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R i, STATE OF WISCONSIN

Sl pEPARTMENT OF JUSTICE

y Capitol
ATTORNEY GENERAL, ‘ _ P.0. Box 7857
Daniel P, Bach Madison, Wy SIT07-7857
6087266122}

Deputy At General

tpuly Attorney Genera Yy 1-800-947.3529

April 16, 2004
Secretary Marc Marotta

Wisconsin Department of Administration
101 East Wilson Str., 10® Floor
HAND DELIVERED

Re: Vehicle Use Policies

Dear Secretary Marotta:

Having said that, I believe that there are aspects of the fleet rules that require clarification or
amendment. As I understand it, there are also certain exceptions to policies within the rules which
have been made applicable, by written terms or patterns and practices, only to certain types of state
employees, thereby creating illogical and inappropriate distinctions in approved vehicle use. I wish
to point out at least some of these anomalies for your consideration in the hope that guidance or

Justified business travel on a practical, realistic basis.

for cominuting mileage, or is it an exception only to the rule restricting non-business use to




: "Se'cretary Marc Marotta
April 16, 2004

In that vein, what is the rationale for the 24/7 exception, and how are emplovees determined
to quahify for the exception? | note that the University of Wisconsin website identifies chancellors
as “on-call 24 hours a day” and indicates that their family members may be covered by state
automobile liability insurance because they “can also be agents of the University.” Do our DOJ
criminal investigators, or the state’s “top cop,” qualify for this exception? If the state deems it
necessary for certain employees to have a state vehicle immediately accessible at all times, do the
rules require that those employees pay for mileage affording them such access? It would appear that
the provisions made applicable to University chancellors and their family members blur the
distinction between personal and business travel, and what is considered reimbursable mileage.

Information recently made available by your department shows that many state employees
have not claimed personal mileage for use of their state vehicles. Some of those individuals are
prison wardens whose vehicle logs appear to reflect commuting mileage. Are these employees
covered by the 24/7 exception? Again, without clarification and justification, it is difficult for those
of us operating a department staffed by law enforcement officers to know what is fair and
appropriate in relation to their state vehicle usage.

Another aspect of the rules which needs refinement concerns what I refer to as triangular
travel. For many Madison-based employees whose job responsibilities require frequent travel but
who don’t happen to live in or near Madison, this rule in and of itself could coerce a houschold
relocation. (If the state wants all of its workers to live in Madison, that is a policy debate which
shouldn’t be obviated by the vehicle rules.) The triangle rule provides, in essence, that if one travels
to a particular business site and either begins or ends that trip. from one’s residence, the employee
must reimburse for any mileage in excess of that which would have been incurred by travelling a
direct course between work headquarters and the location where business was conducted.

In theory, the rule sounds good. In practice, however, a strict application of the rule can lead
to absurd or unfair results, and a very inefficient use of employee resources. If, for example, an
employee works in Madison, lives in Cambridge and has to travel to an early meeting in
Milwaukee, it would be logical and most efficient that the employee travel a direct path from home
to the business site in Milwaukee without losing time going through Madison to pick up a car.
Under the rules, however, the employee who takes a state car home would have to reimburse for the
additional mileage incurred by travelling to Milwaukee via Cambridge, or else use his or her own
vehicle and be reimbursed at the insufficient rate of 22 cents per mile for the business portion of the
trip. As the triangular distances and frequency of such travel vary, so too do the compelling nature
of the results. As an administrator, I am at least as concerned about the efficient use of employee
resources, not 1o mention the safety of our employees if they feel pressed by the rules to travel
farther and later than they otherwise would, as I am about the expense of their travel. It would seem
that this is an area where case-by-case discretion should be accorded to supervisors rather than rigid
application of the one-size-fits-all current provision.




Secfetary Marc Marotia
April 16, 2004

On the subject of supervisors, | have additional concerns about enforcement of the rules and
the development of a system for redress of violations. The rules currently provide that SUPEFVISOrs,
and ultimately department or agency heads, are responsible for ensuring that employees reimburse
for personal mileage incurred. | had labored under the assumption that DOA, as the department
responsible for fleet administration, would take a more active role in monitoring vehicle use than it
has done or may be capable of doing. There is a schizophrenic quality about the authority DOA
purports to have, what DOA does'in fact, and what the rules provide. For example, there was a
serious disconnect between your department’s authorization that the Attorney General’s state car be
serviced in Fond du Lac, evidencing knowledge of her travels home, and the quick referral to the
Ethics Board as soon as her DUI citation called attention to her use of the car to travel home as one
leg of a longer, business tnp (again, the triangle rule). In addition to following bad information
provided by our own staff, we acted under the rms-assumptmn that DOA would alert us as soon as
possible to any rule mfractxons itmight detect. In light of ; your recent comments to the media in
relation to the apparent wzd&spread probiem now under review, it appears that DOA maynotbeina
position’ to effectweiy admlmstcr ﬂeet usage - :

If that is the case, perhaps all responmbﬂity for purchase, maintenance, and management of
state vehicles should be left to individual departments themselves. The fleet rules are drafted, at
least in part, as if that situation already existed. In the case of DOJ, the ultimate irony is that many
of the cars we use were obtained through our own law enforcement seizures. We, however, then
lease those same cars from DOA at considerable expense. As the Governor is intent upon reducing
the size of state government, there would appear to be an economy we could achieve through
. eliminating your admnustraﬁon of the vehicles we seize and use. Moreover, it seems logical that a
- Taw enforcement agency is better suited to dlaftmg rules governing the permﬁed use of law "~
enforcement vehicles than a department with nio law enforcement component or experience.

As part of our internal review of DOJ vehicle use, one change that will result is that all of
our employees will be: required. to keep accurate logs-of all mileage traveled. As you may know,
DOA had eliminated that. requirement, ma}(mg it exceedxngiy difficult to establish how a particular

~vehicle has been used.over any. substantial penod I don’tknow hew DOA intends to evaluate the
accuracy of the records of the hundreds of state emp!oyf:es now under review, but if our supervisors
are accountable for the mileage of employees under their charge we intend to impose the obvious
and helpful solution of requiring better record keeping.

Finally, in other contexts DOJ has taken it upon itself to impose penalties for violations of
work rules. I noted from your comments in the newspaper that penalties would be meted out to
anyone who failed to reimburse the state for personal mileage. T would like to know what you
envision in that regard, as we may find non-compliance with fleet rules in the course of our internal
audit. Do you foresee referrals to the Ethics Board, do you expect each department to 1mpose
sanctions, or is there some other procedure or remedy you have in mind? As I’m sure you agree,
fair and consistent treatment for all employees must be the objective.




"'iSecretary Marc Marotta
April 16, 2004

Thank you for your consideration of theses issucs.

Sincerely,

\

Damel P. Bach
Deputy Attorney General
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DEPARTMENT OF JUSTICE . u
PEGGY A. LAUTENSCHLAGER 114 East, State Capitol
ATTORNEY GENERAL P.O. Box 7857 :
) , Madison, W1 53707-7857
g:::ftlyl:lﬁz‘r:iey General 608/266-1221
TTY 1-800-947-3529 -
April 21, 2004

Secretary Marc Marotta ‘

Department of Administration

PO Box 7864

Madison, WI 53707-7864
Dear Secretary Marotta:

As a follow-up to my letter last week, I wanted to reiterate that the Department of Justice
(DOYJ) is concerned about any recommendations the Department of Administration may make
regarding state employees found to have violated fleet vehicle rules. During our on-going DOJ
review of our vehicle use, we have discovered one instance of long-term non-compliance with
vehicle rules during the previous administration, the details of which I'will forward to you. While I
am not aware of any other instances of non-compliance at DOJ which have not been addressed, it is
not premature to consider how any such issues will be resolved.

o

Second, one portion of my previous letter to you will require amendment, specifically the
number of DOJ vehicles obtained through asset forfeiture. We are working on clarifying those

Sincerely,

Daniel P. Bach :
Deputy Attorney General

DFPB: kh




State Representative

Member: Joint Commitice on Finance

April 21, 2004

Senator Carol Roessler, Co-chairperson
Joint Legislative Audit Committee
Room 8 South, State Capitol
Madison, WI 53707-7882

Dear Senator Roessler:

[ am writing to request an audit of vehicle purchases by the Department of Natural
Resources and the decision making process used by the DNR with regards to such
purchases. Recently, an investigative reporting series by The Lakeland Times, in my
district discovered that the Department of Natural Resources northern region has paid
$10.4 million to buy vehicles for use by staff over the last ten years. [ believe state fleet
purchases and the decision making process used by the DNR for such purchases would
merit a review by the Legislative Audit Bureau.

I'was stunned when'I read the articles on the amount of taxpayer dollars that the
Department of Natural Resources is spending on purchasing vehicles. During these
difficult economic times and with reductions in budgets, I'm surprised that the DNR
would place a priority on buying vehicles over putting people in the field. In addition, I
question why they are buying high-priced vehicles at a time when the Department of
Natural Resources and Secretary Hassett say that they do not have enough money in their
budget to fight the invasive species Invading our state’s waterways.

The Department of Natural Resources has indicated that the public can expect poorer
service and slower response times. Secretary Hassett has previously referred to budget
cuts as “devastating.” The DNR has proposed closing service centers and cutting fish
hatcheries. When asked why they are not doing more to fight invasive species they
respond by indicating that they do not have enough resources.

The DNR needs a reality check when it comes to setting the priorities that they have
established. Purchasing large expensive vehicles should not be more important than
putting people in the field, keeping service centers open, operating the state’s fish
hatcheries or fighting invasive species.

Post Ctfice Box 8953 « Madisen, Wisconsin 537088053 « (GOR; 266-7141
Pax: (608} 282-3034 « Toll-dree legislative hotline: (B8S) 934.0034 Rep Mever@lepis state wius




The recent investigation done by The Lakeland Times appeared to uncover si gnificant
gaps in the DNR’s tracking of vehicle purchases and the decisions made surrounding
such purchases. I believe a more extensive audit by the Legislative Audit Bureau is
warranted at this time, and respectfully request your assistance in supporting such an
audit.

If you have any questions, or need any additional information please do not hesitate to
contact me at (608) 266-7141,

Sincerely,

/M;:;MW{ﬁM

Dan Meyer
State Representative
34 Assembly District




STATE_ OF WISCONSIN

JIMDOYEE )
GOVERNOR ¥

Friday, April 18, 2004 -
Contacts: Jessica Erickson, Governor Doyle’s Office, 608-261-2158

Governor Outlines Steps to Redut:e State Car Fleet,
Improve Accountability

Governor has already cut né'w c_ér pUrGhaSes by more than 75 percent,
sa ving_taxpa yers__ $26 million : '

Governor Jim Doyle today outlined steps his administration has already taken to reduce the
state car fleet, and ordered further actions to continue to reduce the size of the fleet and bring
greater accountability to the system. .~

“Over the years, state government has bought too many new cars, allowed too many personally
assigned vehicles, been too lax about ensuring people pay for personal use of state cars, and
too careless about recordkeeping,” said Governor Doyle. “Butitis a new day in Wisconsin.
When | took office, | directed my cabinet members to turn in the cars their predecessors used,
and we have cut the number of new car purchases in all of state government by more than 75%.
Today, I'am ordering further steps to protect the taxpayers and bring greater accountability to -
our state car fleet.”

The Doyle Administration has already taken the following steps since the Governor took office:

*  When Governor Doyi_e took ofﬁée, he directed cabinet secretaries to turn 'in personally
assigned vehicles their predecessors used. Unlike in previous administrations, neither the
Lieutenant Governor nor any cabinet secretary has a personally assigned vehicle.

