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FLEET AND TRANSPORT ASSET MANAGEMENT PLAN 

1.
Purpose

1.1
To set out the arrangements for the management of fleet and transport assets.
2.
Recommendations

2.1
The Policy and Finance Committee is asked to approve the Fleet and Transport Asset Management Plan, (FTAMP), attached at Appendix 1.
3.
Risk Assessment

3.1
Political: Failure to have an effective Asset Management Plan (AMP) for fleet and transport compromises the Fire Authority’s responsibilities to exercise appropriate control and governance of a significant risk and spend area.  Additionally, this could adversely impact the achievement of operational excellence and effective use of resources.

3.2
Environmental: Having a suitable AMP allows the environmental policies of the Fire Authority to be implemented within a structured framework. It enables procurement, maintenance and disposal of fleet in an environmentally aware manner.

3.3
Technological: The AMP sets out the arrangements for future proofing of the fleet and enhancing technological advances.

3.4
Economic: The AMP maps out capital and revenue assets and commitments within the current financial and environmental policies of the Fire Authority.

4.
Background
4.1
The first FTAMP has been focussed on establishing best practice and formalising current arrangements around the management of the Service’s fleet and transport function.

4.2
The plan itself is intrinsically linked with other key service plans, in particular, the Integrated Risk Management Plan (IRMP) and Medium Term Financial Plan.  The IRMP will drive decisions around what equipment and appliances are procured in the future to deliver a safer service to the citizens and provide safer working conditions for service personnel.

4.3
The outcomes of the IRMP will be fed into the FTAMP and the Medium Term Financial Plan to ensure the outcomes are implemented in a controlled way and are affordable.  It is anticipated that the FTAMP will be reviewed annually to ensure it remains consistent with the services aims and objectives.
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APPENDIX 1

FLEET AND TRANSPORT 
ASSET MANAGEMENT PLAN

1.
THE FLEET ASSET MANAGEMENT PLAN (AMP)
1.1
The purpose of this asset management plan is to ensure that the major investment made by the Fire Authority in a modern fleet is utilised and applied in the most effective way to:

· increase customer and stakeholder satisfaction

· improve the use of resources

· ensure the effective use of capital

· comply with statutory regulations

· improve corporate management

1.2
This helps to:

· improve community safety

· improve services

· adopt new ways of working

· meet the challenge of Comprehensive Performance Assessment (CPA), Local Area Agreements and the forthcoming Comprehensive Area Assessment
· make the organisation more responsive 
· deliver efficiency savings

1.3
The plan ensures that the vehicles and appliances we procure meet the latest environmental standards. The management and use of vehicles is set out in the Fire Authority’s environmental policy.

2.
HOW THE FLEET AMP INTERLINKS WITHIN THE CORPORATE STRUCTURE AND OTHER STRATEGIES

2.1
The Fire Authority has a Corporate Plan that outlines what it aims to achieve and how during the next three years.  It sets out in particular:

· Vision, aims and objectives

· Key policy priorities 

· Action plans for achieving the key delivery objectives

· Action plans for achieving planning objectives

2.2
The Fleet AMP is intended to be a live document that will evolve through time and reflect appropriate changes based on up to date practices.

The AMP links with and informs other strategic decisions and plans for the effective management of a fire and rescue service as set out in table 1 below.
Table 1: Relationship of AMP with Corporate Plans and Strategies

	Plan
	Input From AMP

	Integrated Risk Management Plan (IRMP)
	The IRMP sets out the Fire Authority’s strategic assessment of risk to life and how resources will be deployed to address these risks.  A key part of this plan is the procurement and deployment of fire appliances to deliver the service to our communities.

	Service Improvement  Plan
	An internal plan designed to co-ordinate the activities and resources of the service on annual basis.  The Service Improvement Plan sets out the proposals we have to develop our fleet and operational equipment.

	Medium Term Financial Strategy (MTFS),  including Revenue and Capital Budgets
	The MTFS sets out the Fire Authority’s financial position over the medium term and ensures resources are managed effectively and budgets are aligned with corporate objectives, including the procurement and disposal of fleet.

	Capital Strategy
	The Capital Strategy provides a framework that sets out how we will resource the procurement of an effective and modern fleet of vehicles to deliver our service.

	Environmental Policy
	The AMP has direct links with the Fire Authority’s plan and commitment to improving environmental performance.

	Functional, District and Station  Plans
	Each function, command area and station will develop annual plans to document key in-year work activities.


