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Legistar: 120004

January 11,2012

TO: Village President and Board of Trustees

- THROUGH: David A. Hulseberg, Village Manager
FROM: Carl S. Goldsmith, Director of Public Works ﬂ O/
SUBJECT: Vehicle Replacement Program/Purchases

At the December 27, 2011 Village Board of Trustees meeting, the Board directed staff to
schedule a joint meeting of the Public Works Committee and the Transportation and
Safety Committee to discuss the vehicle replacement program that is used by the Village
of Lombard. The request was made in relation to the staff recommendation to purchase
two (2) police patrol vehicles that were approved as part of the FY 2012A budget. The
purchase was tabled pending the review by the joint committee.

The Committees met on Tuesday, January 10, 2012 to review and discuss the attached
memorandum prepared by staff. The memo provides an overview on the Village’s
strategy on depreciation, vehicle review and approval and specific details regarding the
replacement of police vehicles. After significant discussion and mput by the members
present, the committee concurred with the staff recommendation to continue the current
practice of depreciation, funding, review and replacement of the 172 vehicles in the
Village’s fleet. The committee did offer the following suggestions, which will be
considered or implemented for future vehicle purchase/disposals:

e Continue to utilize the replacement guidelines as established; however continue to
review each vehicle on a case-by-case basis through the Fleet Vehicle Review
process.

e Identify and explore alternative means of disposal of vehicles (i.e. Ebay® Motors
and Propertyroom.com)

o Continue to look at extending the life cycle of Village vehicles, while assuring
that the vehicles are safe for operation.

I respectfully request that this item be place on the Village Board agenda for January 19,
2012.



Legistar: 120004

January 4, 2012

TO: Public Works Committee & Transportation and Safety Committee
THROUGH: David A. Hulseberg, Village Manager

FROM: Carl Goldsmith, Director of Public Works
Raymond Byrne, Police Chief

SUBJECT:  Fleet Replacement Policy

BACKGROUND

At the request of Trustee Wilson, the staff has prepared the following memorandum identifying
the manner in which the Village replaces Village vehicles and equipment. This report was
predicated on an agenda item that was presented to the Village Board for consideration at the
December 27, 2011 meeting. The agenda item was for the purchase of two police patrol
vehicles that were included in the FY 2012 budget and were due to be replaced in accordance
with the Village’s replacement practice. The report provides details on the replacement
process, including the factors used to establish life cycles and replacement criteria, as well as
specific information on the procurement of police vehicles. This report will discuss general

replacement practice used by the Village and will provide information on the composition of -
the Lombard Police Department fleet.

Village Replacement Program

Fleet management, the procurement process, replacement scheduling and maintenance are
handled by the Fleet Services Division of Public Works for all Village rolling stock. The
division is responsible for developing specifications (in conjunction with the various operating
departments) for all equipment purchased, maintaining the equipment/vehicle and tracking the
depreciation and life cycle costs of each vehicle within the fleet. Fleet Services manages

approximately 172 vehicles and equipment. The initial capital investment in these units is
$9,700,000.

Each vehicle type has an established equipment replacement guideline that takes into account
the use or function of each vehicle. The guideline used provides for the length of service and
the mileage or hours of service determined to be the useful life to the Village. The useful life
is a factor of the cost of the vehicle, maintenance costs, salvage/trade value and replacement
cost. Over the past two years, the Village has reduced the overall fleet by 11 vehicles, with an
additional patrol vehicle to be removed in FY 2012b. The Village continues to address the
needs of each department and determine where fleet reductions and/or right-sizing can be done.



As a result of trustee comments and best management practices, the Village altered the
replacement guidelines to ensure that patrol vehicles meet the 80,000 mile mark prior to
replacement. Prior to 2009, the Village used years of service as the predominant factor for
vehicle replacement. The Village now uses the mileage as the crucial factor for the
replacement. As a result, the Village has been able to reduce the patrol fleet by one squad and
has made certain, that vehicles are meeting the mileage threshold prior to replacement. Staff

will continue to monitor the issue to determine if additional reductions in the patrol fleet can be
made.