* InFY03 and FY04, a total of 1,770 new vehicles were requested by agencies to replace
older vehicles, with an associated cost of $35.2 million. Of these, 1361 purchases were
rejected by the Doyle Administration and only 409 were approved, for a savings of $26.3
miliion to taxpayers. In contrast, under former Governor McCallum, for FY02, 1405 new
vehicles were requested — all of which were approved - at a cost of $27.7 million.

* From January 2003 to January 2004, the overall size of the state car fleet was reduced by
132 cars.

* In February, 2003, the Department of Administration signed contracts to implement a
consolidated vehicle maintenance system within the Department’s centralized fleet to take
advantage of the state’s buying power to negotiate better rates on repairs and maintenance.
As aresult, DOA saved more than $300,000 on repairs in 2003, an 18% reduction from

2002,
(more)

State Capitol Room 115 East, Madison, Wisconsin 53702 (608) 266-1212 « FAX {(608) 267-8983 « govermnor@wisconsin.gov




Friday, April 16, 2003
Page 2 of 2

&

Since Department of Administration Secretary Marotta asked state agencies to report on

- personally assigned vehicles in February, more than 80 personally assigned vehicles have

been turned in.

Today, the Govemor directed his cabinet to take the following additional steps:

For all personally assigned vehicles that are driven less than 16,000 miles in a year,
agencies will have 30 days to submit written justification on why those vehicles should be
personally assigned. Personally assigned vehicles found to be underutilized or unnecessary
will be revoked.

The Governor has directed the Department of Administration to freeze the purchase of new

state cars until a review.of the usage of all state cars is complete and ail agenczes have
responded ta DOA‘s ravzew of personaify asmgned vehicles.

' The Governor is dsrectmg his cabfnet and all managers to educate all employees who use

state cars about the rules and regulations on the personal use of state vehicles, and to take
appropriate actions -- including possible dlscspimary actions -- to ensure that all employees
with personally assigned vehicles are paying for any personal use.

The Governor is directing the Department of Administration to develop a better system of
record keeping for the state fleet, particularly with respect to reporting of personal vehicle
use and for: tracklng low-mileage vehicles.

_ The Governor is directing the Department of Administration to continue to pursue

consolidation of fleet management as well as maintenance ser\nces across state

_ gevemment as appropnata

-30-




State Representative

& Dan Meyer

Member: Joint Committee on Finance

April 21, 2004

Representative Sue Jeskewitz, Co-chairperson
Joint Legislative Audit Committee

Room 323 North, State Capitol

Madison, W1 53708

Dear Representative Jeskewitz:

I am writing to request an audit of vehicle purchases by the Department of Natural
Resources and the decision making process used by the DNR with regards to such
purchases. Recently, an investigative reporting series by The Lakeland Times, in my
district discovered that the Department of Natural Resources northern region has paid
$10.4 million to buy vehicles for use by staff over the last ten years. I believe state fleet
purchases and the decision making process used by the DNR for such purchases would
merit a review by the Legislative Audit Bureau.

I was stunned when I read the articles on the amount of taxpayer dollars that the
Department of Natural Resources is spending on purchasing vehicles. During these
difficult economic times and with reductions in budgets, I'm surprised that the DNR
would place a priority on buying vehicles over putting people in the field. In addition,
question why they are buying high-priced vehicles at a time when the Department of
Natural Resources and Secretary Hassett say that they do not have enough money in their
budget to fight the invasive species invading our state’s waterways.

The Department of Natural Resources has indicated that the public can expect poorer
service and slower response times. Secretary Hassett has previously referred to budget
cuts as “devastating.” The DNR has proposed closing service centers and cutting fish
hatcheries. When asked why they are not doing more to fight invasive species they
respond by indicating that they do not have enough resources.

The DNR needs a reality check when it comes to setting the priorities that they have
established. Purchasing large expensive vehicles should not be more important than
putting people in the field, keeping service centers open, operating the state’s fish
hatcheries or fighting invasive species.

Post Office Box 8953 » Madison, Wisconsin 53708-8053 « (608) 266-7141]
Fax: (608) 282-3634 « Toli-free legislative hotline: (888) 534-0034 » Rep. Meyer@iegis.state wius




The recent investigation done by The Lakeland Times appeared to uncover significant
gaps in the DNR’s tracking of vehicle purchases and the decisions made surrounding
such purchases. I believe a more extensive audit by the Legislative Audit Bureau is
warranted at this time, and respectfully request your assistance in supporting such an

audit.

If you have any questions, or need any additional information please do not hesitate to
contact me at (608) 266-7141.

Sincerely,

TN A~

Dan Meyer
State Representative
34‘?"Assembiy District




DNR Fleet Audit Background

Summary Points

The practices arose under the prior administration

The new administration responded timely and appropriately, as soon as
the new administration learned of the practices

Division Administrator immediately requested internal audit

Disciplinary action was taken against the employee involved

New administration has implemented audit recommendations

New administration agreed to conduct a follow-up audit (in progress now) to
ensure all problems have been successfully addressed. DNR will act on

any additional recommendations that may come out of the follow-up audit.

Dooo

The need for the vehicles and maintenance involved was not questioned; only the process
for obtaining the needed items was questioned

There was no evidence that the employee involved gained anything personally (the
improper practices were apparently motivated by a misguided desire to foster a less
formal, “good working relationship” with providers to get a favorable price for the state)

Background--Timeline

12/02 Prior to the change in administration, a regional employee raised concerns
in e-mail to supervisor at regional level

3/12/03 New administrator of the Division that oversees fleet purchases appointed

3/04/03 New administrator first informed of concerns re: fleet procurement
practices

Rest 3/03-

Start 4/03 New division administrator conducted investi gation, including meeting
with reporting employee and reviewing procurement documents
Contacted LAB re: LAB conducting an audit. LAB reported that they
would not be able to schedule the audit for a number of months.
New division administrator wanted more timely action; recommended a
DNR internal audit.

4/21/03 New division administrator requests internal audit

w3 Audit completed; DNR commences implementing audit recommendations




7/28/03 Division administrator met with finance bureau director, purchasing agent,
fleet manager, and acting bureau director aeronautics and fleet. Reviewed
audit findings, stressed new administration will fully comply with
procurement rules, and make every effort to achieve multiple bids

8/ /03 Disciplinary action taken against employee

4/04 Follow-up audit now in progress




DNR FLEET MANAGEMENT
» DNR Has Not Been on a Vehicle Buying Spree

The press is about purchases in 2001 (203 vehicles) and 2002 (277 vehicles)

Purchases are cyclical; dependent on age and condition of fleet
Purchases even in 200} & 2002 were primarily replacements, size of overall fleet did not increase
dramatically then and has remained essentially constant in last five years

19991555 total vehicles

2000=:1521

2001=1538

2002=1575

2003=1561

During this administration:  total # vehicles reduced by 14
total # purchased in 2003 37, lowest total in at least eleven years
voluatarily canceled 2004 car buy

> DNR HasResponsib!y Mauégéd Fleet and Reduced Numbers as Appropriate in
Response to the Budget Crunch and Cutbacks

@ DNR is austere |
* DNR runs vehicles longer than required under general replacement
criteria

Replacement criteria:
. Cars - DOA 85,000 miles, DNR 120,000 miles
- Light tricks ~DOA 95,000 miles, DNR 200,000 miles
Heavy trucks — DNR strictly by condition of the vehicle (DNR does have semi
 tractors (Low Boy) in excess of 750,000 miles)

Reasons for running vehicles longer:

*  Base warranties on diesel vehicles have been extended to cover first 100,000 miies
for light trucks & 200,000 miles for heavy trucks, '

*  DNR switched from gasoline to diesel for all % quarter ton trucks and larger due to
the lower cost of operation (fuel economy 18mpg vs. 11.5 mpg, better base
warranties, longer live, less maintenance)

= Utilizing technology
Purchasing trucks that grease themselves
Using life cycle coolant (never need to replace coolant)

Tires — DNR buys fuel efficient radials

o As a result of running our cars longer, DNR voluntarily canceled their 2004 car buy,
which allowed DOC to purchase more cars.

* DNR looks for and purchases used trucks if makes econornical sense

o DNR has reduced its fleet
2003: total # vehicles reduced by 14
total # purchased 37, lowest total in at least eleven years
voluntarily canceled 2004 car buy




» DNR Has a Unique Mix of Vehicle Needs and Remote Locations to Serve

0 Personally Assigned vehicles (as of April 19, 2004):

Overall (Cars & Light Trucks)
85% Law Enforcement
4% Forestry
2% Fisheries !

Cars :
27% Law Enforcement (all are equipped with siren, lights & radio)
20% Forestry
10% Fisheries

Light Trucks
93% Law Enforcement

0  Specialized use & work unit vehicles:
«  Light Trucks (Total L. Trucks Dept. 1,077 of which 222 are personally assigned)

60% Off-road
Largest use = Towing (boats, equipment frailers)
Work units = Maintenance (e.g. carry cleaning supplies to clean pit-toilets), carry
equipment, carry monitoring equip, plow snow, use for controlled burns {(slip on fire
unit), use as a dump truck (slip on dump unit), tank trucks for hauling fish (can also add
on a dump unit).

»  Heavy Trucks (Total H. Trucks Dept. 181)
Specially designed dump trucks to haul rocks.
Haul CWD carcasses
Heavy haulers to haul heavy equipment and also pull trailers, haul building debris to
landfills

3 Low Mileage:
®  Parks ~ vehicles cover specific areas (e.g. clean pick toilets)
= Forestry - emergency vehicles (must have on-hand and ready)
¢  Seasonal operators (approx. 9 months per year)
*  Hatchery propagation trucks - only run locally. Use haul groups now
instead.
®  Nurseries and game farms — specific areas

%+ Where possible the vehicles are used for multiple areas and are reassigned when
mileage gets high for initial use. E.g. When a tank truck for hauling fish reaches
200,000 miles, the vehicle gets a permanent dump unit and is reassigned to a park.

CAData\Personal Folders\dnr flect management points 042304 doc




Asbiornson, Kar_en

- R
From: Stuart, Todd
Sent: Friday; April:23; 2004 2:56'PM"
" To: Muelier, Janice
Ce: Asbjornson, Karen; Matthews, Pam
Subject: DNR fleet audit
DR Fleet Appendix
Irchasing Report.doJuestioned Costs.xls Jan:

Here is an internal DNR fleet agjdit and the appendix. There is some pretty nasty stuff in it.
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DNR Bureau of Finance, Auditing and Reporting Services Section

DNR’s Interal Auditing goal is to provide objective auditing and consulting support
to DNR’s management and staff, to be guided by a philosophy of adding value to
improve the operations of DNR and to assist DNR'’s management and staff
accomplish their objectives by bringing a systematic and disciplined approach to
evaluate and improve the effectiveness of DNR's risk management, control and
governance processes.

Blanca Rivera, Bureau Director

Review performed by:

Troy Brown, Section Chief
Larry Metz, Lead Internal Auditor

State of Wisconsin Fleet Purchasing Review
Department of Natural Resources Page 1




State of Wisconsin

' CORRESPONDENCE/MEMORANDUM
TRANSMITTAL LETTER

DATE: April 26, 2004 FILE REF: 9300

TO: Vance Rayburn, AD/5

FROM: fs/ Troy Brown for Blanca Rivera, FN/1

SUBJECT: Fleet Purchasing Review

At your request, we performed a special review of the Fleet Operations Program purchasing
procedures and practices. The Fleet Operations Program is a section of the Bureau of
Administrative and Field Services. The purpose of this review was to evaluate compliance
with. State and DNR purchasing procedures and evaluate internal controls. The State
Statute s.16.75 broadly defines the State laws for purchasing goods and services to carryout
government operations. The State Department of Administration (DOA) has delegated
certain purchasing powers to the Department of Natural Resources (DNR) and promulgated
rules in Administrative Code and the State Purchasing Manual to carry out the purchasing
function for the agency:.