3.
PURPOSE AND ROLE OF FLEET AND EQUIPMENT SERVICES GROUP WITHIN CFRS

3.1
The primary purpose of the Fleet & Equipment Services Group of Cambridgeshire Fire and Rescue Service (CFRS) is the supply and maintenance of vehicles and equipment which enables the delivery of effective, economic and efficient prevention, protection and operational response services. There is also a need to ensure that we meet legislative requirements promote environmental sustainability and procure the assets at a competitive price.

3.2
The service provided covers three main functions:

· Fleet Supply

· Fleet Management

· Fleet Maintenance

3.3
The Fleet and Equipment Services Group (FSEG) is the main contractor for all transport or transport related services.

4.
DETAILS OF FUNCTIONS PERFORMED

Table 2 functions performed by Fleet and Equipment services

	Fleet Supply
	The specification, acquisition, disposal and financing of all CFRS vehicles.  The acquisition, disposal and financing of vehicle mounted fire fighting equipment.

	Fleet Management
	The management and upkeep of the fleet.  This function includes all duties associated with the upkeep of a fleet of vehicles.

· Insurance

· Vehicle Excise Duty

· Registration and Licensing

· Fuel Management

· Availability monitoring

	Fleet Maintenance
	The repair and maintenance of vehicles and vehicle mounted equipment.  The transport workshops undertake the tasks involved.  Specialist external contractors are engaged by the repair and maintenance facility as and when required, however the majority of the repair and maintenance tasks are undertaken by Fire and Rescue Service support staff.


5.
LEGISLATIVE REQUIREMENTS

5.1
The operation of a fleet of vehicles is a heavily regulated area. The operation is affected by the following legislation and standards:

· The Road Vehicles (Construction and Use) Regulations 1986

· The Road Vehicles Lighting Regulations 1989

· The Motor Vehicles (Driving Licences) Regulations 1999

· The Road Traffic Act 1991

· The Road Vehicles (Registration & Licensing) Regulations 1971

· The Health and Safety at Work Act

· Provision and Use of Work Equipment Regulations 1998

· The Management of Health and Safety at Work Regulations 1999

· The Control of Pollution (oil storage) (England) Regulations 2001

· British and European Technical Standards

5.2
The list is not exhaustive but serves to outline the legislative requirements applicable to the Fleet and Equipment Services Group. In a heavily regulated environment such as transport there are many examples of good practice; the following are some of the current procedures adopted to satisfy the legal requirements and also provide a good practice methodology:
· Proactive Safety Inspection programme

· Defect Reporting System

· Preventative Maintenance Schedule

· Vehicle Inventory and Tracking
· A Service Level Agreement between the Operational Support and Community Safety Directorates is in place.
· Appliance replacement policy
6.
TRANSPORT ASSETS – LOCATION and COST

6.1
The majority of CFRS vehicular assets are located at the Service’s fire stations and at Headquarters.  The current fleet operated by CFRS consists of approximately 90 vehicles.  Appendix 1 identifies each vehicle by registration number, purchase cost, date into service, make, type, location and lease expiry/replacement date as applicable.

7.
TRANSPORT UTILISATION AND EMERGENCY VEHICLE   REQUIREMENTS

7.1
The vehicular assets of CFRS are determined by the risks assessed in the IRMP and the requirement for staff to be in the right place at the right time to deliver our services.  Whilst public perception of fire service vehicles is the traditional ‘red fire engine’, there are numerous supporting vehicles that are required to fulfil a variety of roles.

7.2
To obtain best value from the vehicular assets we need to be aware of vehicle utilisation, repair and maintenance history and a variety of other management information; this is an area where more information needs to be obtained (see Action Plan).

7.3
The number, location and capabilities of each vehicle and its associated equipment will be determined by the IRMP, health and safety requirements, national New Dimension programme and the funding/resourcing needed to procure and maintain the fleet.

7.4
The initial placement and subsequent cascade of emergency vehicles is also important.  Good practice suggests that newer vehicles should be allocated to the busiest stations to ensure any problems are identified and corrected during the warranty period. This policy also ensures that the most modern vehicles are placed where the risk is greatest as there is a general correlation between risk and activity levels. We are also assessing the impact of allocating some new appliances to smaller and less operationally active stations to ascertain if vehicle life can be extended.
8.
VEHICLE AND EQUIPMENT PROCUREMENT AND LIFE CYCLE
8.1
Vehicles and equipment have a predetermined life cycle, this life cycle is informed by a variety of factors including:

· Legislation

· Procurement practices

· Disposal methods

· Good practice methodology

· Maintenance and upkeep requirements

· Requirements of user departments

· Cost

· Level of specification

· Availability

· Dependability

· Flexibility

· Service life

8.2
CFRS policy is to purchase and own vehicles as this currently provides the best value for the investment the Fire Authority puts into fleet and equipment. This policy is kept under review and can be altered if better value for money is available.