Equipment Replacement Guidelines

Equipment Type Years | Mileage | Hours
Ambulance ' 8 80,000 | 7,000
Fire Apparatus 16 80,000 | 7,000
Heavy Truck (over 19,500 GVW) 12 80,000 | 7,000
Heavy Truck (salt trucks) 10 80,000 | 7,000
Medium Truck (10,000 to 19,500 GVW) 10 80,000 | 7,000
4x4 Pickup (8,500 GVW to 10,000 GVW) 6 80,000 | 5,000
Light Vehicle (less than 8,500 GVW) 1 8 80,000 | 5,000
Heavy Equipment (over 10,000 lbs) 10 n/a 5,000
Light Equipment (under 10,000 Ibs) 10 n/a 5,000
Police Cars 4 1 80,000 | 8,000

The Fleet Services Budget (8301) is approved as part of the Village Board’s review and
approval of the entire budget, including the Depreciation Schedule, which programs vehicle
replacement by year. A copy of the Fleet Services Vehicle Depreciation Schedule for FY
2012b is attached as Exhibit “A”. As with all funds or cost centers in the Village’s budget, the
budget is reviewed by the Department Head, reviewed by the Village Manager and Finance
Department, presented to the Finance Committee for review and ultimately presented to the
Village Board for approval.

Tn addition to this process, the Fleet Services Division also presents an annual Vehicle Review
Report to the Village Manager and Finance Department that identifies specific
recommendations on vehicles due for replacement. A copy of a sheet from the Vehicle Review
report is attached as Exhibit “B”. The fleet replacement process is a coordinated effort
between Fleet Services, the Finance Department, user departments and the Village Manager.
The primary responsibilities of the departments are:

User Departments - The user departments participate in specification writing and decisions
related to their fleet. User department heads, or their designee, sign off on final specification
documents and changes to their fleet. User departments are expected to inform the Fleet
Division as to what vehicles or equipment they need to run their department most efficiently.

Finance Department - The Finance Department manages the vehicle reserve fund and
accounting records for the initial purchase costs and salvage values. The Finance Department is
responsible for updating the vehicle depreciation schedule annually so as to correct for
inflation with input from the Fleet Division. The department maintains the fixed asset registers
used to record the details of the equipment purchase history.



Fleet Services - Fleet Services prepares an annual review based on the above guidelines and
suggestions from user departments. During the annual review process Fleet Service will assess
each vehicle’s condition and recommend replacing or retaining that vehicle. This review is
then submitted to the Finance Department and Village Manager for approval. Fleet Services
also prepares the vehicle and equipment specifications with help from the user departments and
prepares the bid packets for buying the replacement vehicles and equipment. After the new
vehicles have been received, disposes of the replaced units by trade, auction or sale depending
on which will bring the highest return.

Village Manager - The Village Manager has the final approval for any changes to the fleet. All
information and recommendations are presented to the Manager during the annual vehicle
review meeting. The Manager can choose to approve vehicle replacements or fleet changes at
that time or defer any decisions until further information is provided.

Each vehicle is reviewed on its own merit based upon a number of factors that contribute to a
fiscally responsible and sound replacement program. The Village uses the following factors in
considering the replacement of vehicles and equipment;
e Maintenance costs — some indicators that it may be time for replacement are when life
maintenance costs equal original purchase price or when annual maintenance costs are
close to exceeding the value of the vehicle.

e Excessive downtime — if a vehicle becomes unreliable and is in the shop too much
overall efficiency suffers.

e Vehicle appearance — if a vehicle is badly rusted or generally has a poor appearance it
can reflect badly on the Village’s image.

o Employee morale — employees tend to be more efficient and take better care of their
vehicles and equipment when they are in good condition.

e Financial savings - downsizing of vehicle type or replacement with a new vehicle
model that is more efficient can sometimes reduce life cycle costs. »

e High salvage value — some vehicles have high salvage values and are able to be turned
around more quickly which reduces overall life cycle costs.

e TFleet right sizing — sale of under-utilized vehicles can reduce cost.

e Mileage vs. Hours usage — many of the Village’s vehicles have relatively low mileage
but high hours of use. A common industry conversion for hours to mileage equivalency
would be 200 hours equals 5,000 miles of use (or hours x 25).

