City of Farmers Branch

Fleet Replacement Guidelines

I. Summary

These guidelines establish a standardized framework for the City of Farmers Branch to ensure the
timely and efficient replacement of its city owned fleet vehicles and equipment. Adherence to
these guidelines will be instrumental in upholding the city's commitment to safety, cost-
effectiveness, operational efficiency, budget predictability, environmental responsibility, and
employee morale. The replacement schedule outlines specific intervals for various vehicle types,
reflecting their unique operational demands and criticality to city services. By adopting these
guidelines, the City of Farmers Branch anticipates significant benefits, including reduced
maintenance costs and vehicle downtime, improved safety and environmental performance,
enhanced operational efficiency and departmental responsiveness, accurate long-term budget
forecasting, improved employee morale and retention, and the maximization of resale value for city
assets.

Il. Introduction

The effective management of the City of Farmers Branch's fleet of vehicles and equipment is crucial
for ensuring the seamless delivery of essential services to its residents. These guidelines are
designed to provide a clear and consistent approach to the replacement of city-owned assets,
thereby promoting operational efficiency across all departments. Furthermore, these guidelines
underscore the city's commitment to fiscal responsibility in the management of public resources
and assets. By establishing a proactive and standardized replacement process, the City of Farmers
Branch aims to maintain a reliable fleet that supports the delivery of high-quality services to the
community it serves. The development of these guidelines involved careful consideration of
industry best practices and the specific needs of various city departments. To ensure their
continued relevance and effectiveness, these guidelines will be subject to an annual review and
updated as necessary to reflect evolving technologies, operational requirements, and budgetary
considerations.

lll. Refined Guiding Principles

The following guiding principles form the foundation of the City of Farmers Branch's Fleet
Replacement Guidelines:

o Safety: The paramount concern of the City of Farmers Branch is the safety and well-being of
its employees and the public. Maintaining a fleet of reliable and up-to-date vehicles is a
direct reflection of this commitment. Ensuring that city personnel operate safe and
dependable equipment minimizes the risk of accidents and injuries, thereby protecting
both employees and the community they serve. A proactive replacement strategy
contributes significantly to this principle by ensuring that older vehicles, which may be
more prone to mechanical issues or lack modern safety features, are replaced in a timely
manner.



e Cost-Effectiveness: Prudent financial management is a core responsibility of the City of
Farmers Branch. Timely replacement of fleet vehicles and equipment plays a crucialrole in
achieving long-term cost savings. As vehicles age, their maintenance costs tend to
escalate, and the risk of breakdowns leading to significant downtime increases. By adhering
to a planned replacement schedule, the city can mitigate these rising operational costs and
avoid unexpected major repair expenses. Furthermore, a well-maintained and regularly
updated fleet retains a higher resale value, allowing the city to maximize the return on its
investment when assets are eventually decommissioned.

e Operational Efficiency: The ability of city departments to effectively perform their duties
hinges on the availability of reliable and appropriate equipment. A proactive fleet
replacement program ensures that departments have consistent access to the tools they
need to serve the community without unnecessary disruptions due to equipment failures.
Right-sizing the fleet, which involves having the appropriate types and quantities of
vehicles, is also essential for maximizing efficiency. By replacing older, less efficient
vehicles with newer models that are better suited to current operational needs, the city can
enhance productivity and ensure that services are delivered in a timely and effective
manner.

¢ Budget Predictability: Effective long-term financial planning requires a clear
understanding of future capital expenditures. Establishing a predictable replacement
schedule for the city's fleet allows for more accurate budget forecasting. By anticipating
when vehicles and equipment will need to be replaced, the city can allocate funds in
advance, avoiding significant and unexpected financial burdens. This predictability
facilitates better financial management and ensures that the necessary resources are
available when needed to maintain a functional and efficient fleet.

¢ Environmental Responsibility: As a responsible member of the community, the City of
Farmers Branch is committed to minimizing its environmental impact. Replacing older
vehicles with newer, more environmentally friendly models is a key strategy in achieving this
goal. Newer vehicles generally offer improved fuel efficiency and produce fewer emissions.
The city should also explore opportunities to incorporate electric vehicles into its fleet
where feasible, further reducing its carbon footprint. This commitment to environmental
responsibility not only benefits the community's air quality but can also lead to long-term
cost savings through reduced fuel consumption.

o Employee Morale: The provision of modern, reliable, and safe equipment directly impacts
the job satisfaction and productivity of city employees. When employees have access to
well-maintained and up-to-date vehicles and equipment, they can perform their tasks more
effectively and with greater confidence. This sense of being valued and supported by the
city can lead to increased morale, improved productivity, and enhanced safety awareness.
Investing in reliable equipment also demonstrates the city's commitment to its workforce,
which can contribute to better employee retention.

