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Chapter 1.  Executive Summary 
 
This introductory chapter outlines the purpose of the Fleet Rightsizing Study, a 
summary of the approach utilized by the project team in conducting the engagement, 

 
 

  Section 1. Introduction 
 
The City of Miami Beach (hereafter City) engaged the Matrix Consulting Group 
(hereafter MCG) to study the utilization of fleet vehicles to ensure that the size and 
composition of the fleet is appropriate. In addition to a desire to achieve efficiencies, the 

overarching goal for this project was to ensure that assets included in the 10-year 
capital plan developed by MCG are needed by departments to support their operations. 
 
The scope of the project included: 
 
 Review of available fleet utilization data. 

 
 Development of departmental fleet allocation worksheets. 

 
 Interviews with departments to discuss their needs for relative low use vehicles. 

 
 Development of recommendations regarding vehicles that can be eliminated from 

the fleet without undue negative impacts to City operations.  
 

 Calculati
recommendations. 

 

  Section 2. Study Methodology 
 
A central tenet of our approach to conducting operational studies is that there must be a 
strong analytical basis for evaluating needs and making recommendations.  This 
methodology should be flexible enough to accommodate the unique elements of each 
client
data and comparing the resulting calculations, ratios, and benchmarks with industry 
norms.  
 
Our study approach also included: 
 
 Collection of basic data on  fleet including type, assigned department, 

acquisition date, meter reading, fuel use, and replacement cost. Items provided 
by the City Fleet Management Department were used to gain an understanding 
of the  fleet operations, to provide insight to historical fleet utilization, and to 
provide the foundation for the quantitative analysis of fleet needs. 
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number of days that vehicles were driven. Days used is a much more impactful 
data point than miles driven given the small size of the City. 

 
 Development of Fleet Allocation Worksheets for each department that had 

vehicles with less than 100 days of use during the one-year period from which 
data was analyzed (April 2017 to March of 2018). 

 
 Interviews with departments regarding their fleet needs and low use vehicles. 

  
 Development of recommendations to rightsize the fleet. 

 
 Development of draft and final reports.  

 
These efforts have resulted in the following recommendations. 
 

  Section 3. Summary of Findings and Recommendations 
 
While utilization of vehicles is generally good, our analysis shows that the City can 
eliminate 18 low use vehicles from the fleet. Table 1 below summarizes the 
recommendations and projected savings from eliminating these vehicles. 
 

Table 1: Summary of Recommendations 
  

Department Action Repl Cost 
Savings 

Annual M&R 
Cost Savings 

Auction 
Value 

Total 
Benefit 

Capital 
Improvements 

Eliminate one sedan 
$20,000 $797 $1,500 $22,297 

Environment & 
Sustainability 

Eliminate one sedan 
$31,000 $240 $2,400 $33,640 

Fleet 
Management 

Eliminate one sedan 
$20,000 $388 $1,500 $21,888 

Information 
Technology 

Eliminate three sedans and 
two vans, add one SUV 

$101,000 $1,400 $6,000 $108,400 
Parks Eliminate one bus one dump 

truck, one bucket truck, add 
skid steer loader $442,000 $7,050 $38,200  $487,250 

Police Eliminate three pool sedans $60,000 $1,500 $4,800 $66,300 
Property 
Management 

Eliminate one van and one 
flat-bed truck  $100,000 $2,700 $5,900  $108,600 

Public Works Eliminate one dump truck 
and one pool sedan $176,000 $2,480 $9,500 $187,980 

Rapid Response 
Team 

Eliminate one van 
$30,000 $571 $2,200 $32,771 

Transportation Eliminate one sedan (1)  $26,000 $1,236 $4,750 $31,986 

Totals  $1,006,000  $17,744 $76,750 $1,100,494 
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(1) Original recommendation. Instead, 2007 Ford Ranger sold at 9/15/18 City vehicle auction will not be replaced.

 
Chapter 2. Introduction and Key Concepts 
 

  Section 1. Introduction  
 

This report provides an assessment and recommendations on the number of vehicles 

of utilization data (such as odometer and hour meter readings, fuel use, telematics data, 
etc.) and interviews with departments. 
 
Vehicles are necessary tools that enable City employees to be mobile and productive. 
Most of the services provided by the City to the residents of Miami Beach require a 
vehicle. Thus, it is not an exaggeration to say that the business of City government 
could not be performed without the fleet.  
 

, and operating costs are 
substantial as well. Consequently, active management of fleet size is required to ensure 
the fleet has the right number and type of vehicles. Alternatives to full-time assignment 

including sharing vehicles, reimbursing employees for use of their personal cars, use of 
ride sharing services and public transportation, and renting equipment for infrequent 
use.  
 

high mileage because the City is relatively small in terms of square miles, vehicles are 
used frequently in support of business activities. Our analysis focused on vehicles with 

 
 
 
 
 
 
 
 
 
 
 

  Section 2. Overview of the Fleet  
 
The City owns a substantial fleet totaling 1,381 vehicles and pieces of equipment. The 
chart below provides an overview of the fleet by type. 
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Figure 1: Fleet Composition by Type

 

 
 Nearly every organization in the City relies on vehicles to perform their duties. 
However, a handful of departments operate the great majority of units in the fleet, as 
shown in the following table. 
 

Table 2: Fleet Distribution by Department 

Department Units % of Total 

Police 559 40% 

Public Works 279 20% 

Fire 154 11% 

Parks & Recreation 98 7% 

Parking 90 7% 

Others 201 15% 

Grand Total 1,381 100% 

 
The overall average age of five years. The annual number of vehicles 
and equipment purchased has varied each year as shown in the following exhibit. 
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Figure 2: Distribution of the Fleet By Model Year 

 
 
Like many cities, Miami Beach experienced financial pressure during the great 
recession. As a result, the City was not able to devote sufficient funds to replace 
vehicles. This can be seen by the relatively small number of vehicles replaced in 2010 
and 2011, and again in 2017.   
 

