
Carson City
Request for Board Action

Date Submitted: 05127 I 14

To: Mayor and Supervisors

From: Nick Providenti, Finance Director

Agenda Date Requested: 06105114

Time Requested: 20 minutes

Subject Title: For Possible Action: Discussion and possible direction to staff regarding the
Audit Findings Response Tracking Report. Q.,lick Providenti)

Staff Summary: Moss Adams and City staff have combined to establish an Internal Audit
Findings Response Tracking Report. City Staff and representatives from Moss Adams will be

providing an updated report to the Board. Included for discussion is a Public Works provided
Fleet Study Implementation Plan that staff is recommending the board approve for inclusion in
the Tracking Report. Moss Adams will also provide a Fraud Waste and Abuse Program hotline
update.

Type of Action Requested: (check one)
(_) Resolution (_) Ordinance
(XXX) Formal Action/Motion (_) Other (Speciff)

Does this action require a Business Impact Statement: ( ) Yes ( X ) No

Recommended Board Action: I move to accept the Public Works Fleet Study Implementation

Plan for inclusion in the Internal Audit Findings Response Tracking Report.

Any other motions on the Audit Findings Response Tracking Report will depend on the

discussion.

Explanation of Recommended Board Action: See Staff Summary.

Applicabte Statute, Code, Policy, Rule or Regulation: N/A

Fiscal Impact: n/a

Explanation of Impactz nla

Funding Source: n/a

Alternatives: Do not accept the report and/or make different recommendations

Supporting Material: Intemal Audit Findings Response Tracking Report, Carson City Public
Works Fleet Study Implementation Plan, Fraud, Waste and Abuse Program Investigation Report
#2014-0t.



Prepared By: Nick Prgvidenti

Reviewed By:

Board Action Taken:
Motion:

s lrt l,aDate:

Date:

Date:

Date:

l)
2)

AyeA.{ay

(Vote Recorded By)

(Depar8nent Head)



Fraud, Waste and Abuse Program
lnvestigation Report #2014-01 lor

Carson City, Nevada

March 27 ,2014

MilSSAI}AhfS,,,,



FRAUD, WASTE AND ABUSE INVESTIGATION REPORT NO. 2014-01

Carson City Audit Committee

A complaint was received on the Carson City Fraud, Waste and Abuse hotline on January 24,201,4.

Moss Adams conducted an investigation during the period of February and March Z0l4.We obtained
relevant supporting documentation and made inquiries of knowledgeable individuals. In addition, we
obtained information from the District Attorney's offlice.

Based on the evidence obtained, there is no evidence of criminal or civil wrongdoing.

Since the City has already addressed the issue through policy and process changes, we have no
additional recommendations.

This report is intended solely for the information and use of the Carson City Audit Committee and Board
of Supervisors, and it is not intended to be, and should not be, used by anyone other than these specified
parties,

Moss Adams LLP
Portland, Oregon
March 27,201,4
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Carson Gity
Fleet Study Implementation Plan

GENERAL IMPLEMENTATION

Carson City Fleet Services is improving its practices and policies relating to the City's fleet of
vehicles and equipment in order to realize costs savings and greater efficiency overall. Data

and information provided by the Moss Adams Fleet Study and the Utilization Study have
provided staff with good information and recommendations that has revealed several target

areas for Fleet Services to consider.

The two fleet studies have a common thread which is to attain more efficiency; there needs to

be better management, which requires better data. The acquisition of a fleet software system for

management of the fleet is underway and will require implementing the software over the next

fiscal year. Therefore, the plan for implementation begins with this element.

The other major recommendation is that the fleet needs to be replaced in a more realistic

timeframe. As funding becomes available in the future, this can be accomplished and will lend

itself to accomplishing the majority of the additional recommendations.

Following are the recommendations from the two fleet studies and the implementation tasks for

each recommendation.