IV. Clear and Concise Replacement Schedule and Justification



The following table outlines the replacement schedule for various types of city-owned vehicles and

equipment:

Table 1: Fleet Replacement Schedule

Vehicle Type

Replacement Interval

Justification (Concise)

Police Pursuit

High operational stress and rapid technological

Vehicles 3years advancements necessitate frequent
i
replacement for safety and performance.
Critical life-saving equipment requires frequent
Ambulances Syears replacement to maintain reliability and

incorporate the latest medical technology.

Fire Apparatus

10 years (15 years max
for reserve)

Replacing aging apparatus optimizes
operational readiness by mitigating increasing
maintenance costs and the heightened risk of
mechanical failures and downtime.

8 years or 2,500 hours

Heavy-duty equipment under demanding

Backhoes . ) conditions requires replacement based on
(whichever comes first)
usage and wear.
Heavy use in solid waste and debris removal
Grapple Trucks 8 years y .
leads to quicker wear and tear.
Specialized and expensive systems benefit
Sewer/Vac Trucks 8 years from proactive replacement to avoid costly
downtime.
Less complex and experience less wear than
Trailers 12 years motorized vehicles, allowing for a longer
replacement cycle.
10 years, 100,000 miles, ||Balances operational efficiency, cost-
All Other Y P y

Vehicles/Equipment

or 10,000 hours
(whichever comes first)

effectiveness, and safety for the majority of the
city's fleet.

Elaboration on Justifications:



Police Pursuit Vehicles: Due to the high-stress nature of police operations, pursuit vehicles
are subjected to significant wear and tear. Furthermore, rapid advancements in technology,
particularly in areas such as communication and safety systems, necessitate more
frequent replacements to ensure officer safety and operational effectiveness. The 3-year
replacement interval reflects the intense demands placed on these vehicles and the critical
need for them to be reliable and equipped with the latest technology.

Ambulances: As critical life-saving equipment, ambulances require the highest level of
reliability. The 5-year replacement interval is essential to ensure that these vehicles are
always in optimal working condition and equipped with the most current medical
technology. Regular replacement minimizes the risk of mechanical failures during
emergency situations and allows the city to incorporate advancements in patient care
technology.

Fire Apparatus: Fire Apparatus are built to very high standards and are designed for long
service lives. However, after 10 years of operation, even these robust vehicles experience
increased maintenance costs. Additionally, advancements in safety features and
firefighting technology make it desirable to replace them at this interval to ensure the safety
of firefighters and the effectiveness of their operations.

Backhoes: These heavy-duty pieces of equipment are subjected to demanding conditions
in various public works projects. The replacement interval of 8 years or 2,500 hours,
whichever comes first, acknowledges that usage plays a significant role in their wear and
tear. This dual metric ensures that backhoes are replaced either based on their age or their
level of use, whichever indicates the need for replacement sooner.

Grapple Trucks: Primarily used in solid waste and debris removal, grapple trucks undergo
constant heavy use. This demanding operational environment leads to quicker wear and
tear compared to less frequently used vehicles. An 8-year replacement cycle is necessary
to maintain areliable fleet for these essential services.

Sewer/Vac Trucks: Sewer and vacuum trucks are equipped with highly specialized and
expensive systems. Replacing these vehicles proactively, before major failures occur, is a
cost-effective strategy to minimize expensive downtime and ensure the continued
operation of critical wastewater infrastructure. The 8-year replacement interval aims to
prevent significant disruptions in these essential services.

Trailers: Compared to motorized vehicles, trailers are generally less complex and
experience less wear. This allows for a longer replacement cycle of 12 years. Regular
maintenance will further extend their lifespan within this timeframe.

All Other Vehicles and Equipment (General Fleet): For most of the city's remaining
vehicles and equipment, a replacement interval of 10 years, 100,000 miles, or 10,000
hours, whichever comes first, strikes a balance between operational efficiency, cost-
effectiveness, and safety. This standard guideline considers the age, usage (mileage and
hours), and potential wear of these assets to determine the appropriate time for
replacement.



V. Streamlined Implementation and Review Process

The successful implementation and ongoing effectiveness of these Fleet Replacement Guidelines
rely on clear roles and responsibilities and a commitment to regular review.

Responsibilities: Department heads will play a crucial role in the implementation of these
guidelines. They will work with the Fleet Manager to initiate replacement requests. These
requests should include appropriate justification, particularly in cases where deviations
from the standard schedule are deemed necessary or when specific operational needs
require consideration. The Fleet Manager will serve as the central point for all fleet-related
activities. This individual will maintain comprehensive records encompassing vehicle and
equipment maintenance history, usage data, and adherence to the replacement schedules.
Prior to authorizing any vehicle or equipment for replacement, the Fleet Manager will
conduct a thorough analysis to ensure that the asset meets all the criteria outlined in these
guidelines and that the proposed replacement aligns with the city's budgetary constraints.
This analysis will be a critical component of the annual budget process.