We were not requested to and did not perform an examination for the purpose of expressing
an opinton on the financial reports of the Fleet Operations Program of the Department of
Natural Resources. Accordingly, we do not express an opinion on the financial and
operating reports and related information contained in this report.

In this report, we have made comments and recommendations related to the Fieet
Operations Program purchasing practices and related matters. Management’s responses .

- forthe Fleet Operations Program are included in this report.

In summary, we recognize that implementation of our recommendations will require some
changes in business practices, internal controls and may require more costs to the Fleet
Operations Program. However, our recommendations are intended to improve business
processes that-will in the long-term provide more effective and efficient operations. We wish
to thank the Fleet Operations staff for the courtesy and cooperation given to Larry Metz
during this assignment. '

ce: Scott Hassett, AD/5
Tom Joestgen, AF/BW
John Leighty, AF/DR
Julie Sauer, NOR-Spooner
Troy Brown, FN/1

State of Wisconsin Fleet Purchasing Review @

Department of Natural Resources Page 2  fimedon
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INTRODUCTION

Background Information
Financial Data
Prior Audit Recommendations

Background Information

The Department of Natural Resources (DNR) owns and operates a vehicle fleet for various
programs administered by the Department. This fleet consists of approximately 2,000 cars,
trucks, equipment and trailers. The acquisition cost of the vehicles at June 30, 2003 was
$46.3 million. Fleet Operations are managed from the DNR offices at 2421 Darwin Rd.,
Madison Wisconsin.  Fleet Operations staff includes a Fleet Program Manager,
administrative and shop personnel. Field Maintenance Shops are located at Black River
Falls, Brule, Grantsburg, Spooner and Woodruff to support and facilitate maintenance of
mostly heavy trucks and equipment.

Financial Data

The -operating cost of the vehicle fleet in FY 2002 and 2003 was $4,028,775 and
$4,331,463, respectively. The operating cost excludes capital purchases and imputed
depreciation. Revenues, primarily from vehicle use fees, were $7,048,119 in FY 2002 and
$6,968,013 in FY 2008 from the preliminary closing on June 30, 2003. See Appendix 1 for
more financial and operating information.

Prior Audit Recommendations
DNR'’s internal audit staff conducted a businass process review of Fleet Operations in 1999.
The 1999 Review included several major recommendations:

- 1. -Reorganize vehicle operations accounting as an “internal service” fund, .
2. Utilize  alternative financing to eliminate direct program contributions for new
vehicles.
3. Develop an improved chargeback fee system to distribute the operating cost of
vehicles.
4. Complete annual physical inventory of vehicies.
5. Obtain an annual internal post-audit of vehicle revenues and expenditures.

The only major recommendation fully implemented since the 1999 Review was an improved
chargeback fee system. Also, other procedure changes recommended have been made. A
partly implemented major recommendation was that most program contributions for new
vehicles were discontinued, although the Conservation Fund balance continues to support
the cost of financing new vehicle purchases rather than securing alternative financing.

State of Wisconsin Fleet Purchasing Review
Department of Natural Resources Page 3




FLEET PURCHASING

Authorizing Legislation
State Purchasing Procedures
DNR Fleet and Purchasing Procedures

Authorizing Legislation
The Laws of Wisconsin, 2001-02, for purchasing goods and services for government
operations are, in part, as follows: _

8. 16.71(1) “...The department [DOA] shall purchase and may delegate to special
designated agents [DNR Purchasing Agents] the authority to purchase all necessary
materials, supplies, equipment, and all other permanent personal property and
miscellaneous capital, and contractual services and all other expense of a consumabie
nature for all agencies.”

s. 16.75(1)(b) “...When the estimated cost exceeds $25,000, the department [DOA or
designated agents] shall invite bids to be submitted. The department shall either solicit
sealed bids to be opened publicly at a specified date and time, or shall solicit bidding by
auction to be conducted electronically at a specified date and time.

s. 16.75(1)(c) “...When the estimated cost is $25,000 or less, the award may be made in
accordance with simpilified procedures established by the department for such transactions.”

8. 16.77(1) “No bill or statement for work or labor performed under purchase orders or
contracts issued by the secretary [of DOA] or the secretary’s designated agents, and no bill
or statement for supplies, materials, equipment or contracted services purchased for and
delivered to any agency may be paid until the bill ‘or. statement is ‘approved through ‘a
preaudit or postaudit process determined by the secretary [of DOA]” 7

8. 16.77(2) *Whenever any officer or any subordinate of an officer contracts for the
purchase of supplies, material, equipment, or contractual services contrary to ss. 16.705 {o
16.82 or rule promulgated pursuant thereto, the contract is void, and any such officer or
subordinate is liable for the cost thereof, and if such supply, material, equipment or
contractual services so unlawfully purchased have been paid for out of public moneys, the
amount thereof may be recovered in the name of the State in an action filed by the attorney
general against the officer or subordinate and his or her bonders.” .

State Purchasing Procedures
DOA further defined the policies for solicitation of bids and proposals (Adm 7) and the
bidding process (Adm 8) by promulgated administrative codes related to purchasing.

The State Procurement Manual defines the procedures for the official sealed bid (PRO-C-5),
simplified bidding (PRO-C-8) and other purchasing procedures, including serial contracting
(PRO-C-27).

DNR Fleet and Purchasing Procedures
Fleet Management Handbook (9210.5) Ch. 90-1 “Repairs and Maintenance on Cars, Trucks
and Heavy Equipment” states, in part:

State of Wisconsin Fleet Purchasing Review
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“Repairs at DNR Maintenance Shops are made at the discretion of the shop manager for

servicing and maintenance of equipment to attain the maximum efficiency of state facilities.

Repairs by outside vendors on cars and trucks costing under $500 can be approved by the
driver. Any repair over $500 must have the prior approval from regional fleet management
or Central Office fleet management. Repairs over $1 ,000 on cars and trucks must have
prior approval from Central Office fleet management. [f no prior approval was given, the
program will be liable for all costs over $500. A repair on heavy equipment and medium
duty trucks under $1,000 needs no prior approval. For any repairs of medium or heavy
trucks and equipment costing over $1,000, Central Office fleet management must be
notified. If no prior approval was given, the program is liable for all costs over $1,000. Ch.
80 covers accidents and incident repairs.”

In addition, DNR Manual Codes 9321, 9322.1 and 9322.2 provide specific guidance for

purchasing and purchasing approvals. For example, the purchase requisition expenditure
approval dollar limits (9322.2) are:

Secretary or designee $75,000 and above
Administrator or designee $25,000 to $74,999
Region Director or designee $5,000 to $24,999
Bureau Director or designee $5,000 to $24,999
First line supervisor or program manager $0 to $4,999
State of Wisconsin Fleet Purchasing Review
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COMMENTS AND RECOMMENDATIONS

Serial Purchasing
Repairs and Maintenance
New and Used Vehicle Purchases

Serial Purchasing

Serial purchasing encompasses all attempts to circumvent proper approvals and awards of
a purchase order to the lowest bidder. Serial purchases are prohibited because of the
requirements in State Statutes and State policies requiring competitive bidding for
government purchases. Not to be confused with the defined term, “serial contracting”, in the
State Purchasing Manual (PRO-C-27), serial contracting is where purchase orders issued to
the same vendor within 90 days totaled more than $25,000. We considered the broader
term, serial purchasing, as we reviewed over 130 payment vouchers, for planned non-
emergency purchases to the same vendor or for the same goods or services and not just
purchase orders.

It seemed there were substantial serial purchases over the past two years that totaled more
than $490,000 in the Fleet Operations Program, Central Office expenditures. See Schedule
of Questioned Costs, Appendix 2. The concentration of business with 4 vendors in the past
three years has increased from $2,209 in FY 2001 to $578,380 in FY 2003. Most of these 4
vendor’s purchases during the 3 years totaling $990,658 were serial purchases but some of
the purchases were made with purchase orders ($322,147) where the winning bid had fewer
than 3 bidders because allegedly the specifications were too restrictive to allow fair
competition. :

When components or a system costs over $5,000, the asset should be capitalized with the
proper object code in WiSMART. System assets are defined in"the State Accounting -
Manual, Section V-12, as a group of interacting, interrelated or interdependent components
forming a whole. The logic behind capitalizing each individual component, as part of the
entire system, is that the component standing alone cannot function or serve its intended
purpose. For example, we found many instances when individual invoices represented
components of a system but were not properly approved or capitalized in the past two years.

Examples of the attempts to circumvent proper State purchasing procedures and o not
properly capitalize vehicle components were as follows:

* Invoice splitting was observed when the purchase was billed or re-billed as
several invoices (CAFD 37 & 524), each totaled less than $5,000 (some were
$4,999 for different components). This practice was considered as attempted
collusion between the fleet and vendor staffs that circumvented State Purchasing
Procedures.

» Printing on the invoice that “Purchases over $5,000 require PO” and issuing an
invoice for less than $5,000 when additional parts or work ordered would have
caused the invoice to be over $5,000 (CAFD 456). This practice indicated the
vendor’s staff was aware of State purchasing requirements,

» Billing parts on one invoice and the fabor cost of installation on another invoice
occurred several times to apparently to avoid the purchasing procedures (CAFD
885 & 903, 689 & 740). This practice by two vendors that circumvented state
purchasing procedures was apparently condoned by fleet management.

State of Wisconsin Fleet Purchasing Review
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We recommend that the Fleet Operations Manager prepare an action plan to ensure the
issuance of purchase requisitions with proper approvals according to DNR Manual Code
9322.2, when required. Further, we recommend that the Fleet Operations Manager send
each vendor a letter explaining the State’s purchasing policies and procedures with
examples of practices DNR does not want to occur in their billings.

Response

The fleet manager will prepare an action plan to comply with purchase requisitions
and approvals according to DNR Manual Code. We will insist the fleet manager send
each vendor a letter and on occasion meet with vendor explaining the State’s
purchasing policies and procedures. Before this can happen we will request the
assistance of the Bureau of Finance to provide in-depth training to DNR fleet staff on
all pertinent purchasing poficies and procedures. It is difficult to ask our fleet staff to
explain policies and procedures when they have received fitile fraining themselves.

State Statutes {s. 16.75) Trequire solicitation of bids or written quotes, when the estimated
cost of the purchase exceeds $5,000. If the estimated cost is over $25,000, the solicitation
must be by official sealed bids. (See Statute excerpts in the prior Fleot Purchasing section.)
We found that none of the purchases from the 4 vendors had 3 or more bids, except the bid
solicitations #B-016-038 and #C-017-03. Although bid solicitation for some purchase orders
had as many as 25 bid packages sent to potential bidders, the number of bids received was
stilt 3 or less. The Fleet Program Manager's practice was to develop a “good working
relationship” with a small number of vendors to obtain preferential pricing for DNR. Either
competitive bidding or negotiated prices might work to the DNR's advantage, but only
competitive bidding is allowed, in most instances. Situations with less than 3 bids or bidders
deserved additional effort by DNR Purchasing Agents to obtain competitive bids.

We recommend that the Fleet Operations Manager develop written annual or biennial

* . program goals for repairs and maintenance costs: and all additions, improvements and

replacement of vehicles to identify purchases requiring a purchasing order.

DNR Purchasing Agents should provide additional oversight and monitoring of purchases to
obtain 3 or more bids; perform a periodic analysis of similar fransactions which couid have
been anticipated and consolidated into a single transaction (State Procurement Manual
PRO-C-27); and seek to establish a statewide contract for repairs and maintenance on
medium or heavy trucks and equipment, as is currently available for cars and light trucks
(State Contract #15-95360-001).