Chapter 3. Analysis of Fleet Rightsizing 
Opportunities 
 

  Section 1. Introduction 
 
Miles driven, while important, cannot be the only data point indicating the need for a 
vehicle. A common definition of a vehicle being in use is when it is not available for use 
by another organization. In many such situations, a vehicle that is in use may or may 
not be accumulating many (or any) miles or engine hours. For example, a pickup truck 
assigned to an electrician may function as a tool box on wheels and carry materials to a 
job site where the vehicle sits for extended periods.  Analysis of historical miles driven 
will indicate that it is not used very much, but this clearly does not mean that the unit is 
underutilized or not needed. Telematics data (which was available for this project from 

) that shows how many times a vehicle left its home base 
was used to further identify vehicles that should be subject to additional analysis, as 
described below. 
 
For this project, we established a minimum annual use expectation of 100 days used 
per year. This threshold was based on our experience working with other cities that are 
relatively the same in scale and size and represents 50% of standard annual work days 
for most activities (i.e. 200 days per year). Departments were asked to provide 
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additional information on Vehicle Allocation Worksheets for vehicles that were used less 
than 100 days during the one-year study period.   
 
We conducted follow-up interviews to discuss these units, days used, and miles driven. 
In some cases, utilization was low due to the nature of how certain vehicles are used. 
For instance, some vehicles transport staff or crews to work sites, often with tools 
and/or materials, and the vehicles are not used until the return trip. In such cases a 
vehicle may only show a few miles of daily utilization but as it was away from its home 
base during the day we would consider it to be appropriately utilized.  
 
In some other cases vehicles are driven frequently but their assigned work area is 
small. Parks are good examples of this. Finally, some vehicles are highly specialized 
and may only be used in cases of emergency. While these vehicles are not used often, 
the City cannot do without them. 
 

  Section 2. Department Interviews and Recommendations 
 
In the sections below, we provide a discussion of the results of our analysis and 
discussions with each department. Excel spreadsheets with utilization data used for our 
analysis have been provided to the City in separate files.  
 
In our interviews with each department we discussed their overall needs for fleet 
vehicles, any recent or pending changes in their operations, and the reason that some 
vehicles have been used less than others. Questions regarding low use vehicles 
covered in the interviews included:  
 
 What tasks are accomplished with the vehicle?  

 
  

 
 Does the vehicle need special equipment (aftermarket equipment not standard to 

commercial vehicles and trucks) to accomplish the tasks?  
 
 How important is the vehicle to accomplishing the mission?  

 
 How many people will be transported per trip on a regular basis?  

 
 How much and what type of cargo will the vehicle haul on a regular basis?  

 
 Is the vehicle shared with other employees or other agency organizations?  

 
 What type of driving conditions will the vehicle be in (exclusively on campus 

setting, city, highway, off road, weather, etc.)?  
 
 Can the work be done via alternatives to owning or leasing a vehicle such as 

shuttle bus services, motor pool vehicles, sharing vehicles with other 
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offices/agencies, public transportation, or short term rentals when needed? 
 

 Describe any emergency response requirements. 
 
 How many days per week and hours per day is this vehicle required? 

 
 Are there any backup or spare units available at this location? 

 
 Can this vehicle be shared with another organization? 

 
 Can this vehicle be rented? 

 
Based on these discussions, we developed recommendations regarding changes in 
vehicle assignments that will result in the fleet being rightsized. Our recommendations 
include identification of any opportunities available to pool vehicles, where it is more 
economic to rent versus own equipment, and any opportunities we see to change the 
composition of the fleet to improve utilization levels and gain operational efficiencies.  
 
A summary of our discussions with each department follows. Note that some 
departments did not have low use vehicles and/or provided adequate explanations.  
 
1. Building Department 
 
The Building Department conducts building plan reviews, issues building permits that 
comply with Florida law, and inspects construction projects to ensure compliance with 
applicable codes. The Building Department issues a permit when the proposed 
construction documents for a project follow the applicable codes. 
 
The Building Department has 88 staff including 34 inspectors. The department has 28 
vehicles that are used principally by inspectors to support the inspection process. All but 
one of these vehicles is a Ford Focus model. Ford has announced that in the coming 
years it will no longer offer this model for sale. With mostly short trips and limited miles 
driven, the Building Department would be a good candidate for switching to an all-
electric vehicle fleet (assuming the City installs adequate charging infrastructure). The 
Nissan Leaf or Chevrolet Bolt would both be appropriate vehicles for future purchases. 
 
Three vehicles assigned to the Building Department were used less than 100 days 
during the study period. However, all of these vehicles were assigned to positions that 
were vacant during this timeframe and now have been filled. Given this fact, and the low 
ratio of vehicles to staff, the study team does not believe there are any opportunities to 
eliminate vehicles from the Building Department fleet.  
 

Table 3: Summary of Building Department Fleet Allocation Worksheet 
 
VEHICLE  VEHICLE 

DESCRIPTION / 
CLASS 

MILES 
DRIVEN  

DAYS 
USED 

PURPOSE / 
FUNCTION 

DRIVER 
OR CREW 

REASON FOR 
LOW USE 

COMMENTS 
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1631 2012 FORD 
FOCUS 111A 

438 45 Inspections Odalys 
Guevara 

Position was 
vacant for long-
time. 

Position was recently 
filled, and new 
employee will be 
using the car. 

14805 2014 FORD 
FOCUS 111A 

1330 68 Inspections Laura 
Ferrer 

Employee was 
working on plans 
in office due to 
vacancies.  