FIeet Utilization Study lmplementation

Recommendation 1. Align the City's fleet classification and description labeling system with

industry best practice.

o Fleet Services currently uses the American Public Works Association Equipment Code

system. The modular ten-digit alphanumeric system allows you to identify particular

characteristics of vehicles and will accommodate future vehicles and equipment, and

improve data handling and analysis capabilities. The code facilitates interagency

comparisons of data and provides the primary means of identifying similar pieces of

equipment, as well as facilitating efficient collection, processing, and analysis of data

concerning those units. With the addition of the new fleet management software

system, the City's fleet classification and description labeling system will be integrated

into the software system to ensure industry best practices are followed.

Recommendation 2. Update the utilization analysis in six months after initial recommendations

have been implemented to reestablish a baseline and every two years thereafter.

. This will be completed after implementation of the fleet management software.

Recommendation 3. Update guidelines and policies that support the most cost-etfective

means of transportation, and periodically update the cost analyses.

. The City's travel policy will be updated to include the most cost-effective means of

transportation and with the new fleet management software the cost analysis will be able

to be completed on a periodic basis.
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Recommendation 4. Reduce the fleet based on results of the utilization analysis.

. All the fleet reductions that were recommended were in Parks. One of the problems

with the recommendation is the fact that the Parks fleet age is quite old and the study

anticipates replacement of fleet vehicles in a manner which is currently unaffordable.

Therefore, retention of the vehicles needs to be maintained until the ability for

replacement is attained to allow for the reduction in useable units. Additionally the fleet

manager will perform a more in depth review of this department's vehicles and

equiPment utilization.

Recommendation S. Expand the central motor pool at City Hall by utilizing existing City

vehicles and/or rental cars to provide access to vehicles that may be needed due to the

surplusing of underutilized vehicles.

o This has been accomPlished.

Recommendation 6. Calculate rental rates to recover all ownership and operational costs of all

motor Pool units.

o The Fleet Division is funded through a charge to all departments based on a vehicle

equivalent unit (VEU) methodology. For instance a sedan is one (1) equivalent unit and

a fire truck is six (6) equivalent units. This system was set up to cover the costs of the

Fleet Division as a whole based on the distribution/allocation of VEU's without all

departments being required to track all costs administratively. ln fact the Auditor

recognized this approach by stating the following within the report: "A number of

recommendations focus on more accurate tracking and distribution of fleet costs

supported by the establishment of rental rates. We recognize that Carson City may

choose to continue to utilize its current vehicte equivalent unit (VEU) methodology

instead of instituting the additional administrative rigor required to achieve more

accurate cost allocation. Staff will continue to evaluate conversion to the system

recommended after the implementation of the fleet management system. "

Recommendation 7. Train employees on the guidelines and policies regarding when to use a

City vehicle, mileage reimbursement, or a rental vehicle'

. The travel policy update addresses this issue and the Fleet Manager will develop a web

training unit for all employees. Additional web training will be pursued with the new fleet

manager.
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Recommendation g. Utilize the state of Nevada's rental car contract for rental vehicles to

supplement the city pool when units are out of service due to extensive repair work or

periods of Peak demand'

o The updated travel policy requires use of the State of Nevada's rental car contract for

rental vehicles. The City has historically utilized the State contract for all rentals and will

continue to do so.

Recommendation 9. Expand the shop loaner pool'

. This has been accomplished. Fleet Services reviewed all assigned vehicles within the

City and has been able to expand the loaner pool by two vehicles; we will continue to

evaluate the fleet and attempt to expand the pool as necessary into the future'

Recommendation 10. Establish a new heavy equipment pool, supplemented with rentals, to

provide access to equipment that may be needed due to the surplusing of underutilized

equipment, and require all requests for heavy equipment rentals to be processed and

approved through a single City source.

e The recommendation to establish a new heavy equipment pool with only five (5)

vehicles and then for departments to rent the equipment is impractical given the limited

number of units and skilled operators. Departments currently share equipment and the

cost of renting from the motor pool is not necessary with the VEU system currently

utilized and would be another administrative cost'

Recommendation 11. Develop rental rates to recoup all ownership and operational costs of

each unit in the heavy equipment pool.

. See 10 above.