Fleet Response

Fleet manager will solicit customers to express the needs and expectations of the
fleét from a program standpoint. From that information an operations budget can be
written to include an annual report complete with program goals. The challenge will
be to accurately predict the level of maintenance and repairs needed when the type
and amount of work being done may vary throughout the year.

Fleet will work with purchasing agents in the hope of attaining 3 or more qualified
bids, however the number of bidders are dependent on the number of vendors who
subscribe to “Vendor Net”, We welcome purchasing agent assistance in this process.

State of Wisconsin Fleet Purchasing Review
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Purchasing Response

The Bureau of Finance will Incorporate a review process for purchases over $25,000
to ensure that there was appropriate competition. For large purchases, a review
team may be put together and would include a purchasing agent, a program staff
and the Purchasing Section Chief. In particular, this approach will be taken when
three bids or less are received.

In addition, the Bureau of Finance will develop a monitoring system to assist us in
determining if purchases made which are paid via direct payment should have
followed a procurement process. An y findings will be referred to purchasing agents
to work with appropriate program staff to de velop a bid, RFP or the appropriate
purchasing transaction.

Finally, the Bureau of Finance will begin to analyze areas in which a state-wide
contract is appropriate and establish those contracts as soon as feasible. For FY05,
~we would have all necessary contracts in place.

Because of inherent limitations in"any intemal control; errors or iregularities may occur and
not be detected. - Also, projections of any evaluation of the internal control to future periods
are subject to the risk that intemal control may become inadequate because of changes in
conditions; or that the degree of compliance with policies and procedures may deteriorate.
However, several internal controls could be strengthened with annual audits and additional
training on State and DNR purchasing laws and regulations.

We strongly recommend that annual internal audits of fleet expenditures be requested from
the Bureau of Finance to comply with Statute 16.77(1) and the 1999 DNR Fleet Operations
Review recommendations. Further, we recommend that the Fleet Management Handbook
make a stronger commitment for employees to observe the State and DNR laws and
- .-.requlations before purchasing .goods or services and to provide improved training of -
. employees on the State and DNR purchasing laws and regulations, - T

Response
We will request a follow up audit one year from the Finance training of fleet staff to

" determine 'if the training was. effective and recommendations were implemented.
. Further audits can be scheduled based on the assessment at that time.

Repairs and Maintenance

According to the Fleet Management Handbook (excerpt shown in the prior Fleet
Purchasing section) vehicle users may purchase repairs and maintenance services for
limited amounts; regional fleet management and the Central Office of fleet operations may
pre-authorize larger dollar amounts for the user. Annual maintenance checks are required
for all vehicles to ensure safe and reliable operation. A copy of the Inspection Report (Form
9200-94) is stored in the vehicle file at the Central Office of fleet operations. When
deficiencies are found, repairs should be promptly performed to return the vehicle to safe
and reliable operation.

The State Accounting Manual (Section V-12, Capital Expenditures) defines repairs to
maintain a fixed asset in its original operating conditions as follows:

State of Wisconsin Fleet Purchasing Review
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“Ordinary repairs are expenditures made to maintain assets in operating condition.
Preventative maintenance, normal periodic repairs, replacement parts, structural
components, and other activities to maintain normal services should not be
capitalized but rather charged to appropriate repairs and maintenance object code.

Major repairs are relatively large expenditures that benefits more than one operating
cycle or periods. If a major repair, €.g. an overhaul, occurs that benefits several
periods and/or extends the useful life of the asset, then the cost of the repair should
be handled as an addition, improvement or replacement, depending on the type of
repair made.

Costs incurred to achieve greater future benefits, e.g. improve efficiency or materially
extend the useful life of the asset and costs more than $5,000, should be recorded
as capital expenditures; whereas expenditures that simply maintain a given level of
service should be recorded as repairs and maintenance.”

In the 1999 Review of Fieet Operations, we found that repairs in excess of $5,000 were not
being considered capital expenditures, as required by the State policy.

The current Review of fleet purchasing found that all fleet repairs and maintenance
expenditures without a purchase order were coded to the repairs and maintenance object
code, #2470 in WiISMART. Some of those expenditures for repairs and maintenance should
be capitalized. Accordingly, we have questioned costs for repairs and maintenance of over
$490,000, shown in Appendix 2. The effect of treating all such repairs and maintenance as
expenditures was to overstate the vehicle use fees to the user's programs in the second
next year,

We recommend that the Fleet Operations Manager ensure the correct object codes are
used for capital expenditures and repairs and maintenance. Further. the vehicle use fees
_should be calculated to_give -effect to -retroactive capitalization ‘of the major repairs that

“should have been capitalized in FY 2002 and FY 2003 by recalculating the depreciation =~

charges for those vears and include the change to the next rate adiustment.

Response

Purchases and repairs over $5,000 will be a capitalized expense and build into the
vehicle rate siructure. At the request of the audit, flaet will review all expenses dating
back to 2002.

New Vehicle Purchases

The purchase and sale of State cars, trucks, heavy equipment and trailers is directed by
guidelines established by the DOA Central Fleet management. These guidelines, used as a
general reference for vehicle purchase and replacement, are included in the DNR Fleet
Management Handbook (50-1) on the following page.
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Purchase if yearly Sale is authorized

Vehicle Category mileage or hours is at when the following
_ or greater than criteria are met.
Cars, station wagons and mini-vans 16,000 miles yearly 75,000 miles
Light duty trucks 12,000 miles yearly 85,000 miles
Heavy trucks, 2 tons and up 10,000 miles yearly 100,000 miles or
condition

Tractors and other heavy equipment 200 hours 4,000 hours or 20 years
Trailers ' N/A Condition and use

Source: DNR Fleet Management Handbook.

To facilitate orderly consideration of vehicle purchase and replacement requests and of
alternatives to purchasing additional fleet vehicles, the Fleet Management Handbook (50-2)
describes the following procedures:

a. The Flset Operations Manager will in March or April of each year send a listing of
vehicles that have met the sale guidelines to the regional fleet representatives or -
bureau contacts. - The listing will divide vehicles into (1) vehicles that have not
met the criteria, (2) vehicles that may.be replaced depending on-the justification
for replacement by the program or (3) vehicles that will be replaced, if requested.

b. Regional fleet representatives and bureau contacts will prioritize the vehicle
replacement requests and add any vehicles that have not met the replacement
guidelines but may be or become unsafe to operate and too costly to repair.

¢. The Fleet Operations Manager will analyze the regional fleet representatives and
bureau contacts Vehicle Replacement Requests. The Fleet Operations Manager
will make the final decision on which vehicles will be recommended for purchase
or sale.

d. A purchase requisition wil be prepared, appropriate approvals obtained and send . -

~ 1o the DNR Purchasing Agent to prepare a bid solicitation or send it to DOA

“-Procurement ‘Office to combine with other State Agency purchase requests for
bidding.

e. The Purchasing Agent will prepare bidding documents, advertise the Request for
Bids, process bids and issue a purchase order for the vehicles requested at the

We reviewed the purchase requisitions for new and used heavy trucks for the FY 2003
purchases. We discussed the reasons for replacements with the Fleet Operations Manager
with the following results for the purchase of 10 heavy trucks by purchase order (NMC 572):

2 trucks on the purchase requisition will not be replaced, but another vehicle will be
substituted.

2 trucks were over the mileage guideline for replacement (100,000 miles).

4 trucks were not currently used for the minimum miles annually.

2 trucks were replaced for age and safety conditions.

The DNR Secretary approved the purchase requisition of the 10 heavy truck chassis on
November 27, 2002 and the DNR Executive Assistant approved the related dump bodies on
March 3, 2003. The costs for the heavy trucks and dump bodies amounted to $727,600 and
$269,940, respectively,
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Purchase of these 10 heavy trucks for nearly $1 million came at a time when State budget
cuts were occurring and deeper cuts were on the horizon. For example, the Conservation
Fund, which includes the Fleet Operations Program, has gone from a balance of $88 million
as of June 30, 2000 to $66.6 million as of June 30, 2002, before 2003 CWD costs and the
2003-05 Biennial Budget reductions. The Fleet Operations Program borrowed the funds to
purchase vehicles from the Conservation Fund balance. The borrowings amounted to over
$13 million in the past 3 years. In the 1999 Review, the issues of financing purchases of
new vehicles with program funds were described.

¢ Duplicate vehicle costs occurred because the user's programs paid for the cost
of new vehicles and monthly usage fees that included depreciation. Most of the
program expenditures for new vehicles have stopped, but some repairs and new
equipment that Fleet Operations did not fund continues to be paid by user's
program expenditures,

* In 1998, Federal auditors did not agree to usage fees for Fish & Wildlife grants
with the existing Fleet billing procedures.

» Alternate: financing through the State Capital Leasing Program would not

- encumber program fund balances (Conservation Fund) and is an allowable cost

for grants (OMB Circular A-133).

We" recommend that the Fleet Operations Manager and others consider the broad
consequences of financing future fleet purchases with internally generated funding
(Conservation Fund) rather than leasing through the State Capital Leasing Program.
Leasing would relieve the substantial cash flow taken out of the Conservation Fund balance
in_critical budget periods. Further, we recommend that a lease vs. purchase analysis be
made a part of each major vehicle purchase requisition.

Response
Fileet management and administration will review and discuss benefits of leasing
. versus purchase when financing fleet equipment. ' s
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Appendix 1
Summary of Fleet Operations Account and Conservation Fund

(Unaudited)
Fleet Conservation

Operations Fund
Opening Balance 7/1/2000 $2,250,907 $87,448,759
FY 2001 Revenues 6,505,335
FY 2001 Expenditures} (8,591,542)
Balance 6/30/2001 $164,700 $81,531,532
FY 2002 Revenues 7,048,119
FY 2002 Expenditurest (10,691,527)
Balance 6/30/2002 $(3,478,707) $66,598,133
FY 2003 Preliminary Revenues 6,968,013
FY 2003 Preliminary (6,186,792)
Expenditurest
Balance 6/30/2003 $(2,697,486) $ _n/a

Source: DNR Statement of Condition and WISMART for 2003.
¥ includes capital expenditures.

Summary of Capital Expenditures
Fleet Operations Account

(Unaudited) o _
FY 2001 | | $4 587511
FY 2002 6,662,752
FY 2003 Preliminary 1,855,329
Totals ' $13,105,592

Source: WISMART

Current Active Vehicle Counts

7/15/03
(Unaudited)
Cars 318
Light Trucks 1,077
Heavy Trucks 173
Trailers 150
Heavy Equipment 295
Total 2,013

Source: Fleet System Database
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WISCONSIN STATE LEGISLATURE

Joint Audit Conumittee

Committee Co-Chairs:
§] State Senator Carol Roessler
State Representative Suzanne Jeskewitz

For Immediate Release _ April 26, 2004
For More Information Contact:
Senator Carol Roessler (608) 266-5300
Representative Suzanne Jeskewitz - (608) 266-3796 —

Audit Committee Reviews Air Management Audit and Potential Audit of State Fleet |
_ The Jomt Leglslatwe Audzt Cammzttee will meet on May 4, 2004

(Madason) Today e Ths C{)»Chalrs of the J omt Leglslanve Audit Conmutt&e announced that a public
hearing on both the nonpartlsan Legislative Audit Bureau’s (LAB’s) evaluation of Air Management
Programs in the Department of Natural Resources, as well as a potential audit of the State’s vehicle fleet
will be held on Tuesday, May 4, 2004. Both Co-Chairs agree these two issues need review and follow- ~up
to assure that programs are run effectively and taxpayer dollars are spent wisely.