8.3
The Service’s replacement programme utilises the following guidance on lifing of vehicles. It is recognised that this policy has financial implications, and the management information mentioned in 7.2 above will be used to keep the policy under review:

· Water Tender Ladder


12 years

· Special Appliances



15 years

· Utility Vans




3 years /65,000 mls

· Pool Cars




3 years / 65,000 mls

· Principal Officer and FDS Cars

3 years / 65,000 mls

8.4
The life cycle begins prior to the procurement of the equipment.  For additional vehicles to the fleet, the IRMP process will identify the capability and number of vehicles required to address the risk. Following that a business case is produced which sets out procurement options. 

8.5
In respect of replacement vehicles or an existing fleet item, the requirement is scrutinised to examine whether the need is still apparent.  The specification should reflect the factors stated above and must have some due regard to what is available in the open market and consider any new technology that has arrived that could improve performance.  The vehicle replacement and acquisition programme for the period 2007/08 -2011/12 sets out current procurement intentions.

8.6
A procurement process is in place to acquire the vehicle or equipment at the best possible price at the specification required.  The process may follow several different routes all of which must comply with current standing orders.  There are procurement initiatives that have established framework agreements to enable member Fire Authorities to share procurement costs and provide best value. CFRS will utilise these frameworks where they provide the best value for money available at the time of the procurement.

8.7
If a suitable framework agreement is not available we will work collaboratively with appropriate partners to procure in the most cost effective manner.  When delivered the vehicle or equipment detail is recorded on the vehicle inventory and the planned maintenance plotted on the vehicles maintenance schedule.

8.8
There is currently a Central Government directive for major purchases to be secured via a national procurement body (FireBuy) and there are six UK companies with contracts to supply pumping appliances to all Fire and Rescue Services. We will use this procurement body provide it secures the best available value for money.

8.9
15 of our firefighting vehicles are leased which are highlighted in appendix 1; All other Appliances are bought outright from Capital budget.
8.10
All vehicular assets are purchased with a minimum of 12 months warranty from the vehicle manufacturer; the majority of light vehicles have a whole vehicle warranty of 36 months duration.  In respect of vehicles above 3500 gross vehicle weight the body is generally not produced by the chassis manufacturer and is built and warranted by a specialist bodybuilder.

8.11
The transport section has the responsibility to ensure that all vehicles stay within legislative and safety requirements; it also provides operational support to the vehicle fleet.  This includes a reporting mechanism to respond to day to day unplanned repairs and a planned preventative maintenance and inspection schedule to reduce the number and severity of unplanned repairs required.  All repairs are documented to ensure that works to transport vehicle assets are recorded to enable effective asset management.

8.12
Once a vehicle owned by the Fire Authority has reached its end of life milestone it will be sold.  The current arrangement in place to dispose of fleet vehicles is via vehicle auction companies. Prior to disposal, the vehicle specification will be reviewed and updated accordingly to facilitate the ordering of a replacement vehicle (if required). 

8.13
In some circumstances the Fire Authority may choose to dispose of a vehicle in some other manner, for example donating a redundant vehicle to assist in the development of a fire and rescue service in another country or to a charity. Approval to use this alternative disposal route will require individual approval from the Fire Authority.

9.
AGE PROFILE OF THE FLEET

9.1
The current vehicle fleet has evolved over the years to include vehicles of mixed age.  The average age of the whole fleet (fire and rescue appliance and support) is 6.5 years.  Whilst it is generally accepted that the specialised, high value vehicles have a longer life and will therefore remain on the fleet for a longer period, the older the fleet, the more redundant in terms of modern principles and technology.  The risk of obsolescence is a consideration in determining vehicle life or refurbishment programmes. The lifing policy in 8.3 is intended to maintain a modern and effective fleet.

9.2
The decision when to replace vehicles is determined by several factors.  Due to the high cost of the more specialised vehicles it becomes beneficial to spread the initial cost over a longer period in accordance with predicted useful life.  The major drawback of this is that as technology moves on there is a danger that the vehicle will become outdated in respect of future technical developments that have become available.  The vehicles effectiveness to the operational function becomes the ‘obsolescence gauge’ and must be balanced with financial considerations in deciding on vehicle life.  In respect of the non-specialised fleet the factors guiding obsolescence and subsequent replacement are not subject to the same drivers.  With non specialised vehicles the vehicles tend not to be as expensive, a better residual value is anticipated and the capability of the vehicle is not as restrictive, subsequently it has more of a saleable value in percentage terms.  The decision regarding when to replace is more financially based by reviewing the remaining useable life of a vehicle by taking into account such things as reliability, maintenance costs and disposal value.