Vacancy has been 
filed and employee 
has returned to field 
work.   

14806 2014 FORD 
FOCUS 111A 

1193 93 Inspections Alejandro 
Cosano 

Position was 
vacant for long-
time. 

Position was recently 
filled, and new 
employee will be 
using the car.  

 
2. Capital Improvements 
 
The City established the Office of Capital Improvement Projects (CIP) in the summer of 
2001 to co
serve as a focal point for planning and construction program management activities. 

infrastructure including prioritization of sea level rise with storm water and ROW 
Improvement projects, Parking facilities, Parks improvement projects and Sustainability 
& Resiliency projects The Capital Improvement program is mostly funded by authorized 
bonds and is presently managing nearly 60 active projects in planning, design and 
construction phases.  
 
CIP has 10 vehicles with five assigned to a staff person and  five in a department pool. 
One of the assigned vehicles was used 50 days due to a vacancy and two pool vehicles 
were used 103 days. The other three pool vehicles were used between 122 and 146 
days.  
 
With pool cars being used between 47% and 65% of available work days and 
uncertainty around if filling the vacant position will be approved (due to the current tight 
budget), the study team believes that CIP can eliminate one vehicle. Accordingly, we 
recommend that vehicle #1608 be sold, which will reduce future replacement costs by 
$20,000. 
 

 
Table 4: Summary of CIP Fleet Allocation Worksheet 

 
VEHICLE  VEHICLE 

DESCRIPTION 
/ CLASS 

MILES 
/HRS. 

DRIVEN  

DAYS 
USED 

PURPOSE / 
FUNCTION 

DRIVER 
OR 

CREW 

REASON FOR 
LOW USE 

COMMENTS

1608 2012 FORD 
FOCUS 111A 

802 50 Construction 
Site 
Inspections  

Vacant 
Field 
Inspector 

In the hiring 
process for a new 
inspector. 

 
3. Code Compliance 
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Code Compliance has 41 assigned vehicles and 4 ATVs. The department provides 
code compliance services seven days per week and on a near 24-hour basis. There are 
61 staff in the department. 
 
Data showed that eight vehicles were used less than 100 days during the study period. 
However, the department currently has 14 vacancies and is actively filling them now. 
Vacancies were the result of an unusual number of retirements, promotions, and 
transfers to other City departments. 
 
When all vacancies have been filled the department will have difficulty finding enough 
vehicles for staff. Use of Uber or personal mileage reimbursement are not viable options 
because officers issue citations and require the official image that a marked City vehicle 
provides. For this reason, we do not recommend elimination of any vehicles from this 
department.  
 
4. Environment and Sustainability 
 
The Environment and Sustainability Department is represented by professional and 
licensed disciplines working in Administration, Environmental Resources, Sustainability 
and Urban Forestry. The Environmental Resources Management Division provides 
internal support across City departments to ensure all public projects, not just those 
labeled as environmental, avoid, minimize and mitigate environmental impacts, as well 
as enhance the natural environment through their design. The Sustainability Division 
works across all City departments to improve internal sustainability to save money, 
improve processes and enhance the environment. The Urban Forestry Division 
oversees the citywide urban forest by providing regulatory supervision and management 
of the citywide GIS Tree Inventory and development/implementation of the Urban 
Forestry Master Plan. 
 
The department has four assigned vehicles  three hybrid-electric sedans and one 2014 
Ford Escape SUV, which functions as a pool vehicle. This unit (#14601 was used only 
41 days last year and has a total of 8,500 miles of use in five years. The department 
states that the primary purpose the vehicle was purchased was to provide staff access 
to beach areas. However, this vehicle has gotten stuck several times and staff have 
borrowed an ATV when the need to drive on the beach has risen. Moreover, staff 
generally prefer to use their own vehicles when attending meetings outside of the office. 
Consequently, the project team concludes that this vehicle is surplus to the 

Property Management when staff need to drive on the beach. This action will reduce 
replacement funding needs by $31,000. 
 
5. Fleet Management 
 
The Fleet Management Department provides maintenance, repair, road service, and 
vehicle/equipment replacement services to its client departments. It also provides 
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maintenance and repair services for over 100 vehicles belonging to the Village of Key 
Biscayne and North Bay Village.  
 

sedans, SUVs, vans and light trucks. The rest consists of heavy-duty / special service / 
and construction trucks and equipment, specialty equipment, and marine vessels. The 
Police Department fleet of approximately 500 vehicles - including ATVs and specialty 
units such as prisoner transport and SWAT vans  accounts for approximately 64% of 

 
 
Fleet Management has a total of 10 vehicles, including a 4,500-gallon fuel tankwagon, 
wreckers, heavy and light duty service trucks, and fuel service vehicles. A little-used 
Ford Fusion, previously used as a general spare vehicle, was offered as surplus, 
avoiding $20,000 in future replacement costs. 
 
6. Information Technology 
 
The Information Technology Department is a centralized internal service that supports, 
maintains and services all City of Miami Beach Departments.  The 
purpose is to deliver technology ini  communication with 
residents, increase the availability of city services and processes that can be accessed 
and transacted via the internet, and fortify the resiliency of the technology infrastructure. 
 
The department has 43 staff and 11 vehicles. The vehicles are primarily used by staff 
assigned to the Systems Support Division who travel to various City facilities to trouble 
shoot issues, set-up new hardware/software, ensure data security is in place, etc. 
These staff are split between City Hall and Police headquarters. 
 
Department staff has determined that they can function better with seven vehicles rather 
than the 11 they currently have. To make this downsizing feasible, some changes to 
vehicle types would be required. The department would need an additional SUV and a 
full-size van with one row of seats (the department already owns a 2017 Ford cargo van 
but there is no rear seat). This configuration would provide the department with flexibility 
to carry computer hardware and/or passengers depending on the work that needs to be 
accomplished. 
 
