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CERTIFIED 
PUBLIC FLEET 
PROFESSIONAL 
(CPFP)

1 – Operations
2 – General Management & Business
3 – Asset Management
4 – Financial Management
5 – Human Resource Management
6 – Risk Management
7 – Environmental Management
8 – Information Management & Technology Systems



CERTIFIED 
AUTOMOTIVE 
FLEET MANAGER 
(CAFM)

1 – Asset Management

2 – Business Management

3 – Financial Management

4 – Information Management

5 – Maintenance Management

6 – Professional Management

7 – Risk Management

8 – Vehicle Fuel Management



CERTIFIED 
EQUIPMENT 
MANAGER 
(CEM)

1 – Financial Management 11 – Human Resources
2 – Procurement & Acquisition 12 – Safety
3 – Risk Management 13 – Outsourcing
4 – Warranty & Performance Guarantees 14 – Parts Management
5 – Benchmarking 15 – Preventive Maintenance
6 – Life Cycle Cost 16 – Shop & Facilities Management
7 – Specifications 17 – Service Definitions
8 – Technology 18 – Service Marketing
9 – Employee Training 19 – Communications
10 – Environmental 20 – Service Improvement



DAKOTA COUNTY, MINNESOTA
• POPULATION 425,000
• 3RD LARGEST MN COUNTY OF 87
• 587 SQUARE MILES
• 1/3 URBAN
• 1/3 SUBURBAN
• 1/3 RURAL
• 30% POPULATION GROWTH 

FROM 1990 TO 2000

Minneapolis

St Paul

Dakota
County



DAKOTA 
COUNTY 
FLEET STORY

• CENTRALIZED ON JUNE 1, 2007
(16 DEPARTMENTS COMBINED INTO ONE)

• OPERATIONAL BUDGET $3.3 MILLION
• CAPITAL BUDGET $2.2 MILLION
• EQUIPMENT REPLACEMENT VALUE $30.1 MILLION
• 6 FUEL ISLANDS & VOYAGER FUEL CREDIT CARDS
• 7 ELECTRIC VEHICLE CHARGING STATION
• 15 STORAGE LOCATIONS + TAKE HOME VEHICLES
• 1 MAIN FLEET MAINTENANCE FACILITY AT EMPIRE
• 3 FLEET FIELD SERVICE TRUCKS
• 11,500 AVERAGE WORK ORDERS
• 14 FTE’S





JOINT POWERS AGREEMENTS

City of Hastings City of Farmington MN Department of 
Transportation

Domestic 
Preparedness 

Committee/Special 
Operations Team

Community 
Development 
Agency (CDA)

South Metro SWAT Dakota County Drug 
Task Force

Dakota 
Communications 

Center (DCC)/Radio 
Services

Soil and Water 
Conservation 

District (SWCD)
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DAKOTA COUNTY 2020
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TECHNICIAN 
TRAINING 
AND 
EDUCATION

• 9 YEARS *BLUE SEAL OF EXCELLENCE CERTIFIED FLEET GARAGE*

• 165 INDIVIDUAL CERTIFICATIONS

• 6 MASTER AUTOMOTIVE TECHNICIANS

• 6 MASTER MEDIUM/HEAVY TRUCK TECHNICIANS

• 8 EMERGENCY VEHICLE TECHNICIANS



INDUSTRY BEST PRACTICES



LEARNING OBJECTIVES
DEVELOP FLEET CAPITAL REPLACEMENT PLAN (FLEET CEP) BASED ON 7 

CRITERIA
MEETING SUSTAINABILITY GOALS
LINKING CAPITAL PROGRAM TO OPERATIONAL PROGRAM
COMMUNICATING VALUE TO USER GROUPS, DECISION MAKERS AND 

