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Fleet Management – an introduction
1. This self-assessment tool is designed to assist you to assess your organisation’s Fleet Management arrangements by answering the question – are you ensuring that your approach to Fleet Management makes best use of resources to support improvements in service delivery? It is not an in depth review or detailed benchmarking exercise.

2. There are a number of well established principles to effective fleet management which can help to improve service delivery, reduce operating costs and minimise the environmental impact of the fleet. This improvement will help achieve the dual aims of ensuring value for public money and promoting an environmentally responsible transport policy.
3. The key principles of effective fleet management are to:

· agree a Fleet Management Strategy and keep this under review. The strategy needs to consider fleet management in the context of your organisation’s wider asset management agenda. It also needs to consider joint working with other organisations;
· ensure arrangements for procurement and disposal are robust;
· ensure the fleet is fit for purpose and utilised optimally;
· ensure an efficient and robust maintenance regime including the prompt reporting and rectifying of vehicle faults;
· develop a well-trained workforce which will be able to operate vehicles efficiently and therefore reduce maintenance and insurance costs;
· adopt a co-operative outlook which seeks to share good practice between departments and other organisations;
· consider environmental issues with specific targets to reduce CO2 emissions and embrace appropriate alternative fuel technologies; and
· use ICT to improve fleet efficiency.
Using this Self Assessment Tool
4. Part 2 of this tool sets out the detailed questions you will need to answer. The table in Part 2 contains prompts as to what good practice looks like and potential pitfalls for you to avoid. You should record your findings in the column headed ‘Findings and Conclusions’. 
5. Your self assessment should involve document reviews, data analysis and interviews. You may also wish to run a short focus group with a sample of vehicle users in your organisation. More detailed guidance on how to request documents, carry out interviews and run a focus group are given in the appendices.

Additional assistance beyond this Self Assessment Tool
6. The Wales Audit Office has developed a Good Practice Exchange on its website. The Exchange is a portal for the sharing of information that can help organisations become more effective in delivering services. The website contains a wealth of information, useful links and examples of good practice from many areas of Fleet Management. The site is continually updated and can be accessed via the Internet at www.wao.gov.uk.

Index of Questions

Set out below are the detailed questions that you will answer as you undertake this self assessment.
A. Does your organisation have an appropriate fleet management strategy?

A1.
Does your organisation have a clear strategy for fleet management either within a single corporate strategy document or within a number of service plans?

A2.
Are the needs of drivers and users considered in setting the strategy?

A3.
Is fleet management performance managed?

A4.
Are all available methods of fleet provision considered?

A5.
Is there a clear replacement policy?

A6.
Has external provision of fleet management been considered?

A7.
Are environmental factors considered?

A8.
Has the ‘grey fleet’ been considered?
B. Does your organisation have appropriate fleet management procurement arrangements?

B1.
Is robust vehicle evaluation undertaken based on the views of drivers and users?

B2.
Has your organisation considered all procurement options and financing arrangements?

B3.
Are procurement decisions based on robust cost calculations in relation to vehicle selection and financing?

B4.
Are central contracts utilised?

B5.
Is procurement based on a team effort?

B6.
Does joint purchasing take place with other organisations?

B7.
Are robust tendering arrangements in place?
C. Does your organisation have appropriate arrangements to ensure efficient use of its fleet assets?

C1.
Has your organisation considered how vehicle maintenance services are provided?

C2.
Does your organisation hold an up to date Operators’ Licence if required?

C3.
Is vehicle maintenance under control and up to date?

C4.
Is the administration of the fleet under control?

C5.
Are drivers trained to use the vehicles they operate?

C6.
Are drivers’ hours properly recorded?

C7.
Is the allocation of vehicles to drivers under control?

C8.
Does your organisation have a comprehensive database of all of the fleet assets it owns?
D. Does your organisation obtain value for money running its fleet?

D1.
Is vehicle servicing taking place in accordance with a plan and is a defect reporting system in place?

D2.
Is tyre management under control?

D3.
Is fuel management under control?

D4.
Are suitable breakdown/recovery arrangements in place?

D5.
Is an appropriate level of insurance cover in place?

D6.
Is an arrangement for hiring vehicles in place?

D7.
Have ICT solutions been considered?
E. Does your organisation obtain best value when disposing of its fleet?

E1.
Is there a clear disposal policy?

E2.
Does your organisation use the most appropriate disposal method?

E3.
Are vehicles used beyond their estimated lives?

Part 2: The question structure and work required

A. Does your organisation have an appropriate Fleet Management strategy?
	Work required and evidence source
	What good practice looks like
	Pitfalls to avoid
	Findings and conclusions

	A1. Does your organisation have a clear strategy for fleet management either within a single corporate strategy document or within a number of service plans? [Index]

	Obtain a copy of the fleet management strategy/policy and compare to good practice.
	The organisation has clearly considered whether it needs a fleet.

If a fleet is required, there is an agreed fleet management strategy or policy which:

· has been considered alongside other areas of asset management (such as buildings);

· is clearly linked to the organisation’s objectives, service plans and other plans;

· clearly identifies the business need for the fleet;

· considers the age and condition of the current fleet;

· promotes joint working across departments and external bodies;

· is clearly linked to available revenue and capital resources; and

· considers environmental issues and refers to reducing carbon emissions.

The document is clear, concise and available to all staff. The document is reviewed on an annual basis.
	No agreed strategy or policy.

The strategy is not widely known in your organisation.

The strategy has not been reviewed in the last 12 months.