The specific changes the project team recommends are shown in the table below: 

 
Table 5: Summary of Information Technology Fleet Rightsizing 

Recommendations 
 

Vehicle Action Cost Impact 
1447 Turn in -$30,000 
4278 Turn in -$33,000 
4831 Turn in -$31,000 
4833 Turn in -$20,000 
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4835 Turn in -$20,000
New SUV Add (Explorer class) $34,000 
16909 Modify so that one row of rear seats can be 

added. 
$2,000 

Net Savings $101,000 
 

benefits. Not only will the City avoid more than $100,000 in future capital expense, it will 
also reduce maintenance and repair costs by having fewer vehicles. The five vehicles 
recommended to be turned in have incurred $20,000 in maintenance and repair costs 
over their service lives. This is an average of $700 per year so the net reduction of four 
vehicles will provide the City with a savings of $2,800 per year. 
 
7. Parking 
 
The Parking Department is the single largest provider of parking in Miami Beach, 
serving resident, commercial, and tourist/visitor parking needs. 
 
The department is comprised of three divisions (administration, on-street, and off-
street). The department manages and operates 66 surface parking lots and 10 garages, 
as well as hundreds of parking meters citywide. Parking meters and signs are serviced 
and installed by department staff and coins are also collected from meters. In addition, 
the department has a public safety duty to ensure parking regulations are adhered to 
through its parking enforcement unit. The department is funded by revenue through an 
internal service fund. 
 
To support its operations the Parking Department is assigned 65 vehicles. Utilization of 
vehicles is very high across the fleet with an average of 244 days. Three vehicles, 
however, fell below the 100-day use threshold. Two of these units (#14708 and 14709) 
had significant maintenance issues during the study period and spent extended time at 
Fleet and at the dealer. The third vehicle (#4821) was used 100 days and is the only 
pool vehicle located at the headquarters office. Consequently, the study team does not 
believe there are opportunities to eliminate vehicles from the Parking Department.  
 
8. Parks and Recreation 
 
The Parks and Recreation Department operates more than 40 facilities (including parks, 
recreation centers, golf courses, tennis centers, etc.) as well as hundreds of programs 
to provide recreation services to the residents of the City.  
 
The department is organized into three divisions: 
 

 Recreation 
 Maintenance 
 Rangers 
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The department has 104 total assigned vehicles and pieces of equipment. Of these, 13 
were reviewed for use of less than 100 days. A discussion vehicle use for each division 
follows.  
 
Recreation 
 
The Recreation division provides a variety of recreation programs at parks and at six 
recreation centers. Major programs include summer camps and after school programs 
for kids, senior programs, youth and adult sports leagues, and a myriad of specialty 
activities. 
 

 The division has a few cars and pickups, and all met the utilization threshold. 
 

 The division provides after school transportation from schools to recreation 
centers and to field trips during the summer. There are 10 regular and one 
special (smaller) handicap lift equipped bus to service its six routes. Two buses 
made the low use list: 

 
 Unit 0926 is the bus equipped with the wheelchair lift and was used 46 

days during the study period. This bus must be retained. 
 

 Unit 0923 is a one of three spare regular school buses. Spares are 
required to enable regular maintenance of front-line buses and to cover 
breakdowns. Unit 0923 was used 86 days during the study period and the 
next lowest use bus was driven on 168 days. As a result of the on-going 
policy to replace 47-passenger buses with 72-passenger buses, 
Department staff agreed that Unit 0923 can be turned in, which would 
leave two spare buses, six front-line buses, and the handicap capable 
smaller bus. Elimination of Unit 0923 would reduce future replacement 
costs by $124,000, as well as average expenses of approximately $2,700 
per year for maintenance and repairs.  The Recreation Division has 
already turned this unit in and it was sold at auction on 9/15/18. 
 

Maintenance 
 
The Maintenance Division primarily operates pickups and small (F350/F450) based 
dump trucks to maintain facilities and provide litter pickup. There are also several utility 
carts and a few specialized pieces of equipment. The great majority of vehicles were 
well utilized during the study period. Exceptions are discussed below. 

 
 Unit 1619 is a 2012 Ford F150 pickup that had 72 days of use during the study 

period. All other pickups in the division had more than 200 days use. Staff noted 
the low use was due to vacancies in the North End Maintenance Crew that have 
now been filled so utilization of this unit will return to normal. This unit should be 
retained. 
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Unit 4579 is a large 2003 Sterling Dump Truck. This unit had 64 days of use 
during the study period. The organization has a second large dump truck in its 
fleet (Unit 16664). In 2015 Parks outsourced some maintenance activities and 
this truck is no longer needed on a regular basis. Small dump trucks better fit 

$126,000 in future replacement costs, as well as average expenses of 
approximately $1,600 per year for maintenance and repairs. 
 

 Unit 4728 is a 2009 high-reach bucket truck that was used 26 days during the 
study period. In 2015 Parks outsourced some maintenance activities and this 
truck is no longer needed on a regular basis. Unit 4579 should be eliminated, 
which will avoid $237,000 in future replacement costs, as well as average 
expenses of approximately $2,300 per year for maintenance and repairs. 
 

 Unit 4788 is a 2011 Caterpillar backhoe that had 79 days of use during the study 
period. This is the only backhoe assigned to parks and the low use was the result 
of a major repair ($22,000) at the dealer that took the unit out of service for 
several months. This unit should be retained. The department also made a good 
business case for adding a skid steer loader to improve the productivity of its 
maintenance operations. The study team believes this request should be 
supported. 