ELECTED OFFICIALS



REPLACE VEHICLES AND EQUIPMENT ACCORDING TO LIFE-CYCLE COSTS

REDUCE REPAIR & MAINTENANCE COSTS

INCREASE FUEL EFFICIENCY

REDUCE GREEN HOUSE GAS EMISSIONS

INCREASE SAFETY

MEET USER NEEDS TO PERFORM ESSENTIAL SERVICES

REVIEW LOWER AND UPPER 10% UTILIZATION RATES

USE TELEMATICS (AVL/GPS) TO EVALUATE UTILIZATION & DRIVER BEHAVIOR

RECOMMEND REPLACEMENTS BY APPLYING FLEET CEP POINTS REPLACEMENT CRITERIA

FLEET CEP GOALS



A. POINTS REPLACEMENT CRITERIA
B. FLEET INFORMATION SYSTEM DATABASE
C. FLEET COUNCIL
D. UTILIZATION
E. RIGHTSIZING
F. REDUCTIONS
G. ADDITIONS
H. SELECTOR LIST
I. REMARKETING
J. ADMINISTRATION/FINANCIAL SERVICES APPROVAL
K. COUNTY BOARD/CITY COUNCIL APPROVAL

FLEET CAPITAL EQUIPMENT PROGRAM



FLEET INVENTORY BY CLASSIFICATION
TOTAL  753 ACTIVE UNITS
 42 POLICE SEDANS & POLICE UTILITY
 32 SEDANS
 26 MINIVANS
 21 FULL SIZE VANS – CARGO, PASSENGER
 12 SPORT UTILITY
 72 TRUCKS PICKUPS – COMPACT, ½ TON, ¾ TON
 34 TRUCKS WITH SPECIAL BODIES – DUMP, BUCKET, PAINT, SIGN
 27 TRUCKS TANDEM SNOW PLOW
 84 HEAVY AND LIGHT EQUIPMENT
 16 WATERCRAFT, SNOWMOBILES & ATV’S
 63 TRAILERS
 6 LIFTS
 122 ATTACHMENTS – FOR TRACTORS, LOADERS, TRUCKS, ETC..
 196 SMALL EQUIPMENT – SAWS, BLOWERS, MOWERS, ETC…

$30.1M 
replacement value

Transportation – 30%
Parks, Facilities & Fleet – 39%
Sheriff Office – 26%
All Other Departments – 5%



I. AGE

II. MILES/HOURS

III. TYPE OF SERVICE

IV. RELIABILITY

V. MAINTENANCE & REPAIR COSTS

VI. CONDITION

VII. ENERGY EFFICIENCY

A. POINTS REPLACEMENT CRITERIA







• ONE POINT FOR EACH YEAR OF 
CHRONOLOGICAL AGE

• BASED ON IN-SERVICE DATE

I. AGE



1. ONE POINT FOR EACH 10,000 MILES

2. ONE POINT FOR EACH 20,000 MILES ON 7 LITER DIESEL ENGINES

3. ONE POINT FOR EACH 1000 HOURS ON OVER 150 HORSEPOWER DIESEL 
ENGINES

4. ONE POINT FOR EACH 200 HOURS ON UNDER 150 HORSEPOWER DIESEL 
ENGINES

II. MILES OR HOURS



ASSIGN A 1, 3 OR 5 BASED ON SERVICE TYPE

1 FOR ADMINISTRATIVE SEDAN

5 FOR POLICE PATROL SEDAN

III. TYPE OF SERVICE



LOOKING AT CLOSED REPAIR ORDER COUNT FOR 
LAST YEAR

 1 FOR 4 OR LESS

 2 FOR 5 TO 15

 3 FOR 16 TO 25

 4 FOR 26 TO 35

 5 FOR 36 OR MORE

IV. RELIABILITY



62.00

64.00

66.00

68.00

70.00

72.00

74.00

76.00

78.00

80.00

82.00

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

69.62
68.97

77.29

80.83

75.09

69.52

70.53 70.19

76.04
75.52

70.82 70.81

73.45

76.90

Fleet Technician Utilization Rate



0.07%

0.26%

0.04%

0.07%

0.19%

0.45%

0.18%

0.11%

0.37%

0.49%

0.22%

0.29%
0.27%

0.29%

0.00%

0.10%

0.20%

0.30%

0.40%

0.50%

0.60%

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

County Fleet Rework Repairs



3.08%

1.84% 1.81%

2.97%
3.19% 3.17%

3.33%

4.31%

5.18%

2.69%

3.28% 3.16%

4.75%

3.30%

0.00%

1.00%

2.00%

3.00%

4.00%

5.00%

6.00%

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

County Fleet Operator Error % of Total Repairs
1) unreported damage
2) lack of maintenance