Annual Review: To ensure the continued relevance and effectiveness of these guidelines, a
comprehensive annual review will be conducted by the Fleet Manager in consultation with
department heads and other relevant stakeholders. This review process will consider
several key factors, including advancements in vehicle technology, evolving operational
needs of city departments, current budgetary limitations, and prevailing industry best
practices in fleet management. Based on this review, any necessary updates or
modifications to the guidelines will be proposed to the city council for their consideration
and approval. This commitment to an annual review ensures that the City of Farmers
Branch's fleet management practices remain adaptive and aligned with the city's overall
goals and objectives.

VI. Key Benefits of Adherence

Adhering to these Fleet Replacement Guidelines will yield significant benefits for the City of
Farmers Branch:

Reduced maintenance costs and vehicle downtime: By replacing vehicles and
equipment on a timely schedule, the city can avoid escalating repair costs and increased
frequency of breakdowns associated with an aging fleet. Older vehicles are inherently more
prone to mechanical issues, leading to higher maintenance expenditures and extended
periods of downtime when vehicles are out of service for repairs. This proactive approach
minimizes disruptions to essential city services and contributes to a more efficient
allocation of maintenance resources. Industry data indicates that maintenance costs often
rise significantly as vehicles age, with substantial increases typically occurring in later years
of service. Furthermore, the cost of vehicle downtime can be substantial, encompassing
lost productivity and potential impacts on service delivery.

Improved safety and environmental performance: Newer vehicles are typically equipped
with advanced safety features, offering enhanced protection for both city employees and
the public. Features such as improved braking systems, enhanced visibility, and driver-



assistance technologies contribute to a safer operating environment. Additionally, newer
vehicles generally offer better fuel efficiency and produce lower levels of emissions,
aligning with the city's commitment to environmental stewardship. Transitioning to a
greener fleet not only benefits the community's air quality but can also lead to long-term
savings on fuel expenses. The consideration of electric vehicles as replacements where
feasible can further enhance the city's environmental performance.

Enhanced operational efficiency and departmental responsiveness: Reliable and well-
maintained vehicles and equipment are essential for city departments to effectively
perform their duties and respond promptly to the needs of the community. When
departments have access to a modern and dependable fleet, they can operate more
efficiently, ensuring that services are delivered in a timely and effective manner. Minimizing
vehicle downtime through proactive replacement reduces disruptions and allows city
personnel to focus on their core responsibilities, ultimately improving the overall
responsiveness of city services.

Accurate long-term budget forecasting: A predictable fleet replacement schedule
provides the city with a clear roadmap for future capital expenditures. This predictability
allows for more accurate long-term budget forecasting and facilitates better financial
planning. By anticipating the need for vehicle and equipment replacements, the city can
allocate funds strategically, avoiding unexpected financial burdens and ensuring the
availability of resources when required. This proactive approach to budgeting contributes to
greater financial stability and allows the city to plan for other essential capital needs more
effectively.

Improved employee morale and retention: Providing city employees with modern,
reliable, and safe vehicles and equipment demonstrates a commitment to their well-being
and can significantly enhance job satisfaction. Employees who operate well-maintained
and up-to-date equipment are likely to experience increased morale and a greater sense of
value. This can lead to improved productivity and a reduction in employee turnover, saving
the city on recruitment and training costs. Investing in the tools necessary for employees to
perform their jobs effectively fosters a more positive and engaged workforce.

Maximizing the resale value of city assets: Timely replacement of fleet vehicles ensures
that they are sold or traded in before their market value depreciates significantly. As
vehicles age and accumulate mileage, their resale value diminishes. By adhering to a
planned replacement schedule, the city can optimize the return on its investment when
disposing of older assets, offsetting some of the costs associated with acquiring new
replacements. This practice ensures that the city maximizes the financial benefit from its
fleet assets throughout their lifecycle.

VIl. Conclusion

Adherence to these Fleet Replacement Guidelines is of paramount importance for the City of
Farmers Branch. By establishing a standardized and proactive approach to fleet management, the
city will ensure a safe, efficient, and cost-effective fleet that effectively supports the delivery of
essential services to its citizens. These guidelines reflect the city's commitment to fiscal



responsibility, environmental stewardship, and the well-being of its employees. Through consistent
application and annual review, the City of Farmers Branch will maintain a fleet that meets the
evolving needs of the community and provides the highest level of service to its residents.