The strategy is not up to date with legislative and environmental issues.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	A2. Are the needs of drivers and users considered when developing the strategy? [Index] 

	Obtain copies of meeting notes and user group surveys.
Compare eventual choice of vehicle with the views expressed in the user group survey. 
	Consultation with service and vehicle users takes place including a selection of fleet management performance measures.
	Providing vehicles which do not meet the needs of users or have unnecessary extras.

Allowing too much choice which may undermine potential economies of scale in both procurement and maintenance.

Not involving the end user and facing opposition to new vehicles which may not be fit for purpose.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	A3. Is fleet management performance managed? [Index]

	Obtain a copy of the Business Plan(s) or equivalent and compare it with good practice.

Ensure suitable performance management arrangements are in place to monitor the service and the Business Plan.

Obtain details of the Fleet Manager’s responsibilities and compare how it relates to the Business Plan.

Consider whether your organisation participates in any benchmarking clubs.
	Fleet management is well managed and performance is regularly reported using an appropriate range of performance measures (sample of suggested Performance Indicators (PIs) shown in Appendix 3).

The Business Plan should contain fleet management:

· service objectives and more detailed targets which link to the organisation’s corporate objectives;

· financial budgets;
· performance measures and targets (sample of suggested PIs shown in Appendix 3);
· staff development and training; and
· benchmarking with other organisations.
The responsibilities of the Fleet Manager should be clear including reporting lines to a Director or equivalent.
	Lack of performance management. 
No clear Business Plan.

Fleet management takes place in isolation to the rest of the organisation.

Fleet management issues are considered in a number of business plans but are not pulled together corporately.

Too much focus on workshop performance rather than more strategic issues.
	

	A4. Are all available methods of fleet provision considered? [Index]

	Review the Fleet Management Strategy for guidance on your organisation’s approach to the procurement of fleet.
	There is clear corporate guidance provided on the options to be considered when providing a fleet including:

· lease agreements;

· hire purchase; and

· purchase.
Regular reviews are undertaken to find the best value deals using whole life costing.

More than one option is considered. 
	Changing the policy frequently and having inconsistent types of agreement which become difficult to manage.

Not looking at alternative methods when there could be financial and operational benefits in doing so.
	

	A5. Is there a clear replacement policy? [Index]

	Examine the replacement policy and compare to good practice. 
Test compliance with the policy.
	Replacement policy should be linked to mileage, maintenance costs and condition, and not just age. The organisation should assess the optimum replacement time for each type of vehicle.

The organisation should optimise vehicle use and manage mileage through vehicle rotation.

Users should understand the replacement policy.
	Vehicle use is not optimised – either they are disposed of with a low mileage or they are retained with a high mileage and incur costly maintenance.

For leased vehicles, excess mileage charges can be significant.
	

	A6. Has external provision of Fleet Management been considered? [Index]

	Identify whether your organisation has considered all methods of managing its fleet including outsourcing and working with other organisations.
	Services should be outsourced if the internal provision is insufficient to deliver an agreed level of service or if the cost of the internal service is uncompetitive.
	Not all procurement arrangements are considered and your organisation does not obtain value for money.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	A7. Are environmental factors considered? [Index]

	Identify whether your organisation has considered environmental issues when developing the fleet management strategy. Compare to good practice.
	Targets in place to reduce CO2 emissions.
The organisation has tested vehicles that use alternative fuel.
Diesel/LPG/hybrid car fleets rather than petrol, where appropriate and effective.

Promotion of a ‘green policy’ including low emission vehicles.

Suppliers providing vehicles to test.

Promotion of public transport, bicycles etc.

Journey planning considered across your organisation and with others.

Considering alternatives to travel such as home working and video conferencing.
	Apathy towards environmental issues.
Waiting to see what other organisations will do before embracing alternatives.
No targets set for CO2 emissions.

No trials taking place of alternative fuels and vehicles.

No promotion of alternative travel or low emission alternative transport methods.
	

	A8. Has the ‘grey fleet’ been considered? [Index]
	
	

	Review what action has been taken to assess the value for money and environmental impact of the grey fleet.
See Appendix 6 for further information.
	See Appendix 6 for further information.
	See Appendix 6 for further information.
	


(B) Does your organisation have appropriate Fleet Management procurement arrangements?

	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	B1. Is robust vehicle evaluation undertaken based on the views of drivers and users? [Index]

	Obtain evidence of vehicle evaluation from drivers and users and compare with actual vehicles acquired.
	An evaluation should take place to see whether vehicles are fit for purpose.

Cost benefit analysis undertaken as part of the business case process.

User groups should be involved to obtain their views and experiences.

Discussion and benchmarking with other organisations.
Research on vehicle reviews is undertaken eg, internet.
	Vehicles acquired without an evaluation taking place to see whether they are fit for purpose.
User groups not involved.
No involvement with other organisations with similar vehicles.
Danger of over specified fleet costing more to operate or relatively cheap vehicles which do not enable the service to be properly provided.
	

	B2. Has your organisation considered all procurement options and financing arrangements? [Index]

	Review the procurement guidance to ensure all procurement and financing options have been considered.

Obtain and test the business cases for a sample of lease agreements, hire purchase agreements and invoices for vehicles purchased.
	Budgets are challenged year on year rather than just being increased incrementally.

All options for procurement and financing are considered such as purchase, lease, hire, and outsourcing.

Purchases are grouped to obtain best discounts although vehicles are not necessarily commissioned at the same time to avoid peaks in workloads eg, MOTs. Organisations should aim to maximise the number of vehicles purchased or leased at any one time to obtain maximum discounts.
	Failure to consider alternatives and ‘do what has always been done’. 