3) misuse



0.00%

10.00%

20.00%

30.00%

40.00%

50.00%

60.00%

70.00%

80.00%

90.00%

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

Scheduled

Non Scheduled

Emergency



COMPARING THE STANDARD MAINTENANCE COSTS TO 
THE (PURCHASE PRICE + NON MAINTENANCE COSTS)

 1 FOR 20% OR LESS

 2 FOR 21% TO 48%

 3 FOR 49% TO 75%

 4 FOR 76% TO 99%

 5 FOR 100% OR HIGHER

V. MAINTENANCE & REPAIR COSTS



0%

5%

10%

15%

20%

25%

30%

35%

40%

45%

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020

Repair Labor Percent Per Group

Transportation

Sheriff

Parks, Facilities & Fleet

All Other Groups



0 TO 5 POINTS WITH 5 BEING POOR CONDITION

BODY CONDITION
RUST
INTERIOR CONDITION
ACCIDENT HISTORY
ANTICIPATED REPAIRS

ESTIMATED BY FLEET STAFF TO DETERMINE RATING

VI. CONDITION



ONLY POINTS THAT APPLY TO THE REPLACEMENT UNIT WITH A MAXIMUM OF 6 
POINTS

 2 FOR SHARING ACROSS GROUPS

 2 FOR RIGHTSIZING

 1 FOR FLEX FUEL

 2 FOR HYBRID, ELECTRIC OR ALTERNATIVE FUEL

 2 FOR ALTERNATIVE POWER UNIT OR ANTI IDLE

VII. ENERGY EFFICIENCY

31



Under 18 Points Condition I Excellent

18 to 22 Points Condition II Good

23 to 27 Points Condition III Qualifies for Replacement

28 Points and Above Condition IV Needs Immediate Consideration

POINTS RANGE



HOW POINTS WOULD BE APPLIED
AGE = 5 POINTS
MILEAGE = 9 POINTS
TYPE OF SERVICE = 5 POINTS
RELIABILITY = 5 POINTS
MAINTENANCE & REPAIR = 3 POINTS
CONDITION = 5 POINTS
ENERGY EFFICIENCY = 1 POINT

TOTAL POINTS = 33 OR CONDITION IV (NEEDS 
IMMEDIATE CONSIDERATION)

<POLICE SEDAN>
• 5 YEARS OLD

• 90,000 MILES

• POOR CONDITION

• 40 CLOSED REPAIR ORDERS LAST YEAR

• REPAIR COSTS EQUAL TO 70% OF PURCHASE 
PRICE

• E85 REPLACEMENT UNIT





NEEDED TO MAKE AN INFORMED RECOMMENDATION
IF YOU DON’T TRACK IT ……HOW CAN YOU EVALUATE

COMPLETE ASSET TRACKING
PREVENTIVE MAINTENANCE
SCHEDULED MAINTENANCE
NON-SCHEDULED REPAIRS
FUEL
RISK MANAGEMENT (ACCIDENTS)
SYSTEM COSTS FROM $5,000 TO OVER $100,000
STAND ALONE, NETWORK OR WEB BASED SYSTEMS

B. FLEET INFORMATION DATABASE



• USER GROUP FEEDBACK
• ESTABLISHES TRUST & EXPECTATIONS
• COMMUNICATE VALUE
• DEVELOP POLICY
• MEET QUARTERLY AS GROUP
• MEETING WITH INDIVIDUAL DEPARTMENTS
• MEETING MINUTES TO ALL DEPARTMENT DIRECTORS

C. FLEET COUNCIL



oODOMETERS
oHOUR METERS
oHUB METERS
oCALENDAR DAYS
oTELEMATICS (AVL)
oUPPER AND LOWER 10%
oJUSTIFICATION FOR NEED
oENCOURAGES SHARING
oCONVERT TO POOL USE
oOPERATIONAL COSTS EVEN IF UNIT IS SITTING
oDEPRECIATION IS HIGHEST COST

D. UTILIZATION



WHAT IS A TELEMATICS SOLUTION?