It is important to note that during a vehicle’s life the capital costs diminish and at some point
the maintenance costs rise. This produces a U-shaped total life cycle cost curve with a flat
bottom. There is not one given point in a vehicles life that dictates its replacement but rather a
window of a few years. This window is the time you want to evaluate the vehicle for
replacement. If done properly a fleet can defer new vehicle purchases during down economic
times for a period of time with not much consequence. However continuously deferring fleet
replacement purchases increases future replacement spending needs and overall costs.

This evaluation process is used for each piece of rolling stock purchased by the Village. Once
the determination to replace a vehicle is made, the staff determines the most cost effective
manner to procure the vehicle. Chapter 3 of the Village’s Purchasing Policy provides guidance

on the manner in which all purchases are made, including vehicles. Relevant sections can be
found below.



“CHAPTER 3 - COMPETITIVE QUOTES & EXCEPTIONS TO THE POLICY

A. General Policy for Soliciting Quotes

Employees are responsible for obtaining quotes for purchases in the instances outlined below.
When submitting a purchase requisition prior to purchase using the HTE sofiware, quotes
shall be added to the requisition. The limits shall include all costs involved with a purchase,
including shipping, installation, etc. Requisitions submitted without the required quotes or a
satisfactory explanation of why quotes were not obtained (e.g. sole source, emergency,
standardized vendor, etc.) will be returned to the originator without approval.

Up to $2,500 One verbal quote is required; however, employees are encouraged o
seek additional gquotes when possible.

$2,501 - 85.000 Three verbal quotes must be obtained. The quotes must be listed in the
HTE purchase requisition. Physical records regarding the dates,
contacts and quotes received shall be retained in the department’s files
for auditing purposes.

$5,001 - §19,999 Three written quotes. The quotes must be listed in the HTE purchase
requisition. Hard copies shall be obtained and retained in the
department’s files for auditing purposes.

820,000 & Above Must be vcompetitz’vely bid in accordance with State Zdw and Village

ordinances. Village Board approval is required for all contracts above
$20,000.

Items purchased more than once during a fiscal year (e.g. forms, copier supplies, etc.) do not
need quotes every time a purchase is made. However, competitive quotes for these items shall
be sought at least once each year to ensure that vendors are competitive.

B. Joint Purchasing

State of Illinois

Village employees are authorized to obtain goods and services using the State of lllinois Joint
Purchasing program. When available through the State program, it is not necessary for Village
employees to obtain quotes or to competitively bid the goods or services which are sought.
Employees shall be responsible, however, for ensuring that the goods or services are of a
quality sufficient to meet the Village’s needs and that pricing is competitive.

When making purchases using the State’s assigned vendor, employees shall submit a purchase
requisition to the vendor directly and shall include the State of Illinois contract number and the
Village's assigned Joint Purchasing member 1.D. number (L3250) on the purchase order. This
information should be included on the purchase order by using the extended description option



when entering the purchase requisition (see the HTE section of this marual for additional
information).

Other Units of Government

Employees are permitted to purchase items joinily with other units of government when the
price of the goods or services sought is competitive and the quality meets the Village’s
standards. Prior to inifiating the transaction, employees shall seek the approval of the
Assistant Finance Director. Questions regarding joint purchasing opportunities should be
directed to the Assistant Finance Director.

C. Sole Source Purchases
Contracts for parts, supplies, equipment or services that are available only from a single
source are referred to as sole source purchases. Sole source procurements may arise from the

following circumstances:

1. Equipment for which there is no comparable competitive product or is available only from
one supplier

2. Public utility services from natural or regulated monopolies

3. A component or replacement part for which there is no commercially available substitute
and which can be obtained only from the manufacturer

paN

An item where compatibility is the overriding consideration, such as computer software
S. A used item, for example, a television transmitter tower, that becomes immediately
available and is subject to prior sale

These items shall not be subject to requirements for seeking competitive quotes or bids.
However, purchases in excess of $20,000 shall be presented fo the Village Board prior to

acquisition with a request to waive bids, approve the purchase and enter into a formal
contract.” '

Due to the commonality of municipal fleets, the Village has historically purchased vehicles
under joint purchasing agreements through Illinois Central Management Services (CMS) or the
Suburban Purchasing Consortium (SPC) managed by the Northwest Municipal Conference.