 
Rangers 

 
Rangers provide ambassador services to visitors and enforce parks rules. They are 
not sworn officers but can issue code violation citations. The Ranger program has 
been expanded to include the beaches and several new ATVs were purchased 
recently to support the expansion. Several of these new units showed less than 100 
days of use, but as they were put in service midyear the data is not reflective of 
actual use. All units should be retained. 
 

9. Police 
 
The Miami Beach Police Department is a multi-functional law enforcement organization 
that is divided into three primary work units including; Criminal Investigations, 
Operations, and Support Services.  Each of these divisions is supervised by a police 
Major and complimented by a talented team of sworn and civilian professionals.  A 

under the direction of the Chief of Staff. The department has 528 authorized positions 
with 406 being sworn officers. There are currently 23 vacancies in the department. 
There are also 31 reserve officers. 
 
The department has 378 assigned vehicles, 30 rental vehicles, and 17 leased 
motorcycles that are almost exclusively driven home by officers under the terms of their 
collective bargaining agreement with the City. There are also 31 pool vehicles that are 
used to provide maintenance loaners for vehicles in the shop and for special projects.  
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As is normal with a law enforcement agency, the great majority of vehicles are highly 
utilized. This is particularly the case with the Miami Beach Police Department since 
most vehicles are used to commute from home to work in addition to business 
purposes.  
 
Two areas of review were focused on by the project team. The first is the rental program 
and the second is Ford Fusion pool cars. These issues are related, so they will be 
discussed together. 
 
The department has operated a rental program for many years that began as a way to 
provide undercover detectives with vehicles that were not obviously police cars. 
Although Detective vehicles are not marked, most are Ford Fusion sedans and are fairly 
identifiable. The rental program initially began with 10 vehicles but was expanded to 30 
vehicles. Detectives driving rental vehicles turned their assigned sedans in. These 
unmarked vehicles were either reassigned or put into the department s pool. 
Consequently, the department has increased the size of their fleet without going through 
the normal budget process.  
 
In fairness to department management, department staffing has increased by 98 
positions over the past decade. While there have been some cases where additional 
vehicles were purchased for the additional staff, this has not always been the case. That 
said, an analysis of pool vehicles indicates that supply exceeds average demand. The 
table below shows patrol pool vehicles, which currently number 51 vehicles. 
 

Table 6: Average Patrol Pool Demand 
 

Day of 
Week Aver. 

No. of 
Veh. 

Driven 

Aver. 
% of 
Veh. 

Driven 

Monday 29 56.8% 

Tuesday 30 57.8% 

Wednesday 29 56.8% 

Thursday 29 56.9% 

Friday 29 56.6% 

Saturday 23 45.2% 

Sunday 21 41.8% 

 
As can be seen, peak average use is on Tuesdays when approximately 58% of the 
patrol fleet is used according to Trackstar GPS data.  Frequency of use is shown in the 
table below. 
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Table 7: Frequency of Use for Patrol Pool Vehicles 
 

# Veh. 
Driven in 

Single Day 

# of 
Days 

 # Veh. 
Driven in 

Single Day 

# of 
Days 

0-14 0 30 14 
15 1 31 7 
16 2 32 9 
17 4 33 7 
18 2 34 7 
19 3 35 3 
20 4 36 1 
21 10 37 0 
22 8 38 4 
23 13 39 1 
24 11 40 0 
25 10 41 1 
26 15 42 1 
27 13 43 1 
28 12 44-51 0 
29 17   

 
So the minimum demand for patrol pool vehicles during the study period was 15 units 
and the peak demand was 43 (which happened on only one day during the year). The 
patrol pool fleet includes 3 special purpose show vehicles, so for analysis purposes we 
consider peak use at 46 vehicles, leaving a buffer of 5 vehicles.  
 
Looking at the 16 unit Ford Fusion pool, peak average use occurred mid-week at 9 
vehicles as shown in the graph below. 
 

Figure 3: Average Fusion Pool Demand 
 

 
 
The frequency of use shows a higher peak demand at 14 units, which occurred on two 
days during the year study period.  
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Table 8: Frequency of Use for Focus Pool Vehicles 

 
# Veh. Driven in 

Single Day 
# of 

Days 
 

% 

0 3 1.7% 

1 11 6.1% 

2 12 6.7% 
3 21 11.7% 
4 14 7.8% 
5 14 7.8% 
6 16 8.9% 
7 17 9.5% 
8 14 7.8% 
9 11 6.1% 

10 15 8.4% 
11 12 6.7% 
12 11 6.1% 
13 6 3.4% 
14 2 1.1% 
15 0 0.0% 
16 0 0.0% 

TOTAL: 179 100.0% 

 

Budget locations in the City and the greater Miami-Dade area. Consequently, the 
department should not need to maintain peak numbers of unmarked pool cars. This is 
particularly the case as supply is less than peak demand for marked (i.e. patrol) pool 
cars. Consequently, the project team recommends that three Ford Fusion pool cars be 
removed from the feet, which will avoid $60,000 in replacement cost. 
 
There is the larger issue of the cost-effectiveness of providing detectives with rental 
vehicles or City purchased cars. In our experience, owning rather than leasing vehicles 
is always less expensive. This is due to several factors including more effective 
management of depreciation (through longer life-cycles of owned vs. rented vehicles, 
that are in service for only one year  which is the highest depreciation period for a 
vehicle), and less expensive shop rates for maintenance services. A review of a cost 
comparison prepared by the 
clearly shows city-owned Ford Fusion sedans are less expensive than rentals.  
 