• USING GLOBAL POSITIONING SYSTEMS (GPS)

• ESTABLISHING AUTOMATIC VEHICLE LOCATION (AVL) TRACKING

• CONNECTING TO THE VEHICLE ON BOARD DIAGNOSTIC SYSTEM

• ESTABLISHING USER OPERATIONAL EXPECTATIONS

• TRAINING USERS ON SYSTEMS

• USING THE SYSTEM INFORMATION AND FEATURES TO INCREASE SAFETY AND TO REDUCE 
OPERATIONAL COSTS

• DEVELOPING POLICIES CONNECTED WITH THIS TECHNOLOGY



TELEMATICS IMPLEMENTATION
• 2005 FIRST SYSTEMS (MANUAL DOWNLOAD 25 SNOW PLOW 

TRUCKS)

• 2009 UPGRADED TO WI-FI DOWNLOAD

• 2011 EXPANDED TO 70 UNITS IN OTHER DEPARTMENTS

• REDUCE OPERATIONS COSTS

• IMPROVE ACCOUNTABILITY

• IMPROVE SAFETY

• DEVELOP SUPERVISOR TRAINING PROGRAM

• IMPROVE REPORT OPTIONS

• IMPLEMENT PROJECT FROM CAPITAL PROGRAM AND COST 
SAVINGS IN OPERATING BUDGET

• DEVELOP POLICIES

• NOW 319 UNITS (ALL ON ROAD UNITS IN ALL DEPARTMENTS)

Pilot Program Before Implementation
Development of Reports & 
Standards(handout)
Development of Training Program & 
Educating Staff
Program Results

MPG increase:  9.5%
Idling cost reduction:  7.2%
Harsh braking:   28.6%;  Acceleration 56.5%; 
Turns 68.6%
Speeding  reduction:  22.8%
Seatbelt use increase:  92%





LESSONS LEARNED
• HAVE CLEAR PROJECT GOALS

• NEED COOPERATION OF ALL GROUPS

• ESTABLISH REPORTING CRITERIA
• DRIVERS SCORE
• IDLING COSTS
• UTILIZATION
• AGGRESSIVE DRIVING

• ESTABLISH EXPECTATIONS

• DEVELOP TRAINING PROGRAM TO INFORM USER GROUPS AND UPPER MANAGEMENT

• FLEET ELECTRONIC TRACKING TECHNOLOGY POLICY

• IT WILL TAKE RESOURCES TO GET A CLEAR ROI

• CLEAR GOALS

• GROUP EFFORT

• VENDORS WHO WILL WORK WITH YOU

• CALIBRATE YOUR SANDERS

• IT TAKES TIME





















NEEDS VS. WANTS

90% OF WORK NEEDS

LOWER OPERATIONAL COSTS

RENT OR LEASE TO COVER OTHER 10% IF 
JUSTIFIED

E. RIGHTSIZING



LOWER 10% EVALUATION EACH YEAR

SHARE ACROSS USER GROUPS

POOL UNITS CHECKED OUT WHEN NEEDED

SEASONAL USAGE

RENT OR LEASE VS. OWNERSHIP

USER GROUPS PROVIDE JUSTIFICATIONS

CONTROL FLEET CREEP

F. REDUCTIONS



•JUSTIFICATION
•SHARE ASSET ALREADY IN FLEET
•FUNDING SOURCES – GRANTS
•STAFF TO RUN VEHICLE/EQUIPMENT
•RENT OR LEASE
•SELECTOR LIST PROCESS