Lombard Police Department Fleet

As stated in the beginning of the report, one of the issues that arose from the December 27,
2011 request to purchase two (2) replacement patrol vehicles was the number of vehicles in the
Police Department fleet. Two primary issues were identified; the total number of vehicles

maintained by the Police Department and the replacement cycle (4 years/ 80,000miles) used for
patrol vehicles.

While there is no industry standard on the number of officer per vehicle, the Village conducted
a study of the surrounding communities to determine the number of officers assigned to a
vehicle. This baseline data allows the Village to measure the composition of the vehicle fleet.



The data is based upon sworn personnel as a function of marked vehicles. As the request for
review and analysis seems to be focused on the marked vehicles, the data concludes that the
average sworn personnel per marked vehicle is 2.30 officers per vehicle based upon the
surveyed communities. The Village of Lombard has the highest number of sworn personnel

per marked squad car of the surveyed communities. A table containing the data can be found
below.

Police Fleet Analysis
POLICE # OF PATROL # OF PATROL RATIO OF
DEPARTMENT PERSONNEL VEHICLES OFFICERS TO
PATROL

’ VEHICLES
Lombard ** 48 18 2.67
Elmhurst ' 50 19 2.63
Downers Grove 51 21 243
Bartlett 32 19 1.68
Wheaton 52 23 2.26
Carol Stream 38 18 2.11

** Includes a patrol vehicle assigned to the K-9 Unit and exclusively driven by one officer. Excluding that vehicle
would represent 47 patrol personnel assigned to 17 vehicles with a resulting ratio of 2.76.

The second component of the analysis of the Police Department Fleet sought to determine the
impact of deviating from the guidelines that have been used in the past of 4 years/80,000 miles.
Staff had reviewed this issue in 2010 and developed the following information relative to the
life cycle costs. Specifically, staff has been tasked with determining the impact of extending
the useful life of a patrol vehicle. Staff has looked at the impact that this would have on one of .
the eighteen (18) marked patrol vehicles, taking into account cost of replacement vehicle,
maintenance costs and resale value at time of sale. The eighteen reflects the total marked
vehicles anticipated in FY 2012b with the proposed reduction. One factor that has not been
included is the reliability and dependability of the vehicles as the life cycle was to be extended.
Case studies are rare on this topic, as most public agencies follow similar replacement
protocols as Lombard. Staff was able to find a 2008 article on the Illinois State Police (ISP)
fleet. The article (attached as Exhibit “C”) concluded that based upon the age and mileage
(180,000) of the fleet, 43% of the fleet (193 vehicles) were unsafe and that 47 vehicles had to
be pulled from the road due to safety concerns.

The staff analysis prepared in 2010 that evaluated the current replacement schedules for police
vehicles versus extending the vehicles out by an additional 1,2 and 3 years. The analysis used
the following costs to determine the impact:

Purchase Price - $21,800

Annual Depreciation - $4,325

Annual Maintenance (including fuel costs) - $3,722
Resale Value (after 48 months) - $4,500

Annual Operating Costs - $8,047

Four Year Life Cycle Costs - $32,186



The marked police vehicles are denoted in the blue highlighted cells. The analysis determined
that the extension of the life cycle by one year causes the maintenance cost to exceed the value
of the vehicle. This trend steepens as the life is extended further. Itis at the 4.5 year mark

where the maintenance exceeds the value.