In February 2004, the LAB released an audit that analyzed the Department of Natural Resources' air
permitting programs, including the issuance of both operation and construction permits. The review
assessed the timeliness and effectiveness of program operations. This critical evaluation highlighted
sevcral areas for 1mprovement es;;eczauy in program managcmc:nt

Audlt Com;tmtte:e Co»-Chaxr Camii Roessier (R-Oshkosh) reacted “The concerns raaseci by bcth business
and environmental groups about the air management program were well founded. This thorough and
excellent review by the LAB confirmed their concerns. The federal government requires us to issue these
permits and we just aren’t geiting the job done.~ We should have had our major operation permits
completed by 1998, and the audit found that 210 major operatmn permits are still backlogged, along with
881 other permits.”

“More than one quarter of all regulated facilities in Wisconsin are located in Southeastern Wisconsin,”
remarked Co-Chair Suzanne Jeskewitz (R-Menomonee Falls), “yet it has the lowest percentage of permits
issued for any region in the State.” Southeast Wisconsin has 32.7 percent of the larger permitted facilities,
but has issued permits to only 45.4 percent of these 427 facilities. Statewide, the auditors determined that
only 50.8 percent of all operating permits applied for have been issued and that Wisconsin has the lowest
percentage of major operating permits issued in the Midwest. The national average is 80.9 percent.

The Co-Chairs received an audit request from Senator Rob Cowles earlier this month after an article

i appeared in the The Lakeland Times criticizing the DNR’s management of its fleet of vehicles. Last week

-/ an additional request to audit the DNR’s fleet came from Representative Dan Meyer. While Roessler and

T Jeskewitz agree that an audit is merited, they believe it should be expanded and have worked with the

LAB to draft an audit scope memo to bring before the Joint Audit Committee that is as broad as possible to
encompass all issues surrounding the State’s vehicle fleet.

SENATOR ROESSLER REPRESENTATIVE JESKEWITZ
PO. Box 7882 » Madison, W) 53707-7882 PO. Box 8952 » Madison, Wi 53708-8952
(608) 264-5300 » Fax (608) 264.0423 (50B) 266-3796 « Fax (408} 282-3624




“I believe there are legitimate concerns with the organization and authorization of the state car fleet and we
need to get to the bottom of this issue. I want to ensure that all these cars are needed, energy efficient,
appropriate for the type of state employee user, and ultimately that taxpayer dollars are not being
inappropriately expended on cars for state employees,” Roessler stated.

“If we are going to do an audit I want it to be a thorough inventory and assessment of the entire state car
fleet, not just the DNR’s,” added Jeskewitz. “We cannot afford to be providing unnecessary cars to state
employees and we must assure taxpayers that they are not subsidizing the personal use of state vehicles.”

The aundit of the state fleet would include:

an anaiyms of the number of vehicles owned and leased;

a review of the specific types of vehicles, such as sedans, sport utility vehicles, and trucks

an assessment of how the total number of vehicles needed is determined;

a review of bidding procedures used in purchasing and disposing of vehicles;

areview of how decisions to personally assign vehicles are made and monitored, including how
agencies determine whether it is less costly to pay employees mileage for use of their own personal
vehicles rather than to purchase state vehicles;

a determination of the extent to which state employees have reimbursed the State for personal
mileage on state vehicles and whether exzstlng policies appropriately limit the personal use of state
vehicles;

a review of the cost effectiveness of current maintenance processes, both those performed in-house
and those contracted to outside vendors; and

a review of best practices for fleet management used by other Midwestern states.

The public hearing before the Joint Legislative Audit Committee will start at 8:30 a.m. on Tuesday, May
4,2004. The LAB audit of DNR’s Air Management Programs will be first on the agenda followed by
Committee consideration of the request to audit the State’s vehicle fleet.

HiH




State of Wisconsin \  LEGISLATIVE AUDIT BUREAU
SANICE MUELLER

STATE AUDHTOR

22 E. MIFFLIN 8T, STE. 500
MADISON WISCONSIN 53703
(BOB) 26B-2818

FAX {BGB) 267-0410

Leg Audil.infoidleqgis. state wi.us

April 26, 2004

Senator Carol A. Roessler and
Representative Suzanne Jeskewitz, Co-chairpersons
Joint Legislative Audit Committee

FROM: Janice Muelie%ﬂéé /?d/«'/d

State Auditor

SUBJECT:  Proposed Audit of the State’s Vehicle Fleet—Background Information

At your request, we have gathered some background information the Joint Legislative Audit
Committee may find useful in considering requests from several legislators for an audit of the
State’s vehicle fleet. Currently, state employees who travel on average more than 16,000 miles
per year can be assigned a personal vehicle. Those employees who travel less can request
vehicles from central pools operated by the Department of Administration, the University of
Wisconsin campuses, and several other large state agencies. The Department of Administration
reports there are over 7,000 vehicles, primarily cars and li ght trucks, at the state agencies and the
University of Wisconsin campuses.

It has been widely reported in the media that the Department of Natural Resources (DNR) -
significantly increased its expenditures for vehicles in 2001 and 2002 as the State’s budget
situation was deteriorating. For example, DNR reportedly spent $4.2 million for vehicle
purchases in 2001 and $6.1 million in 2002, a 45.2 percent increase. A total of 480 vehicles were
purchased by DNR in this two- year period. These reports have prompted guestions about the
number of vehicles purchased by other agencies in recent years. ' y

The Department of Administration is currently conducting a statewide review to assess vehicle
use and compliance with state fleet regulations. However, because information relating to fleet
operations is maintained in various data systems in several agencies, comprehensive information
has been difficult to assemble. On April 16, 2004, the Governor directed the Department of
Administration to freeze the purchase of new vehicles until its review is completed.

In addition, several incidents that received media coverage have prompted concerns about the
personal use of state vehicles by state employees. For example, it was recently determined that
the Attorney General had not reimbursed the State for personal use of a state car assigned to her,
as required by state regulations. This has led to questions about whether other state emplovees
with personally assigned vehicles are complying with reimbursement requirements, and whether
they are driving a sufficient number of miles to warrant a personally assigned vehicle.




An audit of the State’s vehicle fleet would cover all vehicles in all agencies and could include:

L 4

an analysis of the number of vehicles owned and leased;

areview of the specific types of vehicles, such as sedans, sport utility vehicles, and
trucks;

an assessment of how the total number of vehicles needed is determined;

a review of bidding procedures used in purchasing and disposing of vehicles:

a review of how decisions to personally assign vehicles are made and monitored,
including how agencies determine whether it is less costly to pay employees mileage for
use of their own personal veh‘ic}es_ra_ther than to purchase state vehicles;

a determination of the extent to which state employees have reimbursed the State for
personal mileage on state vehicles and whether existing policies appropriately limit the

personal use of state véhicles,

a review of the cost effectiveness of current maintenance processes, both those performed
in-house and those contracted to outside vendors: and

a review of best practices for fleet management used by other midwestern states.

If an audit of the State’s vehicle fleet is directed, we would seek to coordinate our work with the

Department of Administration”s review to.limit any duplication of effort,

If you have any q.uestions regarding this request, please contact me.

JM/DB/ab

cc: Senator Robert Cowles Representative Samantha Kerkman
Senator Alberta Darling Representative Dean Kaufert
Senator Jeffrey Plale Representative David Cullen
Senator Julie Lassa Representative Mark Pocan

Representative Dan Meyer

Marc Marotta, Secretary
Department of Administration

Scott Hassett, Secretary
Department of Narural Resources

Katharine Lyall, President
University of Wisconsin System
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STATE OF WISCONSIN

DEPARTMENT OF J USTICE
PEGGY A, LAUTENSCHIAGER 114 East, State Capitol
ATTORNEY GENERAL : P.O. Box 7857
Daniei P, Bach Madison, W1 337077857
Deputy Aﬁurney General 608/266-1221

TTY 1-800-947-3529

May 4, 2004

The Honorable Carol Roessler, Co-Chair
Joint Committee on Audit
State Capitol Building, Room No. 8 South
HAND DELIVERED . -
- The Honorable Suzanne Jeskewitz, Co-Chair
Joint Committee on Audit - e
~ ‘State Capitol Building, Room No. 314 North
HAND DELIVERED

Re: Proposed Audit of State's Vehicle Fleet
Dear Co-Chairs Roesslef_ & Jeskewitz:

Inrecent wééks,_-_seri(_ms questions have been raised about the size of the state's vehicle _ﬂ__e_et,_
the absence of appropriate record keeping, the lack of umiformity in policies and procedures related

Justifications, th:_a‘ lack of éiarity and uniforﬁaity highlighted by these issues underscores the need for
a c_qmprehénsiye'l_e_gislaﬁve audit.of'the state’s vehicle fleet. I write now on behalfofthe -
Departmentof Justice (DON) to nr_ge:yp'_uz_j approval of the refated audit request before you.

create inefficiencies regarding both employee and vehicle resources.




Joint Committee on Audit
May 4, 2004

Balancing the various vehicle needs of the many state agencies with the importance of
reliable, uniform state fleet policies is no simple task. It js however, one that has been neglected for
too long. Nothing short of a thorough accounting of state practices will satisfy the need to restore
public confidence that those in charge of state fleet management have the systems in place that best
serve department needs and the citizens of this state.

It is for all of the reasons above, and for many more, that the Department of Justice joins
with Senator Cowles to urge your approval of a statewide vehicle fleet audit. Thank you for your
consideration of this request.

Very truly yours,

//«/’7 ///% o

Michael A. Roberts, Administrator
Division of Law Enforcement Services




JIM DOYLE

JUN 2 1 Z@@é GOVERNQR

MARC J. MAROTTA

SECRETARY
Office of the Secretary
_ Post Office Box 7864
. WISCONSIN DEPARTMENT OF Madison, WI 53707-7864
LA _ Ty A Voice (608) 266-1741
ADMINISTRATION Fax (608) 267-3842
N = : TTY (608} 267-9629
June 16, 2004
The Héangrable_ Carol A. Roessler The Honorable Suzanne Jeskewitz
State Senator State Representative
8 South State Capitol 314 North State Capitol

Madison, WI 53702 = ~ Madison, WI 53702
© Janice Mueller, State Auditor
22 East Mifflin Street, Room 500

Madison, WI 53702

Dear Senator Roessler, Representative Jeskewitz, and Ms. Mueller:

I wanted to update you on the Department of Administration’s (DOA) activities on
topics related to vehicle fleet operations. Last Friday DOA issued the attached
report, “Governor Doyle’s State Fleet Reduction Initiative Phase One: Eliminating
Under-Utilized Vehicles:” Deputy Secretary Laura Engan also had the opportunity
to meet the Legislative Audit Bureau’s team last week, led by James Zylstra, along
* with DOA staff that will be available to assist in their audit efforts. 1am looking
forward to a constructive, comprehensive dialog and engagement that will benefit
all state residents.
Please contact Sari King, (608) 266-5452, if you have any questions on our report.

- T'will continuc to keep you informed as we make additional decisions on fleet
reduction and related fleet improvements.

ce: Laura Engan
Sean Dilweg
Sari King

Wisconsin.gev




Governor Doyle’s State Fleet Reduction Initiative
Phase One:
Eliminating Under-Utilized Vehicles

Executive Summary

This report was prepared by the Department of Administration (DOA) at the direction of Governor Jim
Doyle to continue his efforts to reduce the size of the state vehicle fleet and bring greater accountability to
the system. )

A key finding of our analysis is that the State’s vehicle fleet grew substantially in the 1990°s. In fact,
from 1994 to 2003, vehicles owned by the State increased from 6,187 vehicles to 7,360, or almost 19%.
Governor Doyle has set the goal to reduce the state’s vehicle fleet back to the approximate level of ten
vears ago. Accordingly, the Governor has directed DOA to achieve an additional reduction of at Jeast

. 1,000 vehicles, in addition to the 132 vehicles that were eliminated last vear,

This vehicle reduction initiative includes the elimination of 569 vehicles in phase one, which is outlined
in this report. The Governor has directed DOA to identify and eliminate an additional 5 00 vehicles by

late July for phase two of the initiative, which will-reach the goal of returning the State to 1994 levels.