Purchases are ad hoc and discounts are not sought or secured. 
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	B3. Are procurement decisions based on robust cost calculations in relation to vehicle selection and financing? [Index]

	Confirm vehicle procurement decisions are based on whole life costs. 

Obtain and test calculations of full life vehicle costs for a sample of different vehicle types. 
Confirm the most cost effective option was taken – if not why not? 

Guidance is provided in Appendix 5.
	Full life vehicle costs should include:

· lease cost or depreciation;

· maintenance;

· fuel/mileage;

· taxation (including VAT);

· insurance;

· monthly payment;

· disposal value;

· early termination cost;

· internal/external fittings; and

· decals/transfers/paint if required.

Organisations revisit assumptions and calculations to confirm they are accurate and amend if necessary.

(An example of a whole life costing is shown in 
Appendix 5.)
	Failure to consider full life vehicle cost.

Only taking up-front discounts into account.

Failure to consider residual value.

Not taking into consideration the cost of extras and decals/transfers/paint.
	

	B4. Are central contracts utilised? [Index]
	
	

	Check that procurement guidelines include the requirement to consider nationally negotiated contracts.

Obtain details of nationally negotiated contracts and find out whether they are being utilised.

For a sample of purchases, identify whether the nationally negotiated contracts are utilised.
	Nationally negotiated contracts are considered such as:
· Central Government;
· Value Wales;
· NHS UK contract;
· Fire Service Procurement Association;
· Fire Buy Ltd; and
· Police Information Technology Organisation.
	Nationally negotiated contracts not being utilised.
Procurement efficiencies not being realised.
No knowledge of specific user groups in other organisations.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	B5. Is procurement based on a team effort? [Index]
	
	

	Obtain a copy of the procurement guidelines.

For a sample of purchases, identify whether procurement decisions are a joint decision between the Fleet Manager and the procurement staff. 
Where necessary, Finance staff should be involved in testing costing calculations.
For a sample of procurements, test to ensure there is a clearly defined project plan and appointed project manager.
	Procurement guidelines should be followed in all cases.

Procurement decisions should be a team effort between the Fleet Manager and procurement staff considering the views of users. Input from Finance staff should be obtained. 

There is a clearly defined project plan and appointed project manager for each significant procurement exercise.

For specialist fleet (e.g. Ambulances) procurements should be managed in their entirety with the procurement of the vehicles and the equipment being run as a single project.
	The Fleet Manager works outside the corporate procurement arrangements.
Procurement specialists fail to take into account the views of the Fleet Manager.
	

	B6. Does joint purchasing take place with other organisations? [Index]
	
	

	Review the procurement strategy for guidance on joint procurement.

If relevant, test a sample of joint purchasing arrangements.
	Joint purchasing of vehicles with neighbouring or similar organisations.

Smaller organisations ‘piggy backing’ on the buying power of larger organisations.

Membership of professional organisations such as Freight Transport Association (FTA), Road Haulage Association (RHA) or Institute of Road Transport Engineers (IRTE) where good practice can be shared.
	No or little knowledge of the fleets in other organisations.

No involvement in professional organisations.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	B7. Are robust tendering arrangements in place? [Index]
	
	

	Test a sample of no more than 10 contracts across services and ensure contract standing orders are being followed. 

	The tendering process should be in line with contract standing orders and EU regulations (as at June 2008):

· Sch1 bodies – Assembly and NHS - £90,319

· Other public bodies - £139,893 (UAs, Police, Fire, Parks and Assembly Government Sponsored Bodies)

Note: the all Wales framework contracts comply with the EU regulations. 

Tenders should be on a like-for-like basis.
	No tender arrangements in place or tender procedures not being followed.
	


 (C) Does your organisation have appropriate arrangements to ensure efficient use of its fleet assets?

	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	C1. Has your organisation considered how vehicle maintenance services are provided? [Index]
	

	Identify whether your organisation has reviewed the provision of vehicle maintenance services. 
	Regularly review the scale and number of in-house vehicle maintenance facilities.

Consider outsourcing vehicle maintenance and working with partner organisations at shared facilities. 
	Vehicle maintenance approach not challenged.
	

	C2. Does your organisation hold an up to date Operators’ Licence if required? [Index]
	
	

	If relevant, obtain a copy of the ‘O’ Licence and check whether the information contained on it is up to date.

Confirm who is responsible for the ‘O’ Licence.
	Up-to-date information including:

· organisation’s details;

· named officer;

· number of vehicles and trailers correct; and

· maintenance details correct.
	Not keeping the ‘O’ Licence up to date.

Failing to appreciate that it is a legal document and should be treated with a high level of importance.
	

	C3. Is vehicle maintenance under control and up to date? [Index]
	
	

	Obtain a copy of the maintenance contract(s).

Confirm maintenance is undertaken based on manufacturer’s recommendations.

Confirm and see evidence that maintenance is up to date.
	Maintenance contract should be current and signed with a service level agreement or contract.
Maintenance should be up to date and in line with manufacturer’s recommendations.
	No contract or service level agreement in place or no review for several years.

Maintenance schedules are slipping.
Manufacturer’s service intervals are not adhered to.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and Conclusions

	C4. Is the administration of the fleet under control? [Index]
	
	

	Confirm by interview and see evidence that Fleet Management is up to date per good practice.