Recommendation 12. Revise the current vehicle take-home policy to add specific criteria

relating to take-home and stand-by vehicle assignments. Review all vehicle take-home and

current stand-by authorizations and justify approvals based on the new vehicle take-home

policY.

o The updated vehicle policy addresses this issue and all departments will be asked to

review current authorizations'
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FLEET EFFICIENCY STUDY IMPLEMENTATION

Recommendation 1. Redesign the main shop to support better workflow and provide

supervision oversight. lnclude means to prevent customer access to areas where repair

work is being done.

. A small fleet building expansion and minor remodel of the existing facility is underway

and these changes will help facilitate this recommendation. This expansion will not be

large enough to accomplish everything, but is the first step in this direction'

Recommendation 2. SChedule the preventive maintenance workload for the entire year.

. The fleet management software program allows for this function and will provide Fleet

Services the ability to perform long-range scheduling of preventive maintenance.

Recommendation 3. Redesign pM checklists to reflect appropriate (manufacturer) inspections

that are applicable to various classes of vehicles and equipment.

o The fleet management software program will have predesigned check lists that can also

be customized to reflect any special requirements for the vehicle from the equipment

manufacture.

Recommendation 4. Base service intervals according to vehicle manufacturer

recommendations.

o This is currently being done and the fleet management software program will also help

improve the ability to track this information more efficiently in the future. Fleet technology

is changing rapidly and the fleet division must keep up to maintain efficiency in this area.

Recommendation 5. Develop a dedicated service request form. lncorporate time reported,

estimated time to repair and actual completed time'

. The fleet management software has a service request form and the ability to provide

estimated time to repair and also report on the actual time it took to complete the repair'

Additionally the form can be e-mailed to improve reporting to the customer.

Recommendation 6. Hire a full time storekeeper to perform all parts-related duties. A
dedicated storekeeper will free up mechanics to focus on their highest and best use, which

is performing maintenance and repair duties.

. This position would be difficult to fund and in reality due to the small size of the shop

and the streamlining of the parts operation via the remodel, the mechanics will spend far

less time retrieving parts than in the past. Efficiencies will certainly be gained through
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the remodel and expansion and the use of the fleet management software. The majority

of parts can be delivered by the parts supplier at no cost to the city'

Recommendation 7. lssue a request for proposals and award contract for vendors to provide

fleet parts with set prices and delivery criteria. The contract should be for one year with two-

year extensions if the supplier satisfactorily meets all conditions'

o Through the use of the fleet management software, an accurate parts inventory will be

produced and this coupled with a year of parts use data should allow bidding these parts

with a high degree of accuracY.

Recommendation g. lnclude parts tracking and inventory in the requirements for the planned

enhanced fleet management system'

. This recommendation will be easily accommodated with the use of the fleet

management software.

Recommendation 9. lssue an RFp and award a contract to provide fleet repair services with

local vendors with set prices, delivery criteria and warranties. The contract should be for

one year with two-year extensions if the supplier satisfactorily meets all conditions'

o Fleet Services is currently researching information in order to facilitate this

recommendation. Severat of the specific repair types could be contracted under this

concept; however other unique repairs will still require fleet to obtain repair quotes and

go with the best price such as body damage repairs'

Recommendation i0. lntegrate fuel data from CFN (fuel system) reports in the requirements

for the planned enhanced fleet management system in order to compute average fuel

consumption (mpg) by vehicle and by class, fuel cost per mile and average total fuel cost

by class.

o The fleet management software will allow the integration of the fuel data report directly

into the program and will track average fuel consumption by vehicle and by class, fuel

cost, and will allow reporting of the data in several different formats. The key to gaining

efficiency is to frequently monitor and assess this information.

Recommendation ii. Hire three additional mechanics, track and monitor non-wrenching

hours, and establish a 70% performance goal for mechanics.

. Unfortunately at this time funding does not allow for three additional staff. There is a

possibility of adding one additional mechanic for bus repair. This position would be

funded through the Transit Fund and will only be possible after the fleet expansion is

completed as there currenfly is no room for another mechanic within the existing

facilities. To add more mechanics would require adding even more service bays to the

facility which is not possible under current funding'
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Recommendation i2. Add a swing shift or overlapping shift to better accommodate the

schedules of fleet customers.

o The current or new expanded fleet facility will not accommodate the additional

mechanics needed to run an overlapping shift and changing to a swing shift for just a

mechanic or two would not be efficient. Also, our local parts suppliers operating hours

will not support after hours and would require the fleet facility to carry a large parts

inventory thus increasing overhead costs. We will continue to review this option should

the need arise and space becomes available'

Recommendation i3. Create a Fleet Manager classification. Fill the position with a full-time

person with the qualifications and experience to manage the fleet operation.

o The responsibilities of the Fleet Manager position have been adjusted to full time. The

position has recently been vacated and a new Fleet Manager will be hired with the

requisite qualifications and experience.