This is not to say that rental vehicles do not have their place in a fleet management 
strategy. These vehicles should be used as they were originally intended to provide 
undercover detectives with cars that are less visible than fleet vehicles. Also, as 
indicated above, rentals should be used to meet marginal fleet needs for the Police 
Department during periods of peak demand (such as during events and when several 
vehicles require repair). 
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The department should work with Fleet Management to identify the appropriate number 
of rental vehicles as well as pool cars. This could result in the City needing to purchase 
additional sedans for detectives and offsetting this cost by reducing the number of rental 
vehicles.  
 
10. Property Management 
 
The Property Management Department is responsible for the operation, maintenance, 
and repair of over 4 million square feet of municipal buildings, bridges, monuments, 
ornamental water fountains, swimming pools, Beachwalk, lifeguard stands, parking lots 
and parking garages. 
 
The Department provides design and construction services for a myriad of building and 
upgrade projects budgeted through t
Program, which may include renovation and remodeling of work and public spaces; 
mechanical, electrical and plumbing upgrades; and addressing deficiencies related to 
the Americans with Disabilities Act accessibility requirements. 
 
Property Management is also responsible for space planning, relocation and renovation 
of City departments. It provides roof surveys, asbestos surveys, and the development of 
specifications, including cost estimates, and contracts necessary for the repair or 
replacement of all operational equipment, roofs and building systems. Graffiti control 
throughout the City is also managed by the Department. 
 
The Department has 41 vehicles and pieces of equipment assigned to support its 
operations. Of these, 13 were reviewed for use of less than 100 days. The project team 
recommends that one unit (vehicle #13407, Ford Van) be eliminated and one be pooled 
and marked as do not replace (vehicle #4560, Ford Flatbed Truck).  
 
Unit #4560 has a replacement cost of $70,000. It has been used less than 1,000 miles 
per year over its life. Unit 13407 has been used an average of 1,300 miles per year and 
has a future replacement cost of $30,000.  
 
11. Public Works 
 
The Public Works Department provides planning, design, construction, maintenance 
and repair, and operation of City infrastructure, including utility systems and right of 
ways. The Department is also responsible for the City's cleanliness and manages the 
solid waste collection and disposal program.  The Department has 366 employees 
working in Administration, Engineering, Water Distribution, Sewer Collection, Storm 
Water Management, Streets and Street Lighting, and Sanitation Divisions. The 
department has 272 vehicles of a variety of types assigned to support its operations. 
 
For the most part, Public Works vehicles and equipment are highly utilized. One area 
that we found some potential redundancies is with dump trucks. The department has 7 
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large 12-yard capacity dump trucks and 1 smaller 5-yard model. Of the 8 trucks 5 were 
used less than 100 days during the study period as shown on the table below. 
 

Table 9: Dump Truck Use in Public Works 
 

EQ 
No. 

Year Make Model Dept 
Acq. 
Cost M&R 

Days 
Used 

Mileage 

4295 2011 Freightliner 12 Yard Water $81,917 $23,533 91 11,564 

4690 2007 Sterling 12 Yard Water $77,915 $32,340 50 13,853 

4296 2011 Freightliner 12 Yard Water $81,917 $23,922 107 9,294 

4662 2005 Sterling 12 Yard Sewer $81,622 $50,088 68 14,973 

4671 2006 Sterling 12 Yard Sewer $78,664 $56,896 167 18,791 

14461 2015 International 12 Yard Street $115,183 $11,407 24 7,743 

14462 2015 International 12 Yard Street $114,649 $6,987 79 7,266 

4659 2005 
 

Ford 
 

5 Yard 0840 $57,529 $62,224 179 65,924 

The total number of days used during the one-year study period was 765, or an average 
of 95. The range was 24 to 179 days. The table below shows the average number of 
vehicles used per day. 
 

Table 10: Average Dump Truck Demand 
 

A more precise way to look at the demand for dump trucks in Public Works is to chart 
the frequency of use, which is shown in the following table. 
 

Table 11: Frequency of DPW Dump Truck Use 

 
 
 

Day of 
Week 

 

Aver. 
No. of 
Veh. 

Driven 

 

Aver. 
% of 
Veh. 

Driven 
Monday 2 23.9% 

Tuesday 3 34.7% 

Wednesday 3 38.6% 

Thursday 3 39.2% 

Friday 3 40.3% 

Saturday 1 17.9% 

Sunday 0 4.5% 
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# Veh. 

Driven in 
Single Day 

 
# of Days 

 
% of 
Total 

V
0 

0 84 23.0% 

V
1 

1 57 15.6% 

V
2 

2 66 18.1% 

V
3 

3 95 26.0% 

V
4 

4 33 9.0% 

V
5 

5 23 6.3% 

V
6 

6 5 1.4% 

V
7 

7 2 0.5% 

V
8 

8 0 0.0% 

TOTAL: 365 100.0% 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

As can be seen on the table, the peak 
demand for dump trucks was seven, which 
occurred on only two days during the year. 
Six dump trucks were needed on just 
five days and there was not a single day that 
all eight trucks were used. Based on this data we conclude that the department has at 
least one excess dump truck. 
 
The study team fully understands that Public Works has significant emergency 
response duties. However, in the event of a hurricane the department would have to 
rent a significant number of operated dump trucks and having one more truck sitting in 
the yard would not make much difference in its response. We believe it is a more 
rational approach to have a core fleet that meets normal operating requirements and 
establish mutual aid agreements and rental contracts to meet emergency response 
requirements.  
 
Elimination of one of the 12-yard trucks would avoid $156,000 in future replacement 
cost (we would recommend unit # 4671 which is a 2006 model and the oldest vehicle in 
the fleet (a replacement for unit 4662, a 2005 model, is already on order).  This unit has 
averaged $4,400 per year in maintenance and repair costs over its life.  
 