Throughout the summer, DOA will continue to work with the Office of State Employment Relations as
well as all state agencies to expand on its “under-utilization” analysis and incorporate a “zero-base”
review of how vehicles are initially deployed to conduct state business. Where appropriate, further
opportunities and recommendations to reduce the state’s fleet will be presented. Future reports will also
document DOA’s ongoing fleet management improvement efforts, including progress on the agency’s
2004 workplan. (See attachment #1) -

Reducing the overall size of the fleet and the number of personal assigned vehicles in particular will allow
the state to better manage the cars that we have and ensure full compliance with state policies, including
the requirement that employees reimburse the state for any personal use of a state vehicle.

Overview

As of January, 2004, the State of Wisconsin®s automotive fleet consisted of 7,228 vehicles with a book
value of over $50 million. The State’s fleet consists of four major vehicle categories: nearly half, or 49%,
of the fleet consists of passenger vehicles (3,606); and 36% consists of light duty trucks (2,627). (See
Table 1 below.) In an effort to improve the accountability over this significant investment of state
resources, the Governor directed the Department of Administration to continue its efforts to reduce the
state fleet, evaluate compliance with and sufficiency of current state vehicle policies, and improve overall
management accountability through the use of technology and improved coordination of fleet operations.

Governor Doyle’s Fleet Reduction Initiative — June, 2004
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Table 1
Composition of State of Wisconsin Vehicle Fleet

May 27, 2004
Type of Vehicle Number Percent
Passenger Vehicles 3,606 49 %
Small, Medium, Hybrid 1,451 20 %
Vans 1,418 19 %
Station Wagons 737 10 %
Light Duty Trucks 2,627 36 %
Pick Up Trucks 1,819 259%
SUVs 410 6%
Cargo & Step Vans 283 4%
415,000 Ths GVW 115 2%
Law Enforcement 628 % %
Heavy Puty Trucks 444 6 %
Heavy Trucks 407 6 %
Busses 37 <1 %
Total 7,308 . 100 %

%

n contrast to the dramatic increase in State vehicles in the previous decade under prior administrations,
:Governor Doyle reduced the fleet by over 132 vehicles between January of 2003:and January of 2004. . .

' U}S{)ﬁ 't.a'king ofﬁée,.Gm}embf."I).byle directed immediate sfeﬁs to reduce the state vehicle flect and more
appropriately deploy personal assigned vehicles:

e When Governor Doyle took office, he directed cabinet secretaries to turn in personally assigned
vehicles their predecessors used. Unlike in previous administrations, neither the Lieutenant

Governor nor any cabinet secretary has a personally assigned vehicle.

* InFYO03 and FY04, a total of 1,770 new vehicles were requested by agencies to replace older
vehicles, with an associated cost of $35.2 million. Of these, 1361 purchases were rejected by the
Doyle Administration and only 409 were approved, for a savings of $26.3 million to taxpayers.
In contrast, under former Governor McCallum, for FY02, 1,405 new vehicles were requested - all
of which were approved - at a cost of $27.7 million.

« In February, 2003, DOA signed contracts to implement a consolidated vehicle maintenance
system within the Department’s centralized fleet to take advantage of the state’s buying power to
negotiate better rates on repairs and maintenance. As a result, DOA saved more than $300,000
on repairs in 2603, an 18% reduction from 2002, '

+  Since Department of Administration Secretary Marotta asked state agencies to report on
personally assigned vehicles in February, more than 200 personally assigned vehicles have either
been turned in or designated for reassignment as a work share vehicle.

Governor Doyle’s Fleet Reduction Initiative — June, 2004
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Vehicle Fleet Survey

The Department of Administration conducted a fleet utilization survey in February of 2004 to evaluate
vehicle deployment practices of state agencies. The initial purpose of the survey was to update and
improve the state’s data of vehicle deployment and guide DOA’s efforts to respond to the Governor’s
directive to reduce the state’s vehicle fleet. During the course of the review, additional issues surfaced
about appropriate use and appropriate personal reimbursement patterns of state employees. Between
March and May, DOA worked with state agencies to identify and resolve compliance problems and
evaluate how best to reduce the fleet,

The Department of Administration’s review found that most state vehicles are used by more than one
employee. A total of 5,118 vehicles, or 72% of the state’s fleet, are used as work share vehicles, and 448
vehicles, or 6%, are assigned to motor pools. About 20%, or 1,392 vehicles, are personally assigned to
individuals for work including a variety of inspection, auditing, law enforcement functions and general
purpese transportation, mfrastructure management as weil as general citizen and government services,
(See chart I below.}. -

Chart 1
Catagory of Use for
Personally Assigned Vehicles

Citizen and Gowt,
Services B

o 14%

* Generat Purpnge.”
T Franportation -
4%

Nc Reponse
; Law Enforcement
: 4%%

Infrastructure

" Audits
8%

Fleet Reduction

As the State moves forward to resolve the largest fiscal crisis in its history, state agencies, especially
DOA, can no longer take a “business as usual” approach to the management of its resources. While
vehicles may be a necessary tool to conduct state business, they must be deployed prudently. Our
analysis of survey data suggests the state could significantly reduce its fleet. However, to ensure a
thoughtful approach to this effort, DOA will first eliminate under-utilized vehicles, and second conduct a
zero-based approach to vehicle assignment to further reduce the fleet. DOA will report back to the
Governor by the end of July on how many additional vehicles can be eliminated from the fleet.

Governor Doyle’s Fleet Reduction Initiative — June, 2004
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Current DOA policy states that personally assigned vehicles should meet a mileage threshold of 16,000
miles, and that work share vehicles should exceed 13,000 miles. (Vehicles requiring unique equipment
such as prison transport vehicles may be assigned without regard to mileage.) The Department of
Administration’s review found that 583, or 42%, of personally assigned vehicles and approximately
2,900, or 58%, of work share vehicles did not meet these criteria. Based upon these findings, staff
analyzed how these vehicles were deployed and worked with state agencies to consider whether certain

exemptions should be made.
The reduction exempted three main categories, including:

Specially equipped vehicles, including law enforcement vehicles;
Vehicles carrying or towing loads, including infrastructure maintenance vehicles, medium and light

trucks; and,
¢ Vehicles needed to transport patients, inmates or other non-state employees.

In addition, small agencies which had few vehicles available were exempt from this phase one review.
Despite these exemptions, if a vehicle is personally assigned and falls below 16,000 annual miles, we
recommend that agencies re-assign the vehicle as a work-share vehicle, where appropriate,

Based upon the above criteria, we identified 569 vehicles to be immediately eliminated from the fleet.
Implementation of this initial recommendation would reduce the flect by roughly 8%. Table 2 below
provides a summary of how the proposed vehicle reduction breaks down by agency.

Table 2
Vehicle Reduction by Agency

Current Assign  Vehicles Percent of  Percent of

Agency Vehicles Reduced Assignment Reduction
DNR 1,562 i14 7% 20%
Uw 1,551 95 6% 17%
DCA 423 78 18% 14%
HFS 346 74 21% 13%
DOT 1.354 52 4% ¥
DATCP 216 48 22% 8%
Conmnerce 102 24 24% 4%
POC 974 2 2% 4%
DPl 67 17 25% 3%
Revenue 49 12 24% 2%
Public Defender 43 H 26% 2%
3.9 130 9 7% 2%
DWD 29 7 24% 1%
DVA 49 6 12% 1%
Total 569 8% 10094

Governor Doyle’s Fleet Reduction Initiative — June, 2004
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The Department’s February survey also asked managers to identify how vehicles were deployed using 57
general occupational descriptions (see attachment #2). These 57 classifications were collapsed into six
general categories. Chart 2 provides a summary of how the reduction initiative would affect deployment
practices. Based upon agency responses, these cuts would reduce 239 vehicles deployed to provide
general transportatzon for employees, including functions ranging from motor pool operations to
economic deveiopment activity. A total of 168 vehicles would be réduced from the category of citizen
and government services, including such activities as educational research and instruction to marketing
and recruiting. 'The next largest reduction would occur in the inspection and audit function, where 128
vehicles would be eliminated.

Chart2
" Reduction by Vehicie Purpose

Citizen and Gévt. Services
30%

General Purpose Tranportation
42%

inspections _ané!.Audlts .
2%

Moving. fcsrward the })wzsmn of State Agency Serv;ces w;i! contmue fo work wﬁh agencies to implement -
the above ;recommendaﬁons In addition, the State Surp]ns Property Program will work with fleet
managers across state: ‘agencies to. coordmate and sécure vehicles for auction, and market surplus vehicles
first to local mumc;palmes across the State. To facilitate this process, auctions will be held in at least
three different cities across Wisconsin in the coming months. DOA recommends that any proceeds from
sales be deposited directly to the State’s budget stabilization fund.

The State has never conducted a base level review of what type of activities and operations require the use
of a state vehicle. Based upon an analysis of survey findings, DOA believes that additional reductions
could be made. For example, current work share vehicles are assigned to specific work units, and are not )
made available to other agencies in close proximity. In addition, further examination of work practices
could identify opportunities to take advantage of technology, as well as exploring new ways of getting
work done.

Governor Doyle’s Fleet Reduction Initiative — June, 2004
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State Rules and Guidelines

As part of'its 2004 workplan, the State’s Enterprise Fleet Committee has been working to revise the
state’s vehicle policies, which have not been updated since 1996. Information learned through agency
interaction and recent questions raised through media reports of employee vehicle abuse only further
highlight the necessity of this project.

Compliance with reimbursement policies for personal travel was of particular concern to DOA’s review.
Survey results revealed that 58.7% of employees with a personally assigned vehicle park the vehicle at
their workplace overnight. In these cases, personal commuting miles likely would not need to be claimed.
Additionally, over 9% of employees reported that their home residence is considered their workstation.
Current state policy does not require these employees to pay for commuting miles. (In the future, these
employees, with the exception of certain law enforcement personnel, will be required to reimburse the
State for commuting miles in order to comply with Internal Revenue Service (IRS) requirements.)

As of DOA ’s i's"_i;ryéy__i.p February 2004, there were 1,392 individuals with personally assigned vehicles,
Of those, 1,232 had those personally assigned vehicles last year, and so DOA took acloser look at the:
1,232 individuals to determine whether the individuals were .paying personal reimbursement and if not,

whether they:likely should have been. -

After a.djust.ihg.for vehic[eé where current policy requires no commuting payment as well as for vehicles
where the employees indicated the vehicle is never used to comute, DOA found 208 vehicles where the
employee was likely to incur personal miles. Ofthose individuals, 69 reported no personal mileage.

The Department is sending a letter to each of these 69 individuals and their supervisors indicating that our
survey results, at first glance, would suggest that they may owe the state reimbursement for personal use
and giving them until July 1 to submit such reimbursement or explain why reimbursement was not
-submitted. - There may be valid reasons why some of these individuals may not have been required to

__'re_i_l};bi;gfs__e,;;aénd_there_-may'also'_b'@_en:_ors.i‘g'.recgfd—'k'e'eping, but DOA 'Eﬁ_li_éves_ :additignal_.fdlloﬁ{-ﬂﬁ}is o

" necessary 10 ensure full compliance with state policies.