Confirm that vehicle mileage is routinely monitored and compared to estimates.
	Administration is up to date. For example:
· arranging regular and appropriate maintenance (see C3 above);
· obtaining tax discs promptly;
· managing vehicle keys (see C7 below);
· managing driver records;

· managing vehicle fuel cards;
· vehicle files kept up to date;
· monitoring and managing vehicle down time;

· matching up vehicle defects with proof that defects have been rectified; 
· Fleet Management invoices; and
· Fleet Management recharges.
Vehicle mileage is routinely monitored and compared to estimates. 

The Corporate Manslaughter Act 2007 took effect on 6th April 2008. Organisations can now be found guilty of corporate manslaughter as a result of serious management failures resulting in a gross breach of relevant duty of care. This can apply to such failures arising from the provision of vehicles used in delivering public services. Failure to comply with the Act could result in unnecessary loss of life and considerable penalties or fines.
	Unclear roles lead to slippage in vehicle administration.

Lack of understanding of administration, Health & Safety issues and the Corporate Manslaughter Act 2007. 
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	C5. Are drivers trained to use the vehicles they operate? [Index]
	

	Check there is a policy to deal with staff who have had their licences endorsed.

Check to ensure that driving licences are reviewed at least every six months.

Assess whether police checks are undertaken on all staff who travel with vulnerable people.

Review evidence that your organisation has identified training needs of drivers.

Review the guidance provided to staff on the use of vehicles e.g. driver’s handbook.
	There is a policy to deal with staff who have had their licences endorsed.

Driver licence checks should take place at least every six months and a copy kept on file.

Police checks are undertaken on all staff who travel with vulnerable people.

Training should be reviewed to ensure there are enough qualified drivers to drive all the vehicles in the fleet and to cover for absence and sickness.

Drivers are clear about their responsibilities.

Also see details of the Corporate Manslaughter Act 2007 in C4 above.
	Failure to keep records of driving licences may lead to drivers being able to conceal the fact that they have lost their licence.

If drivers are not properly trained there is an increased risk of accidents.

Drivers are unclear about their responsibilities.
	

	C6. Are drivers’ hours properly recorded? [Index]
	
	

	Establish whether tachographs are used in vehicles and evaluate the system to control and monitor.

Establish whether the ‘Domestic Hours’ are being used and hours are recorded. This limits daily driving to 10 hours in a 24 hour period and a daily duty limit of 11 hours in a 24 hour period. Note that police and fire services are exempt from these requlations. 
Some drivers of vehicles under 3.5 tonnes are exempt from the 11 hour duty rule.

	If tachographs are being used there should be a system in place to analyse tachograph charts or driver cards and follow up on any infringements.
	If tachographs are in use there is a danger of records not being analysed in a timely basis.

Failure to follow the hours laws could lead to a fine and the potential loss of the ‘O’ Licence.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	C7. Is the allocation of vehicles to drivers under control? [Index]
	
	

	Establish how drivers are allocated to vehicles and how that information is communicated to drivers and other relevant staff.
Check there is a clear and reasonable policy for the personal use of vehicles.

Check there are arrangements to ensure private use of vehicles is identified and if necessary treated as a benefit in kind.
	Vehicles should be booked out with keys. This reduces the risk of keys and vehicles going missing. It also ensures driving offences can be traced to drivers.
There is an agreed policy for the personal use of vehicles and all staff are aware of it.

Vehicles should be allocated to work so that the mileage is kept under control.

Arrangements are in place to ensure private use of vehicles is identified and treated as a benefit in kind.

	When controls are not in place there is a chance that less care is taken with vehicles as it becomes more difficult to check who was driving a vehicle when it may have been damaged.
Private use is not identified and tax liabilities arise.
	

	C8. Does your organisation have a comprehensive database of all of the fleet assets it owns? [Index]
	

	Review the fleet asset register arrangements and ensure appropriate controls are in place to ensure completeness, valuation, accuracy and existence.
	Robust fleet asset register in place with regular existence checks.
Fleet asset register used as the basis for control.
	Poor controls over assets could result in inappropriate use or loss.
	


(D) Does your organisation obtain value for money running its fleet?

	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and Conclusions

	D1. Is vehicle servicing taking place in accordance with a plan and is a defect reporting system in place? [Index]

	Assess the maintenance position by taking a sample of assets, confirming the agreed maintenance frequency and comparing with actual servicing dates.

Ensure there are procedures in place for drivers to undertake daily vehicle checks and to record and report vehicle defects.

Review the vehicle defect register. Obtain copies of a sample of vehicle defect notes across departments and confirm that defects were rectified on a timely basis.

Obtain evidence that MOT failures and PG9s (which are issued at the roadside to say that a vehicle has a serious mechanical defect) are regularly reviewed.
	The scheduling of vehicle maintenance is PC based which automatically flags up a reminder when routine maintenance is required.

Maintenance is undertaken based on manufacturer’s recommendations or ‘O’ Licence requirements.

Drivers should be issued with vehicle defect books.

Defects should be rectified promptly and there should be an audit trail to confirm this.

No MOT failures or PG9s issued.
	Falling behind the planned maintenance dates or not keeping the information up to date.

Defects not reported which may lead to a vehicle becoming unsafe.

Drivers not being issued with vehicle defect books.

Vehicles failing MOT or being issued with a PG9 at a roadside vehicle check.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	D2. Is tyre management under control? [Index]
	
	

	Confirm arrangements are in place to monitor tyre usage.

Confirm the tyres contract has been tendered for in accordance with standing orders.