10.
VEHICLE MANAGEMENT SYSTEM

10.1
The current Fleet Management System (FMS) utilised by the Transport Section is the “In-House” Fleet Data Base System.  The system is used to record, monitor and control the details of the fleet. The system provides fleet management control, and contains key modules to manage fleet information, accidents, maintenance activity.

10.2
Working along side of the Fleet Data –Base is the Asset Data Base working in conjunction with the Inspection Data Base which holds all the Equipment (Assets) testing records.
11.
FUTURE PROOFING

11.1
Within such a high profile, highly technical and heavily regulated area it is forecast that several alterations to current practice will become evident over the next five years.  These areas may be driven by central government initiatives, legislation or environmental concerns. We will monitor the regulatory environment and make adjustments to the AMP accordingly. The intention is to take advantage of technological and procedural developments to maintain a modern and effective fleet.

11.2
The adoption of sustainable transport policies by the public sector is as a result of two key drivers. The Comprehensive Spending Review 2007 (CSR07) which makes protecting the environment a key priority and the pressure on the public sector to address climate change and global warming in response to a suite of international, European and national legislation, action plans and targets.

11.3
It is anticipated that all vehicle fleet owners will be required to adopt a sustainable fleet and CFRS is committed to addressing some of the key challenges by researching and implementing solutions that ensures its fleet balances the need for operational effectiveness and fleet sustainability.  CFRS will also use its influence with other stakeholders to improve environmental performance across a wide range of fire and rescue product vehicles and equipment. In particular, the following areas will be the subjects for consideration over the next five years:

· The fuel management system.

· Revised vehicle specification to take into account environmental concerns including the introduction of solutions to the introduction of the Euro 4 emission regulations.

· Investigate alternative fuels feasibility.

· Manufacturer’s environmental policies.

· Introduce emissions testing as part of routine servicing.

11.4 
The fleet covers approximately 600,000 miles and consumes 165,000 litres of fuel per year at a cost of £165,000.  There is a substantial amount of maintenance required as the nature of the service dictates that vehicles will operate on short unplanned journeys.  The majority of miles covered are undertaken before the power unit reaches normal operating temperature.  

11.5
There are a number of potential benefits that may be derived from more proactive Fleet Monitoring:

· The Driving at Work guidelines published by the Health and Safety Executive/Department for Transport places more responsibility on employers to manage work related road safety. Managing road risk will therefore improve.

· More accurate and timely vehicle utilisation information.

· Provision of information on driving techniques to cut fuel consumption/exhaust emissions with the added benefit of reducing costs.

· Use the information obtained to structure the driver training programme.

· Help to reduce accidents by understanding cause and using failure as a learning strategy.

· Support testimony in the current climate of claims culture.

· Utilising a GPS system with driver ID/allocation would alleviate the need for the current manual system of driver’s records of journeys.

11.6
CFRS, in partnership with two other fire and rescue services, have undertaken a feasibility study to explore opportunities for improving the value for money and affordability of their respective fire fleets.  The particular drivers for change include:

· A desire to explore the opportunity of new fleet service delivery models to deliver better value for money and to improve efficiency;

· Seeking ways to ensure that capital investment in the fleet is maintained at levels that ensure that the fleet does not degrade over time.

· A desire to remove some of the uncertainty around future budgetary requirements especially in light of evidence to suggest that prices of appliances appear to rise over time as a result of specification ‘creep’.

· Wishing to work in partnership with other regional FRS to secure benefits from collaboration and standardisation.

· The desire to address issues in relation to workshop facilities.

11.7
The study’s findings will inform future options and decisions on collaboration, procurement, maintenance and contractual arrangements. Significant proposals for change will go to the Fire Authority for approval.

11.8
The Fleet and Equipment Services Group operational strategy needs to be flexible to adjust to the requirements of the users.  During previous years CFRS has increased resources to the prevention and reduction of fires.  This trend will no doubt continue and whilst this change of focus will not reduce the establishment costs of having an emergency fleet on standby it may reduce some of the running costs and create more of a demand for mobile advice centres, mobile fire stations and similar types of vehicles.  If targeting of the prevention of fires is successful this may produce a change in user operation and could reduce the number or influence the design of the emergency vehicles required.