Policy Clarifications and Improvements DOA’s review did point to a variety of areas where
rule clarification and policy changes were needed. Of most significance was our finding that, in some

- cases, Jong-standing state policies were non-compliant with IRS rules,

According to the IRS rules, personal use of a state-owned vehicle is a taxable fringe benefit. Personal use
includes the value of commuting to and from work in a state vehicle, even if the vehicle is taken home for
the convenience of the State. The only exceptions to this rule are for law enforcement personnet who
carry a.firearm, execute search warrants, and make arrests, or employees whose only office headquarters
is established as their residence. The exemption does not apply to current employees who are designated
as available 24/7. The operator of the vehicle is required to keep track of all business miles by keeping a
log on a daily basis. In accordance with IRS rules, any undocumented mileage will be considered
personal miles and considered compensation provided to the employee.

Attached to this report are updated fleet management and driver policies. Some highlights include:
*  Personal use policies and vehicle mileage policies are updated to conform to IRS rulings;
*  Permitted incidental travel and stops that occur during the scope of the employee’s work
responsibilities are clarified;
Travel logs will be maintained in compliance with IRS rules.
Agencies must annually review and approve employee vehicle use agreements.

Governor Doyle’s Fleet Reduction Initiative ~ June, 2004
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* Agencies must use and manage fleet inventory using FleetAnywhere.
Improved State Fleet Management

Currently, ownership and management of the State’s vehicle fleet is disbursed across two dozen agencies
and campuses. Record keeping, maintenance, billing and other aspects of fleet management vary. In
1999, the State purchased the FleetAnywhere software package for use as the enterprise’s fleet
management tool, but not all agencies are using and maintaining data using FleetAnywhere. While
further consolidation of fleet operations should be considered, especially small flect operations and the
fleet of DOA and the University System, DOA recommends that all state agencies be required to use Fleet
Anywhere immediately.

Implementing FleetAnywhere and additional enhancements statewide will improve the State’s
management of the fleet, and provide new opportunities to save taxpayer dollars. It also will improve
accountability, and help the state efficiently track and identify potential cases of abuse. It will provide the
- State with a consistent source of data for developing fleet performance statistics and will alow real time
information shating among the State’s fleet management organizations. ‘It will also facilitate the L
“identification and analysis of common vehicle and fleet performance trends and conditions that impact the
- management-and operation of all State fleets. Improved reporting capabilities will aid decision making
regarding procurement, budgeting, policy making and responding to legislative requests.

The Department of Administration will use Meta-Frame technology to allow users to access
FleetAnywhere through the Internet. Client installation on workstations throughout the state would prove
to be complex, costly and time intensive. The Meta-Frame technology allows users to have fall access to
FleetAnywhere, which would be no different than a desktop installation. As FleetAnywhere Meta-Frame
-access is being made available, DOA will offer comprehensive training programs to ensure new users are
adequately prepared to use the software. Training sessions will be offered in Madison and at UW Stevens
“Point to accommodate state personnel in the central and northern parts of the state.

In addition to making FleetAnywhere available, its usability must be enhanced. To improve the
efficiency of the system, the Department of Administration, working with the enterprise fleet committee,
will explore implementation of the Maximus web application “Info-Center”. This software will enable
web-based reporting to track and manage personal mileage reporting, vehicle utilization, operational cost
summaries by department including: fuel, oil, preventive and general maintenance, body and other
damage repairs as well as other fleet management statistics. Initial demonstrations of these web
applications will occur in July of 2004, with:planned implementation scheduled for October of this year.

Summary

This review is part of an overall effort by Governor Doyle to use taxpayer resources efficiently, and to
reduce the cost and size of state government. While reductions in the fleet may require agencies to
rethink how they do their work, this process will ultimately lead to a leaner, more effective government
for the citizens of Wisconsin.

Governor Doyle’s Fleet Reduction Initiative — June, 2004
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Attachment 1

State of Wisconsin
Enterprise Fleet Services

Enterpnse Fleet Committee
- Fiscal Year 2004 Work Program




STATE OF WISCONSIN

ENTERPRISE FLEET SERVICES

ENTERPRISE FLEET COMMITTEE
FISCAL YEAR 2004 WORK PROGRAM



FY 2004 ENTERPRISE FLEET PROGRAM

Project #1: Expand Enterprise Fleet Participation
Goal: Effective deployment of enterprise fleet resources to meet statewide demand.
Backeround

DOA engaged the Fleet Management Services Group of DMG-MAXIMUS in Fiscal Year 2000 to assist it in
assessing the feasibility and potential benefits of consclidating fleet management programs, DMG Maximus
has evaluated flect management practices in more than two dozen states, and has specifically evaluated the
desirability of consolidating fleet management programs for several of them, including Missouri, South
Carolina, New Jersey, Utah, Arizona, and Towa. While DMG found significant opportunities to improve the
management of Wisconsin’s fleet resources, they concluded that these opportunities can be pursted just as well
by coordinating the activities of the existing, méepsndem f%eat managemf:nt organizations as by consolidating
Lhem in the Depaztment of Administration.

The: cosrdmau ng mechamsm for state ﬂﬁut activities is the: Enzerprise Fleet Coordinating Cem mittee. Current
msmbershlp mcludﬁs the five largest agenicy fleets at DOA, UW-Madison, DOT, DNR and DOC. The
commiittee meets ‘monthly and acts zs 2 Eomm for resoivmg issues n vehmki acqmszhcn dispasition,
deployment and mam{enance

Acggmp,!&ghmentg

1. Based upon the recommendations of the committee, the State Procurement Director was added as a
member in October 2003,

2. Also in October 2003, UW Systems asked to be represented through the UW-Madison Director of Physical
Plant Services.

3. Three employees at DOA were hired in FY04 to perform full-time work for Enterprise Fleet Services.
They Wﬁl provzde mformaiwn maﬁacement plamzmg, arzalysw and hazson services to parhcxpatmg
: agar;mss ' : : : > _

fectives

1. Contact, whenever appropriate, representatives of state agencies & system campuses that use state owned
vehxcles and other fleet services, but have yet to pamszpate in the unified enterpnse fleet program.

2. Usethe coordinating committee as a omm for Jdentifymg and ;mpleﬁentmg best practices in fleet
management.

Resoturces
*  Six member Enterprise Fleet Coordinating Committee,

*  Enterprise Fleet Services staff,

liverable 15

*  Expanded enterprise participation in the Fleet Coordinating Committee’s program of projects.

Timeline Bstimate

Ongoing. Cther agencies will be asked to participate in specific projects contained in this work plan as set out
by each project’s timeline,

02/25104 3
04 Project Initiatives - Detail




FY 2004 ENTERPRISE FLEET PROGRAM

Project #2: FlectAnywhere Information Management Software
Geoal: Consistent and optinmzed us of the FlestAnywhere software by all users,
Backeround

The DMG Maximus study recommended that DNR, DOA, DOT, and UW-Madison implement a uniform
information management system. To that end, the computerized relational database called Fleetdn VWhEre Was
acquired and installed for use by all state agencies that use fleet services. FleetAnywhereis recognized by the
fieet industry as a consistent source of data for fleet performance statistics. Tt can facilitate the identification
and analysis of COMIMOn vehicle and fleet performance trends and conditions that might impact the operation of
all State fieets, and it can facilitate information sharing among the State’s fleet management organizations.

A great deal of system implementation has already occurved. We are now at a point of determining what
perfonnancc and inventory reports are needed to effectively manage the enterprise. The group will work
- collectively in: phases pulling in additional. 5xpez‘use as needed, to meet enterprise needs. It is important to note
that we will be’ deve?opmg a “living process”. This' process W;ll be employed Whenever a new, significant
' 'demand is requesteé fr&m the HﬁeL»’%n yw]:ere pfogfam

Accom 1 men

1. HeeIAﬂ yw]zere has been mstalled and is bemg used by the five largest state agency fleets and UW
Systems.

2. An IS Business Automarion Specialist has been hired by Enterprise Fleet Services

Obiectives

1. Analyze and document desired fleet business processes and their information requirements to be supported
by Fleetdn ywﬁefe software (what & why).

. _:-2 Fui]y undelsiand thf: current zmd p{}mnal capabﬂltzes of FA seftware

3 _ :Z.Analyze ar;d éocumsnt §§1€ carreni ﬂee‘i busmess processes ‘and thelr mfomation requements unzqae to H
each agency.

4, Deveis:}p solutions and user training protocols to bridge gaps.

k) . Ed@nizfy efflcmnt & effectwe management reporting solutmx;s f@r different enterprise layers.
Deliverat 3] t '

* Marzagemm{ rep{)rcs on vehicle costs, usage, and replacement.

. F leet mformahon management traiming program.

Resources

* UW- Madison IT & Fleet staff.

*  Jobn Driscoll, Enterprise Fleet IS Business Analyst.

* HectAnywhere software license.

Timeline Esti

March 2004 analysis and recommendations compicte.
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FY 2004 ENTERPRISE FLEET PROCGRAM

Project #3 & 4. Vehicle Procurement & Auction Process Re-engineering

Goal: Provide one location where all current policies and procedures governing the state fleet can be
accessed by anvone.

Project 3: Vehicle Auction Process Re-engineering
iy
1. Through an inter-agency committee, coﬂabora{avely introduce process and practice improvements in

operations and policy based on all major fleets and fleet staff to better meet the needs of the state and all
stakeholders,

2. Review all applicable policies, procedures and associated decumcms

3, Deveiop a Request for Proposal (RFP)

Prody :t ; 'ves _ _

Updated pohcles @rocadures and associated documents to support all agreed az:aen program changes, including:

* Veincle teraporary use program, PRO-F-1, Used Vehicle Condition Report, Vehicle Auction Standards,
DMV Mandatory Display Agent.

> Work flow maps of all processes.
* {ontract award by 3/31/04.

* Periodic updates and final report to transportation directors.

| - Project 4: Vehicle Procurement Process Re-engineering =

1. Through ar inter-agency committee, collaboratively introduce process and practice improvements in
operations and policy based on all major fleets and fleet staff to better meet the needs of the state and all
staiceholéers

2. Review all applicable policies, procedures and associated documents.

*  Updated policies, procedures and associated docaments to support all agreed upon changes, including:

*  Life-cycle costing model including a replacement component, incorporation of tire and other vehicle
related purchases into out-sourced maintenance model, improved start-to-order timetable and just-in-time
delivery model.

* Work flow maps of all processes.

* Periodic updates and final report to transportation directors.
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FY 2004 ENTERPRISE FLEET PROGRAM

Project #5: Update Fleet Policies
Goal: Provide one location where all current poticies governing the state fleet can be accessed by
anyone.

Phase One. Update the Manual,
1. Meet with members of the travel committee.
Revise the manual through five meetings (Oct 14, Oct 29, Nov 12 Nov 18, & Nov 26) and “homework™ in
. between meetings.
3. Present recommendations at the November TD meeting.
4. After recommendations are adopted, finalize changes.

Deliverables

*  Updating and rcwrﬁ:mg of the current Pohmes and Procedures Man‘ﬂal excluding purchasing and surpius
Ccontent, -

. Idcntify pohcz@s that requne su%)staﬁfzve ac{mn or addxtional camfmtiee attention before they can be
changed '

T;metable -

Com;:ﬁeted dommcn{ by end of T anuary. Recommendations to the Transportation Directors at the February
2004 mesting,

Phase Two. Improve Communication of the Manual to Drivers.

1. Meet in February to develop recommendations.
2. Present recommendations at the March meeting.
3, Implemem recormendations, based on the adopted timelines.

Dehverables

o Adopt changbs that wﬂ} 1mprove cemmunzcaﬂon of the mqmrements in the Pohcms and Procedures
Marnual to vehicle drivers.

Timetable

. Begm wozkmg when Phase Oﬂe is completed :
*  If Phase Oneis on time, present recemmendanons to the March ’I‘D meeting,
. Implement Ehe rf:commendailfms based on adopted timelines.