City Hall Pool Cars 
 
Another area where there appears to be an opportunity to rightsize the Public Works 
fleet is at City Hall where the department has five pool sedans and an Explorer 
assigned to the City Engineer.  
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Table 12: Summary of DPW Administration Fleet Allocation Worksheet 
 
VEHICLE 

# 
VEHICLE 

DESCRIPTION 
/ CLASS 

MILES 
/HRS. 

DRIVEN  

DAYS 
USED 

PURPOSE / 
FUNCTION 

DRIVER 
OR 

CREW 

REASON FOR 
LOW USE 

COMMENTS 

1602 2012 FORD 
FOCUS 111A 

1422 131 Used by engineering 
office staff personnel 
for transportation to 

meetings, construction 
project site visits, Fleet 

department and 
training. 

Pool   Recommend 
replacement with 

an SUV type to be 
able to perform site 
inspections during 

major flooding 
conditions in the 
event of storms, 
hurricanes, King 

Tides and the like. 

1603 2012 FORD 
FOCUS 111A 

1066 127 Used by engineering 
office staff personnel 
for transportation to 

meetings, construction 
project site visits, Fleet 

department and 
training. 

Pool     

1604 2012 FORD 
FOCUS 111A 

1656 133 Used by engineering 
office staff personnel 
for transportation to 

occasional meetings, 
project site visits, Fleet 

department and 
training. 

Pool     

4717 2008 FORD 
EXPLORER 

113B 

436 66 Used by City Engineer 
and office staff 

personnel (upon 
permission from City 

Engineer) for 
transportation to 

occasional meetings, 
project site visits, Fleet 

department and 
flooding inspections 
due to rain and King 
Tides and after major 
weather conditions. 

Luis 
Soto 

Used 
occasionally by 
City Engineer 

and for 
emergency 
purposes. 
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VEHICLE 
# 

VEHICLE 
DESCRIPTION 

/ CLASS 

MILES 
/HRS. 

DRIVEN  

DAYS 
USED 

PURPOSE / 
FUNCTION 

DRIVER 
OR 

CREW 

REASON FOR 
LOW USE 

COMMENTS 

13416 2014 FORD 
FOCUS 111A 

951 77 Used by ROW office 
staff personnel for 
transportation to 

meetings, construction 
project site visits, Fleet 

department and 
training. 

Pool Used 
occasionally by 
ROW manager 

for court 
depositions 

and/or site visits. 
Also, used 

occasionally by 
ROW staff for 

site visits. 

Recommend 
replacement with 

an SUV type to be 
able to perform site 
inspections during 

major flooding 
conditions in the 
event of storms, 
hurricanes, King 

Tides and the like. 

13417 2014 FORD 
FOCUS 111A 

2071 93 Used by ROW office 
staff personnel for 
transportation to 

meetings, construction 
project site visits, Fleet 

department and 
training. 

Pool Used 
occasionally by 
ROW manager 

for court 
depositions 

and/or site visits. 
Also, used 

occasionally by 
ROW staff for 

site visits. 

Recommend 
replacement with 

an SUV type to be 
able to perform site 
inspections during 

major flooding 
conditions in the 
event of storms, 
hurricanes, King 

Tides and the like. 

 
Of the six vehicles three were used less than the 100-day threshold. Average use for all 
six units was 105 days with a range of 66 days to 133 days. The department notes that 

occasion by office staff. We believe this vehicle 
should be available for regular pool use. As noted by the department, this would provide 
increased ability for staff to access areas where a 4-wheel drive and higher ground 
clearance is required. This change would also enable the department to eliminate one 

second pool sedan sold in its place. This would leave the department with 3 pool 
sedans, a pool SUV, and the City Engin (#1602) 
would avoid $20,000 in replacement cost.  
 
12. Rapid Response Team 
 
Effective with the 2019 Fiscal Year, this two-person unit was eliminated, and the 
employees reassigned to other departments. Of the two Ford E250 utility vans (4769 
and 4827) assigned to this unit, van 4827 is being transferred to the Property 
Management Department. Unit 4769 should not be replaced, which will avoid $30,000 in 
future replacement costs, as well as average expenses of approximately $2,400 per 
year for maintenance and repairs. 
 
13. Transportation 
 
Transportation volunteered to relinquish a low use sedan (Unit 3462) which would 
reduce future replacement funding needs by $20,000. Instead, a 2007 Ford Ranger sold 
at the 9/15/2018 City vehicle auction will not be replaced. 
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  Section 2. Summary of Findings and Recommendations 
 
While utilization of vehicles is generally good, our analysis shows that the City can 
eliminate 18 low use vehicles from the fleet. Table 1 below summarizes the 
recommendations and projected savings from eliminating these vehicles. 
 

Table 13: Summary of Recommendations 
  

Department Action Repl Cost 
Savings (1) 

Annual M&R 
Cost Savings 

Auction 
Value 

Total 
Benefit 

Capital 
Improvements 

Eliminate one sedan 
$20,000 $797 $1,500 $22,297 

Environment & 
Sustainability 

Eliminate one sedan 
$31,000 $240 $2,400 $33,640 

Fleet 
Management 

Eliminate one sedan 
$20,000 $388 $1,500 $21,888 

Information 
Technology 

Eliminate three sedans and 
two vans, add one SUV 

$101,000 $1,400 $6,000 $108,400 
Parks Eliminate one bus, one 

dump truck, one bucket 
truck, add skid steer loader $442,000 $7,050 $38,200  $487,250 

Police Eliminate three pool sedans $60,000 $1,500 $4,800 $66,300 
Property 
Management 

Eliminate one van and one 
flat-bed truck  $100,000 $2,700 $5,900  $108,600 

Public Works Eliminate one dump truck 
and one pool sedan $176,000 $2,480 $9,500 $187,980 

Rapid Response 
Team 

Eliminate one van 
$30,000 $571 $2,200 $32,771 

Transportation Eliminate one sedan  $26,000 $618  $4,750  $31,368 

Totals $1,006,000  $17,744 $76,750 $1,100,494 
 

(1) Cost savings per replacement cycle; e.g. avoided replacement costs for sedans would occur 
every seven years. 

