current-state residual values are based on NADA average trade-in value for the same model vehicle at 12 years
of age with 180,000 miles. Future-state salvage values are based on NADA trade-in values for the same type of
vehicles, but at 6 years and 90,000 miles.

1% The full lifecycle cost includes lost residual value as well as fuel, maintenance, and repair costs.
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As shown in Table 1-13, implementing a DAS recommended fleet cycling plan will increase the
residual value for each type of vehicle. Passenger cars will decrease from an average of $0.177
per mile to $0.171 per mile; a reduction of 3.4 percent. Pickup truck will decrease from $0.317 to
$0.227; a reduction of 28.4 percent. Parks LEVs will decrease from $0.389 to $0.337; a
reduction of 13.4 percent. SUVs will decrease from $0.247 to $0.222; a reduction of 10.1
percent.

Table 1-14 compares the current lifecycle costs to the estimated costs of a future-state cycling

model. The table shows that each type of vehicle analyzed would benefit from a shift to more
aggressive fleet cycling based on the DAS recommendation of 6 years and/or 90,000 miles.

Table 1-14: Current and Future Cycling Models Comparison

Type Current-State Future-State Difference Annual Savings *
Passenger Cars $31,860 $30,780 ($1,080) $11,070
Pickups $57,060 $40,860 ($16,200) $542,700
Parks LEVs $70,020 $60,660 ($9,360) $69,420
SUVs $44,460 $39,960 (%4,500) $60,375
Total Savings $683,565

Source: DAS and NADA
! The annual savings assume per-vehicle savings multiplied across the fleet for each type; 123 passenger cars; 402
pickup trucks, 89 Parks LEVs, and 161 SUVs and then divided by 12 to calculate the annual savings.

As shown in Table 1-14, the lifecycle costs for passenger cars, pickups, Parks LEVs, and SUVs
would all be less expensive if the Department instituted a more aggressive fleet cycling plan. The
total lifecycle cost of a passenger car would be reduced by $1,080 or 3.4 percent, the pickup
lifecycle would be reduced by $16,200 or 28.4 percent, the Parks LEVs lifecycle would be
reduced by $9,360 or 13.4 percent and the SUV lifecycle will be reduced by $4,500 or 10.1
percent through the implementation of a more aggressive fleet cycling model. As shown in
Table 1-14, implementing more aggressive fleet cycling will result in total annual savings of
$683,565.

Conclusion

The Department lacks consistently applied fleet cycling guidelines which results in a variety of
fleet management practices applied in different divisions. A large number of the Department’s
vehicles are at or near the optimal lifecycle disposal point. The Department could reduce
expenditures on fuel and maintenance and potentially improve productivity by implementing a
future-state fleet cycling program using DAS guidelines.

Recommendation 1.4: ODNR should implement fleet cycling guidelines and practices that
recognize a vehicle lifecycle of 6 years and/or 90,000 miles in line with guidelines from DAS
for vehicle cycling. Vehicles approaching those parameters should be thoroughly reviewed
to determine the current cost per mile compared to that of newer vehicles. Finally, vehicles
nearing the end of service life should be promptly salvaged to capture as much residual
value as possible.
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Financial Implication 1.4: Each year the proposed cycling model of 6 years and 90,000 miles is
in place, the Department could save $683,565 in reduced operating costs and increased salvage
values.

Additional Consideration

The savings in Table 1-14 assume that ODNR will continue to own the vehicles in its fleet.
Alternatively, the Department could exercise the option to lease vehicles from DAS. Leasing
vehicles from DAS may not be as cost effective as optimized, in-house cycling, but it could
afford additional benefits such as reduced administrative overhead from having DAS take over
activities such as paying Voyager bills or purchase orders. In addition, leasing requires a lower
up-front cost which could make it an easier option to implement.
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