Recommendation 14. lncorporate more realistic replacement intervals, as well as salvage

values, auction fees, and make-ready costs in the City's long-range replacement plan.

o This recommendation is certainly supported but remains difficult with current general

fund budget restrictions.

Recommendation i5. Adopt a methodology to support the replacement of vehicles and

equipment based on the "optimum economic life point" of a unit.

r This recommendation is certainly supported but remains difficult with current general

fund budget restrictions. An option which will also be incorporated is to review costs for

re-build of equipment to extend the life cycle when possible. This is particularly true of

heavy equiPment.

Recommendation 16. Establish a vehicle/equipment replacement fund to which customers

contribute to the replacement cost of their units over time'

o This recommendation is certainly supported but remains difficult with current general

fund budget restrictions.

Recommendation 17. Conduct a basic utilization review of the entire fleet, requiring

departments to justify the need for each assignment, whether it be individually assigned or

assigned as a sub-pool vehicle to the department.

o Moss Adams recently completed a utilization study that accomplished this

recommendation. The fleet manager will continue to review utilization of vehicles and

will recommend changes to maintain efficiency.
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Recommendation 18. Develop a comprehensive and accountable chargeback system that

incorporates fleet replacement, overhead and all operational costs.

o The Fleet Division is funded through a charge to all departments based on a vehicle

equivalent unit (VEU) methodology. For instance a sedan is one (1) equivalent unit and

a fire truck is six (6) equivalent units. This system was set up to cover the costs of the

Fleet Division as a whole based on the distribution/allocation of VEU's without all

departments being required to track all costs administratively. ln fact the Auditor

recognized this approach by stating the following within the report: "A number of

recommendations focus on more accurate tracking and distribution of fleet costs

supported by the establishment of rental rates. We recognize that Carson City may

choose to continue to utilize its current vehicle equivalent unit (VEU) methodology

instead of instituting the additional administrative rigor required to achieve more

accurate cost allocation."

Recommendation 19. Develop shop labor rates and markups/charges by appropriately

allocating labor and overhead costs, including the functions of administration/asset

management, maintenance/repair, fuel, parts and commercial repair work.

o The shop labor rate will be adjusted in accordance with the most recent data and the

fleet management software will allow a very accurate tracking of all labor and will

facilitate the appropriate distribution of cost for all associated functions. This will ensure

proper allocation of charges for all work performed.

Recommendation 20. Discontinue practice of performing non-fleet work for city departments.

. This is a reference to the fabrication work performed by the fleet shop. Contracting with

outside vendors for certain fabricating tasks is done on some items, but Fleet still pays

for these costs. The ability of the departments to fully absorb this cost is questionable

and as part of a future budget, Fleet will work with Finance to determine if costs can be

transferred to the department requiring the work.

Recommendation 21. Establish a Vehicle and Equipment Committee whose main task is to

develop comprehensive administrative policies for vehicles and equipment.

. A draft committee plan will be developed and will be forwarded to the City Manager for

consideration.

Recommendation 22. Develop service level agreements between the Fleet Services and each

of its customers.

. The Fleet Manager will be tasked to study the feasibility of providing variable levels of

services to customers and will explore with them their desire to enter into such an

agreement and determine if it is cost effective for the city overall.
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Recommendation 23. Establish performance measures and monitor them with the goal of
measuring performance against industry and shop standards.

. The Fleet Manager will move fonrvard to begin to establish appropriate performance

standards that are industry based.

Recommendation 24. Develop monthly management reports for the Public Works Department,
the City Manager and all Fleet customer departments.

. The fleet management software provides a myriad of reporting and tracking capability
that will prove invaluable for providing this information.