G. ADDITIONS



• DEVELOPING SPECIFICATIONS

• DEMO POSSIBLE VEHICLES/EQUIPMENT

• DEVELOP RANKING OF OPTIONS

• INVOLVE USER GROUPS IN EVALUATION

• LOW PRICE NOT ALWAYS BEST RETURN ON 
INVESTMENT (ROI)

• REVIEW EXAMPLE

H. SELECTOR LIST





1) TRADE-IN

2) MUNICIPAL AUCTION

3) VENDOR AUCTION

4) ON-LINE AUCTION

WORK TO GET APPROVAL TO KEEP PROCEEDS AS PART OF THE FLEET CEP 
AND NOT MOVED BACK TO GENERAL FUND

I. REMARKETING OPTIONS



• ESTABLISH TRUST AND UNDERSTANDING OF DECISION MAKING PROCESS

• MAKE RECOMMENDATIONS ON FACTS AND NOT FEELINGS

• ESTABLISH LONG RANGE GOALS 
(FLEET CEP 5 YEAR PLAN)

• EXPLAIN IMPACT ON OPERATIONAL BUDGET

• BOTTOM LINE DRIVEN DECISIONS

J. ADMIN/FINANCIAL APPROVAL



REINFORCE DECISION MAKING PROCESS

USE POINTS CRITERIA IN ALL BOARD/COUNCIL REQUESTS

LUMP RECOMMENDATIONS TOGETHER

CONNECT TO BOARD/COUNCIL GOALS

CONNECT TO LAWS & REGULATIONS

K. BOARD OR COUNCIL APPROVAL
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CEP REPLACEMENT POINT RANGES

County Wide Fleet points average is 17.91   (Condition I - Excellent)

 Condition I - Under 18 points         Excellent (51% of fleet)
 Condition II - 19 to 22 points          Good (22% of fleet)
 Condition III - 23 to 27 points         Qualifies for replacement (17% of   fleet)
 Condition IV - 28 or more points    Needs immediate consideration (10% of fleet)

24.2 17.91



FLEET CEP FUNDING TREND
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5 YEAR REQUEST 
$11,798,000



FLEET SUSTAINABILITY EFFORTS
• 66% OF SEDANS ARE GAS/ELECTRIC HYBRID
• 90% OF SQUADS ARE GAS/ELECTRIC HYBRID
• 25% OF SUV’S ARE GAS/ELECTRIC HYBRID
• 38% OF RTV’S ARE BATTERY ELECTRIC
• SMALL EQUIP THAT ARE BATTERY ELECTRIC

• 38% OF CHAINSAWS
• 67% OF TRIMMERS
• 65% OF AIR BLOWERS
• 100% OF SNOW BLOWERS
• 53% OF PUSH MOWERS

• PICKUPS WERE 100% ¾ TON
• 46% COMPACT
• 14% ½ TON
• 40% ¾ TON

63

From 2005 Baseline
• 32% improvement in MPG
• 29% reduction in GHG 

emissions



BUDGET TRENDS ($1.7 MILLION TO $2.7 MILLION)
158 REDUCTIONS - $2.9 MILLION
63 RIGHT SIZING - $299,000
163 ADDITIONS - $4.3 MILLION (58% GRANT FUNDS)
31% INCREASE IN AVERAGE MILES PER GALLON
34% REDUCTION IN GREEN HOUSE GAS EMISSIONS
FLEET COUNCIL – WAS MONTHLY – NOW QUARTERLY
STANDARDIZATION OF ACQUISITION & COMMISSIONING
ADMINISTRATION/FINANCIAL SERVICES - ONE MEETING
COUNTY BOARD - ONE PRESENTATION OF 5 YEAR PLAN
ALL DEPARTMENTS UNDERSTAND THAT POINTS CRITERIA IS USED TO PRIORITIZE REQUESTS

RESULTS
(2005 TO 
PRESENT)



THANK YOU!

KEVIN L. SCHLANGEN, CPFP, CAFM, CEM

FLEET MANAGER, DAKOTA COUNTY, MN

KEVIN.SCHLANGEN@CO.DAKOTA.MN.US
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