Confirm the use of regrooved, retreaded or remoulds has been considered where safe.

Confirm appropriate physical controls over in-house tyre stores.
	Details of number and types of tyres used should be recorded and understood.

New tyres do not always have to be fitted. Retreaded or moulded tyres should be considered and where appropriate tyres should be re-grooved.

Tyres should be regularly checked by drivers.

Tyre contract may include puncture repair and keeping the correct tyres in stock.
	Failing to take advantage of purchasing advantages from using a single supplier.

Not re-grooving tyres when it would be appropriate to do so.

Allowing tyres to be replaced and not keeping accurate records of usage and damage.
	

	D3. Is fuel management under control? [Index]
	
	

	Ensure that your organisation has reviewed whether it is obtaining value for money on fuel purchases by avoiding expensive service stations etc.
Obtain evidence that your organisation monitors miles per gallon (MPG) by vehicle.
	If fuel cards are issued there should be tight control on their usage.
If fuel is drawn from pumps on site a record should be kept on usage.
MPG figures should be recorded and figures published for comparisons.
A fuel management programme may include driver league tables on MPG, driver training, tighter control of fuel issue and general fuel usage awareness which may include poster campaigns.
	No control over the issuing of fuel which may account for up to 30 per cent of fleet operating costs.
Vehicle comparison may be invalidated by inaccurate information or failing to compare similar vehicles and terrains. Fuel supply contract not reviewed on at least an annual basis.
Fuel cards not well controlled.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	D4. Are suitable breakdown/recovery arrangements in place? [Index]
	

	Confirm that your organisation has recently considered breakdown and recovery options and that value for money is being obtained.
	Contact numbers are known by drivers so that if they do breakdown they can seek and receive assistance quickly.
Being able to analyse the type of breakdown could lead to better understanding of the maintenance provision or the particular type of vehicle.
Breakdown recovery provision should match the times when vehicles are in use.
	Drivers not knowing the correct number to contact to seek assistance quickly.
Paying for 24 hour breakdown recovery when vehicles are not operating over a 24 hour period.
Failing to record the reasons for breakdowns and missing an opportunity to rectify any maintenance problems.
	

	D5. Is an appropriate level of insurance cover in place? [Index]
	
	

	Ensure suitable insurance is in place and has been tendered for recently.

Check whether your organisation has considered joint tendering with other organisations.
Establish whether your organisation has analysed vehicle claims and established driver/user training to reduce claims.
	Review should take place annually to ensure an appropriate level of cover exists.
Organisations monitor accidents and assess the link between driver training and accidents.
	Failing to review when the number of vehicles in the fleet has changed.
Failing to record the number of vehicle accidents and not implementing any measures to manage and reduce the number of accidents.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and Conclusions

	D6. Is an arrangement for hiring vehicles in place? [Index]
	
	

	Establish whether spot hiring arrangements represent good practice and are being complied with.
	Contract should be in place for the supply of hire vehicles.
Controls should be in place to ensure suitable vehicles are hired.
If vehicles are being hired regularly, the fleet strength should be reviewed.
	Lack of controls in place on where vehicles are hired from and how much is paid.
Fleet strength not reviewed so money wasted on long term vehicle hire.
	

	D7. Have ICT solutions been considered? [Index]
	
	

	Obtain details of any ICT systems which are being used to assist in Fleet Management issues. For example, vehicle tracking, satellite navigation, route planning etc.
	System based route planning can reduce fleet mileage.

Use of vehicle tracking, satellite navigation and other ICT solutions can help to reduce costs.
Tracking systems can assist with locating the exact positions of vehicles.
	ICT solutions not considered.
	


(E) Does your organisation obtain best value when disposing of its fleet?

	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	E1. Is there a clear disposal policy? [Index]
	
	

	Obtain a copy of the disposal policy. 
Test a sample of disposals to ensure the policy is being complied with.
	Disposal policy should be agreed, available, understood and adhered to.
Redeployment or alternative use should be considered before disposal. 

Organisations should consider removing parts and equipment which can be used elsewhere.

Disposal should be considered on age and condition as well as mileage.
	If the disposal policy is not understood there is a risk of the wrong disposal method being used.
	

	E2. Does your organisation use the most appropriate disposal method? [Index]
	
	

	Establish what disposal methods are considered.
Select a sample of vehicle disposals and follow the audit trail to confirm best value has been obtained. 
	A range of disposal methods are considered including:
· auctions;
· sale to partners or neighbouring organisations;
· private sale to employees; and
· return to leasing company.
Disposal is controlled and recorded, with asset records updated promptly.
	Inconsistency in disposal method leading to potential returns not being realised or maximised for vehicles.
If disposals are not recorded, fleet lists become out of date. This can affect the number of vehicles on the insurance schedule, the number of fuel cards issued, maintenance records etc.
	


	Work required and evidence source
	What Good Practice looks like
	Pitfalls to avoid
	Findings and conclusions

	E3. Are vehicles used beyond their estimated lives? [Index]
	
	

	Obtain details of vehicles both owned and leased which are retained beyond their estimated life and the reasons for this.
	Retaining the vehicle and extending the lease may be a suitable option if it is in good condition due to it covering less miles than expected. Another option is a transfer to less demanding work. 
	Vehicle’s life is extended beyond the planned life or contract period, and maintenance costs rise more than expected.
	


Appendix 1
Initial document request and interview schedule

Set out below are the key documents which you should obtain before undertaking the detailed work. References to questions in Section 2 are shown.