Bhase Three, Spin-off Projects
Deliverables and Timetables
Wil be defined as part of Phase One.

Resour 1 phases

Policies Subcommitiee with representatives from all five major fleet agencics.
Enterprise Fleet Services staff,

02/25/04 5
04 Project Initiatives - Detail




FY 2004 ENTERPRISE FLEET PROGRAM

Prozect #6: Strategic Maintenance Procedures
Goal: Provide guidelines for using an assortinent of different maintenance providers.
Backsround

The state fleet managers employ a variety of ways to maintain and repair their rolling stock of vehicles. These
approaches in the past have included in-house state maintenance shops (prevalently used by DNR to service
their scattered fleet in the northern part of the state) and state contracts directly with vendors of specific service
(such as for tires and replacement glass). More recently, three firms were brought under state contract and
whose specialties include vendor referral, cost control, and management reporting. Each type of maintenance
provider is seen as performing a unique service that is used depending upon the type of maintenance needed
any given situation.

The DMG Maximus study identified potential savings through the use of managed maintenance contracts.

DOT has been using one such company, PHH, for six years. DMG Maximus believed that the primary

contributer to DOT’s loweér overall maintenance costs was the use of amanaged maintenance contract.

Although this is a long-term project, the consultant identified eventual savings of over $3,000,000 over five

years. e

plis 15

1. In February of 2003, the State signed professional services contracts with three fleet maintenance
management firms: PHH Vehicle Maintenance Services, Consolidated Service Fleet Management (CSC,
and Automoiive Rentals, Inc. (AR

2. Each maintenance management firm has been assigned to an agency fleet to examine their effectiveness in
handling certain types of vehicle maintenance & repair. PHH is being used by DOT {law enforcement
vehicles), CSC is servicing DNR (light & medium duty tracks), and AR is handling the maintenance for
DOCA (motor pool).

1.~ Identify-the unigue types of maintenance vendors currently used by the state fleet and the specific
maintenance services that they provide.

2. Develop customer service survey tools to capture qualitative data.

3. Collect quantitative and gualitative data,

4. Analyze data, :

5. Present findings and recommendations to Transportation Directors,

Resources

*  Flect maintenance budgets for the five largest flects.
*  Enterprise Fleet Services staff,

Deliverable Products

Report and recommendation on procedures to follow when deciding what maintenance vendor 1o use in a given
situation of need.

Timeline Estimar

Identify vehicles and data January 2004

Develop customer survey March 2004
Report findings and recommendations March 2005

02725004 7
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FY 2004 ENTERPRISE FLEET PROGRAM

Progect #7: Pool Vehicles Assignment and Use
Goal: Increase the effective use of pooled vehicle assets through integration and coordination.
ggckc‘ rgtmd

Each agency currently participating in Enterprise Fleet actvities owns and operates a number of motor pool
vehicles, primarily in Madison, to serve'the short term fransportation needs of their employees. Up until the
present, these motor pools have been operated zndeper;denﬂy of each other with limited coordination of
activities. The DMG Maximus B.I}ﬁinIS indicated that opportunities exist to improve service & reduce costs
th:‘{mgh mcreascd conper&tlen & coordination of 1}0(}1 actwmes and by sharing pooled vehicles.

Ac lshments

UW - Madlson demonstrated to Fleet Coordination Committee members their proiotype development of a
Hs@&%zzyw&efc Web»based reservaﬁon sys%em for peoled vehu,kzs in the Faﬂ {}f 2003

o {}'pdate/modﬁy pohcws azxd procedurés for L '
: - Vehlcle exchange procrrarm
conszstenc id com a‘a%)zh e
Y an we ty . : - Rs—dismbutmn of vehicles,
- Cons;stency n busmess pracﬁces - g;mnag{m of duplications.
= Creation of a single “virtual” Madison - Fur}c{;@naﬂsatsﬂ;te pools.

Motor Pool seamless to the user.

- Balance between Enterprise and individual *  Streamline financial cost accounting and

agency missions, custome; i}iéhng.

- Centralized vs. decentralized functions and - Rate structure and fees.

- resources. = Charge-back methodology.

- Appropua{e use of c}utsme Vendors - Intra-agency invoicing

5 s = Customer billing R

: L S o Accepting onsline: paymems for g:ersonal
E 'Best use of P?eeﬁ»ﬂiﬂwame soﬁware o T uses

= Web-based reservation system. - Rmmburgementg

- Supplemental systems and solutions.

- = “Om-line billing statements *  Costomier focused

~ On-line driver verification, . o Busmsss h@urs/semcesf

- Electronic Unavailability Shps o . ~  Demand Eocanon study.

-~ Electronic mileage reporting, - o - Transpoﬂazwn optiens (Madison Me{ra,
- GPS technology. a valet service, shuitle, ..)

- Personal and physical security.
- One Stop Shopping/central help desk.
- Marketing of services.

*  Maximize enterprise-wide cooperation and
synergy.

- Inventory of pool sizes and locations.

First phase of web-based reservation system in
March 2004,

Resources Required
UW — Madison Fleet staff,

0272514
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FY 2004 ENTERPRISE FLEET PROGRAM

Project #8: Annual Vehicle Utilization Review
Goal: To grarantee that fleet vehicles are being used in a cost-effective manner,
Rackeround

To efficiently operate the state’s fleet, vehicles must be utilized effectively. If a vehicle isn't atfaining a certain
annual mileage, it may be more effective to pay an emplovee mileage reimbursement for use of a privately-
owned vel:ucle uahze the state’s rental contract or use a pool vehicle.

*  Fleet Managers collaborated with enterprise staff in October 2003 to update cost per mile calculations to
reflect all known costs of operating DOA’s general use passenger vehicles. Based on this cost analysis,
brf:a}(sven mﬂeage foz" smail ané medmm pass&nger vehlcies was determmed

Emerpmss ﬂeei s’taff de‘geiop@é a hst of vehzcie uses exempt fmm mileage considerations including those
Wﬂh Sf:cunty canméeraa{}ns or uf,es milerenﬂy ciamagm g1o pezsona} vehicles.

Objgctwggg s

1. Update unit costs and mileage calculations. Revisit vehicle use exemptions.

2. Determine the feasibility of capturing annual reimbursement miles by employee and agency.

3. Identify underutilized vehicles and, if feasible, employees reimbursed above breakeven mileage. Notify
Fleet Managers of fmémgs

4, Evaluate & recommend Fleet Managers’ plang to reassign, surplus or procure vehicles based upon the
annual b1eakeven m;ieage :

*Agency fleet staff,
* E‘nizr}mse Fieet Services staff.

'41 able P u{

Reasmgnment anéfer reéuctlon of state ﬂeet based ot utlhza{zen review,

Timeline Estimate

Develop breakeven mileage November 2003

Develop exception list November 2003

Determine underutilized vehicles January 2004

Solicit reductionfreassignment plans March 2004
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FY 2004 ENTERPRISE FLEET PROGRAM

Project #9: Motorized Equipment Initiative
Goeal: Develop & implement purchasing best practices for all state-owned, motorized equipment.
Backsround

The DMG Maximus study concluded that the State’s fleet managetment organizations tend to limit their
endeavors to the management of over-the-road vehicles such as cars, vans, and frocks.

This has led to a situation where expensive, mission-critical construction equipment {suck as backhoes and
loaders), specialty eguipment (such as mowers, snowmobiles, and boats), and auxiliary equipment (such as air
compressors and trailers) can be acquired and used without regard to on going maintenance and replacement
costs. Management of these assets has been, for the most part, left to user orgamzations.

Subjecting hundreds of pieces of expensive and complicated equipment to professional fleet management will
provide thf: State with s1gn1f1cant COSt savmg and aperai;ona} 1mprovemeni opperiumtzes

Acggmgizshmgnm

DMG Mammus ;cientxﬁed poie:ﬂtxal savmgs of $400,000 over § years through systernatic
mamtenarzcelreplacemem {}f non- vehlcuiar motorized eqmpmcnt

Obiectives

Identify interagency purchasing and fleet management work group.

Inventory all state owned motorized equipment, including auxiliary equipment,
Inventory ali state motorized equipment contracts.

Identify equipment needs and develop specification standards.

Host vendor conference and finalize specifications.

OV b W RS e

“Update procarement rule policies and procedures,

Deliverable Products
*  Motorized equipment inventory.
*  Motorized equipment needs assessment.
*  Specification standards.
* Motorized equipment procurement policies & procedures. _

Timeline Estimat

Equipment Inventory 20 weeks
Bouipment Contracts Fvaluation 4 weeks
Specification Standards 10 weeks
Policies & Procedures 12 weeks
Resources Required

state Burean of Procurement staff,
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Attachment 2

Reported Categories of State Vehicle
Purpose and Use




REPORTED CATEGORIES OF STATE VEBICLE PURPOSE AND Usz

«  Citizen and Government Services-Pollution abatement
management

+  Citizen and Government Services-Athletic operations

+  Citizen and Government Services-Badger State
Industries

»  Citizen and Government Services-Disaster response or
emergency vehicle

« Citizen and Government Services-DMYV mobile staff

«  Citizen and Government Services-Educational
research and instruction

. {"Jltzzen and Governmem Serv:ceSuFIre suppressaou

. szen and Govemment Semces*
Marf(etmngecmnmg

- -Cxtizen and Gevemmem Sf:mces»MatenaIs
' dlstnblmon

» szen and Government Services-Other

= Citizen and Government Services-Pollution abatement
management

« Citizen and Government Services-Social workers

= Citizen and Government Services-State parks, forest
Or resource management

«  Citizen and Government Servwes-’i‘ransport of
g 'pat:ents or chents : - e

. szen and Govemment Semces Van pool

»  Citizen and Government Services-Vocational
rehabi‘lita’tion

»  General purpose ﬁansportai;en-ﬁconomic
-Devela;ament Activities

. Geraerai purpose tramperiatlon Mo’ior pooi
«  General purpose trans_;}ortatwn-f}iher
+  General purpose transportation-Student Transport

+ Infrastructure Management -Campus and prison
grounds upkeep

«  Infrastructure Management ~Habitat development /
construction / maintenance

«  Infrastructure Management -Highway development /
construction /maintepance

«  Infrastructure Management -Other construction

»  Infrastructure Management --Other development /
construction / maintenance

DOA State Agency Services

Infrastructure Management -Other state facility
upkeep

Infrastructure Management -Park upkeep
Infrastructure Management -Repair shops

Inspections and Audits-Animal health

Inspections and Audits-Bridge and highway pavement
Inspections and Audits-Buildings and equipment
Iné_pections and Audits-Other inspection

Inspections and Audits-Public health

Inspecuens and Audlis—StaI:e Iab work

Enspectlons and Aud:ts—Wastewater and solid waste

) 31tes

: Inspectmns and Audlts-We: ghts and measures

Inspectmns and AHdHS“FOOd and meat
Inspections and Audits-Gaming

Inspections and Andits-Jails

Inspections and Audits-Auditors/Examiners
Law Enforcement-DNR Forest Ranger
Law Eﬁforcement—DNR Park Ranger

Law Enforcement~DNR Warcien

. Law Enfarcement-DOC ’Warden -

Law Enforcement«Hearmgs and Iegal actions
Law Enfercement-inspector

Law Enforcemem-lnspector mvesngator or
underuever

Law Enfercement—?erameter Patrei/An-ned escort
Law Enforcement-?ohce Patrcl

Law Enforcement-Prisoner armed escort

Law Enforcement-Prisoner transport/escort

Law Enforcement-Support activity

Law Enforcement-Probation and Parole officer
Support Services -Food service

Support Services -Inter-agency deliveries
Support Services -Laundry service

Support Services -Safety
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