Vehicle price increase 3%
Maintenance increase 15%
Resale value decrease 22%

THEFiKeéping cars's additionaliyear

ars’

B

Annual Mileage at Annual Annual Approximate Annual Life Cycle

Qty Use Veh Type Life Years Mileage Disposal Depreciation Maintenance Resale Value Cost Cost
1 E.T. SUV 6 20,000 120,000 $3,533 $3,722 $3,000 $7,255 | $43,530.43
3 SUPERVISOR SUV 8 10,000 80,000 $2,650 $3,722 $3,000 $6,372 | $50,973.91
3 TRAFFIC CAR 8 10,000 80,000 $2,475 $3,722 $2,000 $6,197 [ $48,573.91
1 K-8 SUvV 8 10,000 80,000 $2,775 $3,722 $2,000 $6,497 | $51,973.91
1 SLICK-TOP CAR 8 10,000 80,000 $2,475 $3,722 $2,000 $6,197 | $49,573.91
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Vehicle price increase 3% 7 20,000 140,000 $3,227 $4,280 $2,340 $7,507 | $48,066.00
Maintenance increase 15% 9 10,000 90,000 $2,510 $4,280 $2,340 $6,790 | $48,066.00
Resale vaiue decrease’ 22% 9 10,000 90,000 $2,322 $4,280 $1,560 $6,602 | $44,974.00
: ' 9 10,000 90,000 $2,596 $4,280 $1,560 $6,876 | $49,846.00
9 10,000 90,000 $2,322 $4,280 $1,560 $6,602 | $44,974.00
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BT e ning oare 3 additional years T Tl
Vehicle price increase 3% 8 20,000 160,000 $2,981 $4,922 $1,825 7$7,903 [$54,892.58
Maintenance increase 15% 10 10,000 400,000 $2,385 $4,922 $1,825 $7,307 | $54,892.58
Resale value decrease 22% 10 10,000 100,000 $2,191 $4,922 $1,217 $7,113 | $51,554.82
10 10,000 100,000 $2,446 $4,922 $1,217 $7,368 | $56,500.98
10 10,000 100,000 $2,191 $4,922 $1,217 $7,113 | $51,554.82
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9 20,000 180,000 $2,780 $5,660 $1,424 $58,681.46
11 10,000 110,000 $2,275 $5,660 $1,424 $7,935_| $60,197.85
11 10,000 110,000 $2,079 §5,660 $949 $7,740_| $56,487.68
11 10,000 110,000 $2,318 $5,660 $949 $7.978_ | $61,017.53
11 10,000 110,000 $2,079 $5,660 $949 $7,740 | $56,487.68
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An additional concern that was raised is whether the Village was realizing the increased resale

value on the vehicles given the current life cycle.

The table below provides information

relative to the disposal of the 13 most recent patrol cars. All vehicles are Ford Crown Vics.
This is helpful in understanding the impact on holding a vehicle for a longer period of time.

Model

In-Service | Date of Full | Replacement | Milesat | Salvage | Lifeto Date

Year Date Depreciation Date Disposal Value Repair Costs
2006 09/16/05 | 06/01/08 02/11/09 76,809 $4,430.00 | $12,374.97
2006 09/16/05 | 06/01/08 02/11/09 66,320 $4,330.00 | $10,374.56
2006 09/16/05 | 06/01/08 - 02/11/09 80,300 $3,225.00 | $15,611.92
2006 09/16/05 | 06/01/08 02/11/09 64,342 $3,930.00 | $16,290.39
2006 09/16/05 | 06/01/08 02/11/09 81,223 $4,430.00 | $18,115.81
2006 09/16/05 | 06/01/08 02/11/09 67,784 $4,035.00 | $15,462.51
2007 12/21/06 | 06/01/09 03/31/10 64,068 $5,130.00 | $10,562.24
2007 12/21/06 | 06/01/09 03/31/10 56,673 $5,230.00 | $12,343.92
2007 12/21/06 | 06/01/09 04/07/10 64,816 $5,130.00 | $15,112.09
2007 12/21/06 | 06/01/10 03/31/10 57,956 $4,930.00 | $10,149.82
2007 12/21/06 | 06/01/10 09/22/10 71,901 $2,930.00 | $15,838.05
2007 12/21/06 | 06/01/10 12/13/11 80,190 $1,100.00 | $16,603.67
2008 09/07/07 | 06/01/10 08/03/11 79,902 $4,835.00 | $13,274.76




As evident from the recent sales, the Village yields a higher return on the sale of the patrol cars
when the mileage is below 80,000. The salvage value is also greatly impacted on the condition
of the squad car. Vehicles are subject to wear and tear based upon use and as a result, the
condition and time of sale may affect the salvage value.