	Document request
	Question Reference

	Detailed fleet list
	Various

	Fleet management strategy or policy 
	A1-A4

	Evidence of user and driver surveys 
	A2 & B1

	Fleet Management Business Plan 
	A3

	Fleet management performance management arrangements/structure 
	A3

	Fleet Manager’s job description or equivalent 
	A3

	Evidence of fleet management benchmarking
	A3

	Fleet management replacement policy (if not in fleet management strategy)
	A5

	Procurement guidelines for fleet management
	B3-B6

	Copy of the ‘O’ Licence (if required)
	C2

	Fleet insurance documents
	D5

	Disposal Policy (if not in fleet management strategy)
	E1


Set out below is a list of the staff members that you might consider interviewing when undertaking the self-assessment.
	Interview schedule

	Procurement Officer responsible for fleet management

	Finance staff involved in fleet management

	Director or equivalent responsible for fleet management

	Executive lead for fleet management

	Fleet Manager

	Internal Audit (if they have undertaken any fleet management work)

	Focus Group – see Appendix 2.


Appendix 2
Running the focus group

Section 1 sets out the requirement to run a short focus group of vehicle users to help answer the focus group questions set out in Section 2. 

What are focus groups?

A focus group for the Fleet Management Review will involve encouraging an invited group of participants to share their thoughts, feelings, attitudes, views, experiences and ideas on Fleet Management arrangements in their organisation.
Why use focus groups?

Focus groups can be a very effective method of gathering a lot of information in a short space of time. They are also: 

· Able to provide ‘triangulation’ of information gathered from document reviews and interviews;
· quick and relatively easy to organise;
· good for obtaining data from a large number of people; and
· a way to ensure participants can act as checks and balances on one another, identifying factual errors or extreme views.
How to plan and prepare for the focus group

· Set up the date for the focus group as early as possible. It will be best held after the document reviews and interviews, to allow ‘triangulation’ and to gather further information for ‘gap filling’.
· Invite up to 10 randomly selected vehicle drivers and others linked to fleet use, to participate in a session to last for about an hour. 
· Prepare an agenda including a list of the questions to be answered.
· Prepare an introduction script explaining the purpose of the session and how it will be run. 
· Be sure to always use a quiet room with few distractions and arrange people in a circle (possibly around a table). Avoid formal settings as people need to feel comfortable in the surroundings.
· Consider providing refreshments.

· Acknowledge that there will be an ‘opportunity cost’ of staff attending the focus group. Consider holding the focus group outside of normal working hours, or at the beginning or end of shifts/working days, to avoid excessive disruption.
Running focus groups

· Ask the participants to introduce themselves.

· Set some ground rules. For example:
· all questions you ask should be open and neutral;
· challenge each other’s views respectfully;
· how long should one person be allowed to speak?

· what timescales should we stick to?
· The facilitator should encourage free-flowing discussion around the relevant issues.

· Phrase issues in terms people will be familiar with.
· Let participants know their contributions are valuable (both through what you say and also your body language).

· It may be necessary to step in and keep the session on-track.
· Disagreements and debates are useful when they lead to new and interesting ideas, but have to be managed carefully. 

· Issues of power and privacy need to be managed sensitively.
· Focus groups should end with the facilitator winding-up the session by stressing all that has been achieved and casting it in a positive light.
Managing risks

A number of potential problems could arise during focus groups, which will all need addressing:
· if one participant tries to dominate the session, the faciltator should invite each person to speak in turn;
· avoid interviewing friends in the same group as they can form cliques – if cliques do form, suggest taking a break and changing seating positions upon returning from the break;
· avoid personal confrontation – allow the group to police itself (e.g. “do others in the group agree?”);
· respect someone’s right to be quiet, but do give them a chance to share their ideas 
one-to-one (e.g. during a break); and
· use differences of opinion as a topic of discussion – the facilitator should avoid taking sides.
What sorts of questions to ask?

Example questions:

· How do the breakdown and recovery arrangements work?

· What sort of training do you get to use the vehicles you operate?

· What are your views on how vehicles are disposed of?

· Are you aware of the organisation’s plans on how it deals with Fleet Management and have you had an opportunity to influence them?

· Are you involved in Fleet Management procurement decisions?
What happens if …! 
	Potential problem
	Suggested solutions

	No one speaks …
	Ask the more straight forward questions first.

Directly ask individuals to contribute.

Go around the group asking each person in turn.

Split the group into smaller groups.

Use ‘post it notes’ to get written views and then discuss.

	One person dominates …
	Be clear on the rules – allow a maximum ‘talk time’ of say two minutes.

Directly ask individuals to contribute.

Go around the group asking each person in turn.

Split the group into smaller groups.

Use ‘post it notes’ to get written views and then discuss.

	They argue amongst themselves …
	Step in and calm the discussion. Use humour or diversion tactics.

Remind them about the purpose of the meeting.

Use ‘closed’ questions.
Consider some of the techniques above.

As a last resort, consider stopping the session.

	They argue with you …
	Calm the discussion. Use humour or diversion tactics.

Remind them about the purpose of the meeting.

Consider some of the techniques above.

As a last resort, consider stopping the session.

	Everyone speaks …
	Step in and calm the discussion.
Remind them of the purpose of the meeting and that everyone will get the opportunity to speak.

Offer the opportunity to speak after the session.

Consider some of the techniques above.

	They are ‘on script’ …
	Listen to what they have to say – the script might be relevant.
Use follow up questions to probe answers.

Interrupt and bring back to the agenda.

Consider some of the techniques above.