 
In estimating the economic benefits resulting from our fleet rightsizing recommendations 
we took a conservative approach. Moreover, it is important to note that many of the 
specific vehicles we have targeted for replacement may be retained with older more 
costly vehicles actually being eliminated from other departments,. That is, when we 

interests to reassign such a vehicle and eliminate an older model. So long as 18 
vehicles of relatively the same type are eliminated our estimate of savings will be valid.  
 
Keeping with our conservative approach, we have assumed that most of the miles 
driven for these vehicles will be transferred to other vehicles in the fleet. Consequently, 
we did not project any fuel savings. For maintenance and repair costs we project a 
reduction of 50% of average annual costs. Auction revenues are also projected 

With inflation in the 
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fleet industry it is quite possible the City will realize more than 10%, particularly for large 
trucks. 
 
Capital cost avoidance, which is the largest benefit, was a straight-forward projection 
from the 10-year capital plan we prepared for the City earlier this year. 
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APPENDIX A  FLEET ALLOCATION SHEETS 
 
(allocation sheets are also available as separate electronic files in Excel) 
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0810
PUBLIC WORKS - 

ADMIN
Engineering/City Hall 14 1 1602 2012 FORD FOCUS 111A 1422 131 100

Used by engineering office 
staff personnel for 

transportation to meetings, 
construction project site 

visits, Fleet department and 
training.

Pool NO

Recommend replacement 
with an SUV type to be 

able to perform site 
inspections during major 
flooding conditions in the 

event of storms, 
hurricanes, King Tides and 

the like

0810
PUBLIC WORKS - 

ADMIN
Engineering/City Hall 14 1 1603 2012 FORD FOCUS 111A 1066 127 100

Used by engineering office 
staff personnel for 

transportation to meetings, 
construction project site 

visits, Fleet department and 
training.

Pool NO

0810
PUBLIC WORKS - 

ADMIN
Engineering/City Hall 14 1 1604 2012 FORD FOCUS 111A 1656 133 100

Used by engineering office 
staff personnel for 

transportation to ocassional 
meetings, project site visits, 

Fleet department and 
training.

Pool NO

0810
PUBLIC WORKS - 

ADMIN
Engineering/City Hall 1 1 4717 2008 FORD EXPLORER 113B 436 66 50

Used by City Engineer and 
office staff personel (upon 

permission from City 
Engineer) for transportation 

to ocassional meetings, 
project site visits, Fleet 

deparment and flooding 
inspections due to rain and 
King Tides and after major 

weather conditions.

Luis Soto NO
Used occasionally by 
City Engineer and for 
emergency purposes.

0810
PUBLIC WORKS - 

ADMIN
Engineering/City Hall 4 1 13416 2014 FORD FOCUS 111A 951 77 50

Used by ROW office staff 
personnel for transportation 

to meetings, construction 
project site visits, Fleet 

department and training.

Pool NO

Used occasionally by 
ROW manager for 
court depositions 
and/or site visits. 

Also, used 
occasionally by ROW 

staff for site visits.

Recommend replacement 
with an SUV type to be 

able to perform site 
inspections during major 
flooding conditions in the 

event of storms, 
hurricanes, King Tides and 

the like

0810
PUBLIC WORKS - 

ADMIN
Engineering/City Hall 4 1 13417 2014 FORD FOCUS 111A 2071 93 50

Used by ROW office staff 
personnel for transportation 
to  meetings, construction 

project site visits, Fleet 
department and training.

Pool NO

Used occasionally by 
ROW manager for 
court depositions 
and/or site visits. 

Also, used 
occasionally by ROW 

staff for site visits.

Recommend replacement 
with an SUV type to be 

able to perform site 
inspections during major 
flooding conditions in the 

event of storms, 
hurricanes, King Tides and 

the like

0810
PUBLIC WORKS - 

ADMIN
Operations/Yard 2 1 14405 2015 FORD EXPLORER 113B 2023 206 100

Used by division director 
and office assistant for 

transportation to ocassional 
meetings and training.

Roy Coley 
and Tiffany 

Bain
NO

0815
PUBLIC WORKS - 

ENGR
Engineering/City Hall 5 1 1605 2012 FORD FOCUS 111A 6142 198 100

Used by inspector staff for 
scheduled inspections and 
to patrol assigned sepment 
of city for ROW compliance.

Pool No N/A

0815
PUBLIC WORKS - 

ENGR
Engineering/City Hall 5 1 1606 2012 FORD FOCUS 111A 3026 158 100

Used by inspector staff for 
scheduled inspections and 
to patrol assigned sepment 
of city for ROW compliance.

Pool No N/A

0815
PUBLIC WORKS - 

ENGR
Elevator Division/City Hall 4 1 1634 2012 FORD FOCUS 111A 2753 208 100

Used by elevator inspector 
staff for inspections.

Pool No N/A

0815
PUBLIC WORKS - 

ENGR
Elevator Division/City Hall 4 1 1638 2012 FORD FOCUS 111A 1528 187 100

Used by elevator inspector 
staff for inspections.

Pool No N/A

0815
PUBLIC WORKS - 

ENGR
Surveying/City Hall 1 1 13400 2013 FORD F150 114P 1716 153 100

Used by Survey Division to 
carry the necessery 

equipment to perform survey 
work citywide.

Brian 
Bellino

No N/A
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