Staff will be present at the January 10, 2012 meeting to discuss the report.

Recommendation

Staff recommends that a formal Administrative Policy be developed based upon the
replacement criteria outlined in this report.




Exhibit “A”
Fleet Services Vehicle Depreciation Schedule
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Exhibit “B”
Fleet Services Division
FY 12b Vehicle Replacement Request
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FLEET SERVICES DIVISION
FY12b VEHICLE REPLACEMENT REQUEST
COST CENTER: 6101-8306-733600

Police 'v

DIVISION: : Patrol

FLEET #: PP730

YEAR AND MAKE: 2009 Crown Vic

MPG: 9

UNIT USED FOR: Line car for police patrol

YEAR TO DATE: 51,164 4,213
LIFE TO DATE: $10,535 52,095
LAST YEAR: $3,647 13,858

TOTAL RESERVES: $19,000
SALVAGE VALUE: $3,000
AMOUNT AVAILABLE: $22,000
ANTICIPATED COST: - $26,000
FISCAL IMPACT: S -$4,000

RECOMMENDATION: Replace with a Ford AWD Interceptor sedan

MPG
DISPOSAL OF VEHICLE: Auction 14/20

REPLACEMENT VEHICLE: Interceptor sedan  20% increase

MANAGER'S APPROVAL:  YES NO DATE_ / | _
COMMENTS:
MANAGER WILL DISCUSS WITH DEPARTMENT HEAD: YES NO

DISCUSSIONDATE:___ [/
COMMENTS:
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Tllinois State Police Article
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Drivers to fund repair of unsafe State Police cars
November 17, 2008

By Chris Williams

ent

QUAD CITIES -- Every day, Illinois State Troopers put their
lives on the line, but tonight we're learning the condition of thei
squad cars may put them in even more danger. Economic issues
mean some troopers are using faulty equipment and now

lawmakers want you to help pay for repairs. Newschanne] 8's
Chris Williams explains.

At the scene of a crash, or in many rural Iilinois towns, the first §
face you see at an emergency is that of a State Trooper. Only
through extended maintenance on their cars have they kept their
promise to be there when you need them. But their aging fleet
of squads is a growing concern and now lawmakers want
Tllinois car owners to help police keep that promise.

"We can't put police officers on the streets without proper vehicles.", said Illinois State Senator Mike Jacobs. He
voted for the bill last week.

Lawmakers passed the plan that will add $1 every time you license your car to fund repairs and replacements
for state police cars kept in service because state budget money is at a premium. Officials say they'd like to
retire sqand cars at 80 thousand miles, a practice that ended when gas prices rose to new records. The average

wear now is well over 120 thousand miles. Troopers began to push this funding idea last Summer after a slow-
speed crash in Cook County. : S

Tllinois State Police Master Sergeant Brian Ley described the investigation; "Upon examination by a mechanic,
the vehicle brake lines were found to be corroded all the way through and there was brake fluid leaking out."

That lead to an inspection of all state patrol cars with more than 180 thousand miles. Investigators found 442 of
them on the road, about a quarter of the entire fleet. Mechanics looked for every major issue and determined 43

percent, 193 of those squad cars, were unsafe. Many were repaired but 47 were pulled from the road altogether.

Locally, in District 1 which includes Carroll, Lee and Whiteside Counties, 3 of the 6 cars inspected failed but
were repaired and returned to service.

Tn District 7 which includes Henry, Knox, Mercer and Rock Island Counties, 4 of 7 cars inspected failed. 2
could not be fixed.

‘And in Dstrict 14 which includes Henderson and Warren Counties, 3 of 10 cars failed inspection but were
repaired and returned to service.

"Npumber 1; it's not safe for the Trooper. But, secondly, they're not making it to a destination where a life
saving maneuver could be performed to save a life or help somebody in need in an emergency situation", said
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Master Sergeant Ley.

In theory, the plan passed by the House and Senate should raise 9 million dollars each year for state police car
maintenance and replacement. Troopers hope to get to a point where they can replace 450 squad cars each year.
The bill now goes to Govenor Rod Blagojevich. His office wouldn't say if plans to sign it, but if he does the fees
would start next year. .
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