Appendix 3
Examples of performance indicators

The following is a list of Key Performance Indicators (KPIs) which your organisation should be regularly reporting on. The list is not exhaustive and is for the purpose of demonstrating the types of information that should be collected. 

Fleet use

· Vehicle downtime – the number of days’ service lost due to maintenance and repairs. This allows organisations to focus on the reasons for an increased figure such as an increase in vehicle damage or the maintenance provider being under resourced.
· Vehicle availability – the number of days the fleet was available for use. This can be used to provide information on availability for service demand.

· Vehicle utilisation – this helps identify whether the fleet is too large or too small. It can also be used to help with decision making on fleet size and also to highlight issues with staff absence.

Compliance

· Number of accidents – this may be used to highlight staff training requirements.
· Number of vehicle defects – this can highlight maintenance issues or how an ageing fleet is adding to authorities’ cost. It can also be used as information for selecting new vehicles.

· Number of MOT failures or first time MOT passes – this can be used to measure the performance of the maintenance provider.

Operational/Environmental
· Fuel usage – miles per gallon – this can be used to highlight staff driving training requirements, prompt investigations on fuel pilferage problems and be used in new vehicle selection.

· Total fleet mileage – this would prompt an investigation on why there had been an increase. Fuel typically accounts for between 20 to 30 per cent of operating costs.
· ‘Green indicators’ such as CO2 emissions or the percentage of ‘green vehicles’ – this would inform the Fleet Management strategy in order to reduce costs, comply with regulations and support environmental policies.
Costs
· Maintenance cost per vehicle – this can be used to investigate whether certain vehicles are costing more, an external maintenance provider is overcharging, and drivers are abusing vehicles and causing excessive damage.

· Tyre cost per vehicle – this can help with investigations on whether there is excessive tyre damage or whether the right type of tyres are being fitted i.e. new tyres fitted when remoulds would suffice.
· Insurance cost per vehicle – this can be reviewed and linked to number of accidents.
· Fuel cost per vehicle – this can be used as part of the total cost per vehicle calculation.
· Operating or running cost per vehicle – when split by vehicle type it may highlight vehicle services which would be better contracted out. 
· Cost per kilometre or mile – a useful measurement for vehicles operating fixed amounts of mileage to provide a specific service.

Appendix 4
Glossary of terms

Contract hire – long-term hire (three years or more) of vehicles as an alternative to ownership, provided by a company under negotiable conditions, but typically including maintenance by the company providing the vehicle. The term is sometimes used where ‘contracting-out’ would be the correct term.

Contracting out – arranging for provision of a service to be carried out by other than your organisation’s own employees.

Downtime – time during which a vehicle is broken down or in the workshop for repair.

External maintenance/external workshops – maintenance work for a fleet carried out by workshops not under the control of your organisation. This definition includes private garages and workshops of other organisations.

Fleet – a group of vehicles using a common maintenance resource.
FTA – Freight Transport Association. The Association has over 12,000 members operating transport fleets in the UK. They provide legislative guidance, training and act as a voice to lobby government on transport issues in all sectors.
GVW – Gross Vehicle Weight. The total weight of the vehicle when fully laden, including the weight of fuel and the driver and passenger if carried. 

GCW – Gross Combined Weight. As above for vehicle and trailer combinations.

HGV – Heavy Goods Vehicles are all those of over 1,525 kg unladen weight. 

IRTE – Institute of Road Transport Engineers. Members include workshop managers, fleet engineers and vehicle technicians. Its remit is to encourage higher standards of safety in operation and provide technical updates and guidance for members.
Light plant – smaller items, generally not road-going, unless trailer mounted, which are normally maintained in a separate bay or shop, and kept on a separate inventory, if recorded at all.

Maintenance – work carried out to ensure that a vehicle maintains a legal state of roadworthiness. 

MOT – an annual test carried out at DTp testing station for HGV, and at approved testing stations for light vehicles which are three years old or more. ‘Light vehicles’ includes private cars, motor caravans (irrespective of weight), dual purpose vehicles under 2,040 kg unladen weight and light goods vehicles of 1,525 kg unladen weight and under.
‘O’ Licence – Operator Licence. Legal document giving permission to operate vehicles over 3.5 tonnes gross weight. Some public sector vehicles are exempt from being included on the licence (eg, police, fire, ambulance, road rollers, some local authority vehicles and recovery vehicles).

PG9 – ‘prohibition guidance’. Issued at the roadside by a vehicle inspector to say the vehicle must be repaired immediately as a serious fault has been discovered.
Repair – work additional to routine service and lubrication necessary to put a vehicle into roadworthy condition. See also ‘Scheduled visit’.

Replacement policy – establishment of planned lives for vehicles for budgetary control purposes.

RHA – Road Haulage Association. Their membership is made up of road haulage organisations and they provide support in training, legal aid, compliance. They also lobby the government on issues such as fuel prices.
Safety checks – carried out at regular intervals to ensure that a vehicle is in a safe and roadworthy condition.

Scheduled and non-scheduled – vehicle visits to the workshop are either ‘scheduled’ or ‘non-scheduled’. Scheduled visits are pre-programmed on a time or mileage basis for the purpose of safety checks, servicing or MOT testing. Non-scheduled visits arise as a result of defects or breakdown. It is important to note that a repair can occur on the occasion of either type of visit, hence the term ‘scheduled repairs’. Thus the division is between categories of visit, not categories of work.

Service – routine maintenance on vehicles carried out to ensure that all legal liabilities are met and that vehicles will not break down. Recommended service intervals are laid down by manufacturers and are based on mileage and/or time.