11.9
CFRS has recently undertaken a fundamental review of its operational fleet and is currently undertaking a number of key projects that will be implemented over the next 5 years.  The projects are:

Table 3 Key projects in the next 5 years

	Project
	Rationale
	Completion Date

	Mid-Size Fire Appliances
	Explore the provision of smaller fire appliances, tailored to the need of specific station areas
	2008/09

	Combined Aerial Pump Platforms (CARPS)
	 The CARPS are being located at Cambridge & Peterborough Fire Stations with an appliance that will enhance aerial appliance utilisation and provide a greater degree of flexibility when attending the scene of a fire.
	2008/09

	Compressed Air Foam Systems (CAFS)
	Assessing the usefulness of CAFS as an improvement to current firefighting capability.
	2008/09

	Derived  Vehicles within County


	To ensure that Districts can assist & meet the operational risk & support the community within the areas of the Service.
	2007/09

	Provided Vehicles for Flexi Duty Officers
	To provide vehicles  that fulfil the  requirements for officers to attend  incidents under “Blue Light “ conditions 

These vehicles will be fitted with blue lights, service radio & h/free mobile phone prep.

	2007/12

	Project
	Rationale
	Completion Date

	Water Carrier/Foam Tender
	To replace the existing Water/Foam Carrier A27 Huntingdon and provide appliance that fulfils the service requirements for bulk water supplies and firefighting foam.
	2009/10


12.
FINANCIAL PLANNING

12.1 Capital expenditure is the term used to describe the acquisition of assets that have a long-term value to CFRS.  The Fleet and Equipment Services Group capital expenditure will form part of the Fire Authority’s capital strategy and will be drawn from the replacement cycle of vehicles and equipment.  The anticipated transport capital expenditure for the period 2007/08 – 2009/10 is detailed in the table below:
Table 4 capital expenditure to 2010
	Year
	£000

	2008/09
	
1,720

	2009/10
	
1,626


12.2
The Fleet and Equipment Services Group revenue budget will be heavily influenced by the Vehicle Replacement Programme mentioned above.  It is unlikely that year-on-year capital spending will remain constant and there will be fluctuations in the costs transferred to the revenue budget.  To even out revenue expenditure it would be necessary to concentrate on the level scheduling of vehicle purchases over an anticipated lifespan, or to accept that fluctuations will occur between different years.  The contingency to counter this would be to make predictions and consequently financial provision for them in the years that they are likely to occur.  A similar concept applies to vehicle maintenance expenditure, as vehicles age, more costs will be incurred.  Unless the same numbers of vehicles of the same type are purchased each year there will be fluctuations in vehicle maintenance expenditure.  Improved asset management planning can ease the fluctuations to enable more even and accurate budget forecasting.

13.
PERFORMANCE MANAGEMENT AND DATA

13.1
Numerous performance indicators have been developed to provide the comparators for benchmarking and subsequent investigation of any beneficial possibilities.  The list below is common performance indicators for fleet transport functions:

· Maintenance costs per vehicle

· Vehicle running costs (fuel, insurance )

· CO2 value of fleet (data not presently collected)

· Support/fleet management costs

· Remaining life time(data not presently collected)

· Vehicle purchase costs

· Vehicle availability
· Mileage completed

13.2
Local performance indicators can outline targets for service improvements.  These can be developed from existing information and can be used to monitor current and future performance.  Variations can be used to understand any existing or future trends.  These may take the form of:

· Vehicles serviced within schedule.

· Response to reported defects

· Number of vehicles per mechanic employed.

· No of unplanned breakdowns.

· Maintenance cost per call.

· Maintenance cost per mile.

· Fleet cost per call.

· Fleet costs per part of a weighted vehicle (taking account of different cost/technologies required for maintenance of different vehicles) allowing for inflation these figures can be compared year by year or against comparable organisations in the same year.

13.3
Local performance Indicators will be developed by the end of 2008 for use in 2009/10.
14.
ACTION PLAN
14.1
The emphasis of the action plan is to determine the relevant stages of improving the management of the vehicular assets.  The actions required to progress development of the Fleet AMP will need to be commensurate with the pace at which action can be delivered with the resources available, these will include:
14.2
Further utilisation and improvement of the current fleet management system to reflect an increase in the information required for effective asset and operations management.

14.3
A ‘whole life costing programme’ that includes pre acquisition procedure, procurement procedure, actual acquisition, maintenance, depreciation and disposal 
14.4
Review data capture methods/production, reference   benchmarking 
14.5
Establish relevant benchmarking syndicates 
14.6
Feasibility of vehicle monitoring systems
14.7
Annual updates of Transport Section Asset Management Plan
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