Spot hire – short term hire of vehicles.

Tachograph – records drivers’ hours on a paper chart or digital driver card.
User – a person or department to whom a vehicle or vehicles are assigned and who controls their day-to-day utilisation.
VOSA – Vehicle and Operator Services Agency. Government agency controlling legal aspects of road transport operations.
Workshop – anywhere vehicles are maintained:

· organisation’s workshops: under the direct control of your organisation; and
· external workshop: not under the control of your organisation.

Appendix 5
Whole life vehicle costing example

	Typical mid-range fleet hatchback

	Operated for (months)
	48

	Overall mileage (business and private)
	80,000

	Business mileage
	40,000

	MPG
	48.0

	CO2 (g/km)
	127

	Pump price per litre (ppl)
	£0.99

	VAT-excl cost/gallon
	£3.83


	Item list price
	£14,900
	

	1. Discount
	5%
	

	2. Invoice cost
	£14,155
	

	3. Projected residual value
	(£3,700)
	

	
	
	% of WLC

	4. Depreciation in fleet (item 2-item 3)
	£10,455
	47%

	5. Funding (composite)
	£2,250
	10%

	6. VED/road tax
	£440
	2%

	7. Service maintenance and repairs
	£2,750
	12%

	8. Insurance
	£2,200
	10%

	9. Fuel (VAT-excl – business miles only)
	£3,192
	14%

	10. Employers’ Class 1A NIC on driver’s benefit in kind charge
	£1,008
	4%

	11. Total WLC in fleet (items 4 to 10 inclusive)
	£22,475
	100%

	12. Monthly cost to business (item 11/48)
	£448
	

	13. Contract hire equivalent (items 4 to 7 inclusive/48)
	£335
	


Appendix 6

Grey Fleet

Introduction

Grey Fleet is the name given to vehicles that are used for business travel ‘owned or leased’ by employees. Grey fleet vehicles need to be managed carefully to ensure they are cost effective, environmentally friendly and safe. Research conducted by independent fleet consultants GFleet found that:
· The average age of grey fleet vehicles was 6.3 years, compared to company vehicles where the average age is 1.5 years; and
· The proportion of grey fleet cars running on petrol versus diesel is 71 per cent compared to company cars where the proportion is 54 per cent. In general terms petrol produces more CO2 than the equivalent diesel.
Older vehicles normally have higher fuel consumption, which means higher CO2 emissions compared to modern cars. In addition, as the average age of grey fleet vehicles is higher, they do not always meet the same safety standards as modern company vehicles. Typically, company vehicles will meet Euro NCAP four or five star safety standards with grey fleet lagging behind.

Grey Fleet risks
Grey fleet drivers reclaim their costs for business mileage from a set mileage rate. In the public sector employees may receive an additional casual or essential car allowance. The mileage rate mostly commonly used is the Approved Mileage Allowance Payments (AMAP). This currently provides 40p per mile for the first 10,000 miles claimed and 25p thereafter for all cars.
The rates are designed to account for the cost of fuel and any other costs associated with running a car such as insurance, tax and depreciation. This may result in unnecessary mileage with employees using their cars to supplement salaries. Unnecessary mileage is costly for the employer and to the environment.
Corporate manslaughter legislation came into force in April 2008. Any company permitting employees to drive on company business will become subject to this legislation. It will become easier for companies to be prosecuted for gross negligence leading to death of employees or members of the public. This is concerning for organisations that have a grey fleet; the inherent safety or the condition of the car (e.g. bald tyres, poorly maintained brakes) may prove to be a factor in any prosecution for corporate manslaughter.
Managing the grey fleet
In order to manage grey fleet drivers, it is important to maintain accurate records for documents, including regular driving licence checks, insurance certificate that includes business use, a valid MOT and maintenance records. Also driving licence checks can now be done electronically without the need to see driving licences.

Some organisations stipulate minimum standards that grey fleet vehicles must meet. The standards can include age, emissions standards (CO2 or Euro 1,2,3,4) or safety standards (Euro NCAP). When an employee’s vehicle does not meet these standards, alternatives need to be considered.

Keeping good records for mileage is important to ensure costs are measured. Often this is done through expenses but there are useful software packages available to assist with the management of the grey fleet that enable mileage to be submitted over the phone or online. In addition, document details can be stored against driver profiles assisting in the management of grey fleet drivers.

Alternatives to grey fleet
Daily car rental can be a cost effective way of reducing risks surrounding grey fleet. A daily mileage threshold is a good way of limiting grey fleet mileage. The threshold can be between 80 and 100 miles per day and gives a clear level over which drivers must use a daily rental vehicle. This also removes the risk surrounding the safety of drivers, as daily rental cars are generally new and regularly checked.
A simple calculation can determine at what point daily rental becomes better value. The graph below shows that a business paying £28 per day for car hire would breakeven at 95 miles per day versus employees using their own car at 40p per mile.
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Pool cars also provide a way of reducing the cost and risk associated with grey fleet although these also require careful management in terms of their maintenance, cleanliness and safety. Vehicles can be selected for their fuel efficiency and exchanged on a regular basis to ensure they meet all the most up to date emission and safety standards.
Other options include the use of car clubs where employees can make use of an allocated car on an hourly basis. More details at: www.carplus.org.uk. 
Public transport provides low CO2 transportation while reducing the risks associated with grey fleets. To compare travel option and journey times visit the Transport Direct website: www.transportdirect.info
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